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Value Delivery ï A Newsletter from Houghley Ltd 

Welcome to the October edition of our newsletter Value Delivery.  In this issue: 

Ý In the News introduces the final report of our global ǎǳǊǾŜȅ ƻƴ ǘƘŜ ΨCŀŎǘƻǊǎ /ǊƛǘƛŎŀƭ ǘƻ 5ŜƭƛǾŜǊƛƴƎ 
Change SuccŜǎǎŦǳƭƭȅΩΦ 

Ý We have two Spotlights: the first shows how we're refining our Rapid Assessment in response to the 
survey findings; and the second moves on to how we can help you Ψ5ƛŀƎƴƻǎŜΩ ǎǇŜŎƛŦƛŎ ǇǊƻōƭŜƳǎ. 

Ý We also offer two Viewpoints: the first takes a deeper look at a specific insight from our survey ς 'Are 
CSFs Unique?'; and the second, recognising the importance of Leadership to our survey respondents, 
looks at 'Leading the Way' to successful delivery. 

(As usual, further information is available on our web site at www.houghley.co.uk or by following the links below.) 

Leadership 3, Delivery Process 1 

In the News: Factors Critical to Delivering Change Successfully 

Now that our global survey has finished, we can confirm that respondents 
continued to emphasise Leadership, Purpose and, to a lesser extent, 
Stakeholder engagement as being the factors most άƛƳǇƻǊǘŀƴǘ to the overall 
success of a change initiative.έ 

But the details in the results point the way to what we believe are some very 
significant insights for change initiatives across sectors ς and a powerful way 
to help change leaders understand their overall chances of success. 

Read more ...  

Find out where you need to focus 

Spotlight: Refining the Rapid Assessment 

Our survey showed a significant difference between CSFs, with the 
ǘƻǇ о ŦŀŎǘƻǊǎ ƳŀƪƛƴƎΣ ƛƴ ƻǳǊ ǊŜǎǇƻƴŘŜƴǘǎΩ ŜȄǇŜǊƛŜƴŎŜΣ ŀƭƳƻǎǘ three 
times the contribution of the lowest 3.  This suggested that our Rapid 
Assessment could be enhanced to help clients focus where they can 
make most difference to their success.  

The real power of the refined Rapid Assessment comes from its 
ability to identify those factors which would make the greatest 
contribution to your success ς in your specific situation. 

Read more ...  

Speed, clarity, collaboration ï and action! 

Spotlight: Diagnose ï Get to the problem, fast 

When you already know that there are specific problems with your 
initiative and need a solution quicklyΣ ǿƘŀǘΩǎ ǘƘŜ Ƴƻǎǘ ŜŦŦŜŎǘƛǾŜ ǿŀȅ 
to get on with fixing them? 

We bring a fresh, focused and action-oriented perspective to help 
you lay out the essential facts, identify the underlying problems 
and develop practical approaches and plans for addressing them. 

In short: this is a very powerful way to get to the root causes and 
start fixing them, fast. 

Read more ...  

http://www.houghley.co.uk/
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More similarities than differences 

Viewpoint: Are CSFs Unique? 

As we embarked on our global survey, we 
wondered about a fundamental question: 
assuming a clear ranking emerged, could it be 
ŀǇǇƭƛŜŘ ǘƻ ŀƭƭ ƭŀǊƎŜπǎŎŀƭŜ ŎƘŀƴƎŜ ƛƴƛǘƛŀǘƛǾŜǎΚ hǊ 
is each situation unique in ways which mean it 
Ŏŀƴ ƻƴƭȅ ōŜ ŀŘŘǊŜǎǎŜŘ ǘƘǊƻǳƎƘ ŀ ΨōŜǎǇƻƪŜΩ ǎŜǘ 
ƻŦ ǎǇŜŎƛŦƛŎŀƭƭȅπǘǳned CSFs? 

The evidence seems clear: in areas where 
strong differences might have been expected (between industries and between regions, for example) they 
ŘƛŘƴΩǘ ǊŜŀƭƭȅ ŀǇǇŜŀǊ ς at least not to a degree which undermines the essential message that the same CSFs 
contribute much more to success than others in most situations. 

Read more ...  

Navigating successful change 

Viewpoint: Leading the Way 

Why is Leadership so important?  How does it help set up a change 
initiative for success? 

²Ŝ ŀǊƎǳŜ ǘƘŀǘ [ŜŀŘŜǊǎƘƛǇΩǎ ǇǊƛƳŀǊȅ ǊƻƭŜ ƛǎ ǘƻ ΨƴŀǾƛƎŀǘŜΩ ǘƘŜ ƛƴƛǘƛŀǘƛǾŜΦ  

Drawing on the classic Change Circle, Leadership focuses on the space in 
which the commitment and ownership of the entire organisation for the 
big picture is engaƎŜŘΣ ŜƴŀōƭƛƴƎ ƛǘ ǘƻ ΨǇǳƭƭΩ ǘƘŜ ŎƘŀƴƎŜ ƛƴǘƻ Řŀȅ-to-day 
operation successfully. 

Leadership must set the Purpose ς the compelling need for change and 
the clear outcomes which will define success ς ŀƴŘ Ψǿŀƭƪ ǘƘŜ ǘŀƭƪΩ ŦƻǊ ǘƘŜ 
entire organisation to see, throughout the initiative.  Communication obviously plays a vital role ς but 
communication needs the context and content provided by Leadership. 

Read more ...  

 

²Ŝ ƘƻǇŜ ȅƻǳ ŦƛƴŘ Ψ±ŀƭǳŜ 5ŜƭƛǾŜǊȅΩ ƛƴŦƻǊƳŀǘƛǾŜ ŀƴŘ ŜƴƧƻȅŀble.  We would welcome your feedback on the newsletter ς what 
ǿƻǊƪŜŘΣ ǿƘŀǘ ŘƛŘƴΩǘ ŀƴŘ Ƙƻǿ ŎƻǳƭŘ ǿŜ ƛƳǇǊƻǾŜ ς at value.delivery@houghley.co.uk. 

If you would like to discuss any of the items in this issue, or talk about how they could apply in your situation, please contact us at 
enquiries@houghley.co.uk or call us on +44 (0) 845 604 2335.  

 

About Houghley Ltd. 

Weôre a team of highly experienced professionals, each with over 20 years of track record in shaping, 

mobilising and delivering largeπscale change. 

We created Houghley Ltd, and developed our approach, to bridge the gap between strategy & programme 
management. 

Weôre pragmatic, straightforward and flexible. We know that change is complex, and that often there are no 
perfect answers. 

We operate through small, highly experienced teams, working closely alongside your people to help you 
deliver your goals ï we have no other agenda. Our sole objective is to help our clients deliver change 
successfully, focusing specifically on todayôs economic challenges and their particular needs. 

 

Whole

Part

Push Pull

Integrate

Create Motivate

Navigate

mailto:value.delivery@houghley.co.uk
mailto:enquiries@houghley.co.uk
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Factors Critical to Delivering Change Successfully 

Final Survey Findings 

Helping organisations change successfully is at the heart of our business.   

To explore the factors behind effective change, we surveyed a wide range of people with different 
ŜȄǇŜǊƛŜƴŎŜ ƻŦ ŎƘŀƴƎŜ ƛƴƛǘƛŀǘƛǾŜǎΣ ŀǎƪƛƴƎ ǘƘŜƳ ǘƻ Ǌŀƴƪ мл /ǊƛǘƛŎŀƭ {ǳŎŎŜǎǎ CŀŎǘƻǊǎ ό/{Cǎύ άƛƴ ƻǊŘŜǊ ƻŦ ǘƘŜƛǊ 
importance to the overall success ƻŦ ŀ ŎƘŀƴƎŜ ƛƴƛǘƛŀǘƛǾŜέΦ   

²Ŝ ŘŜƭƛōŜǊŀǘŜƭȅ ŀǎƪŜŘ ŦƻǊ ŀ ΨŦƻǊŎŜŘ ǊŀƴƪƛƴƎΩ ƻŦ ǘƘŜ /{Cǎ ǘƻ ƎŜǘ ŀ ǊŜƭŀǘƛǾŜ ǿŜƛƎƘǘƛƴƎΣ ōǳǘ ǿŜ ŀƭǎƻ ƎŀǾŜ 
ǊŜǎǇƻƴŘŜƴǘǎ ŀƴ ƻǇǇƻǊǘǳƴƛǘȅ ǘƻ ƴƻƳƛƴŀǘŜ ŀƴ ŀŘŘƛǘƛƻƴŀƭ /{C ǘƻ ƳŀƪŜ ǎǳǊŜ ǿŜ ƘŀŘƴΩǘ ƳƛǎǎŜŘ ŀƴȅǘƘƛƴƎ ǾƛǘŀƭΦ 

 

Overall, respondents placed significantly more relative importance on Leadership, Purpose and Stakeholders.  
They placed relatively less on Governance, Delivery Process and Performance Management.  Blueprint & 
Roadmap, Business Case & Funding, Resources and Plan were ranked closer to the mean importance. 

Change Management professionals placed even more importance than the average on Leadership, whereas 
Project/Programme Managers placed relatively more importance than the average on Purpose and Blueprint 
& Roadmap. 

Those with experience of larger initiatives (over $10M) tended to place relatively more emphasis on 
Leadership, Stakeholders, Resources and Performance Management and relatively less emphasis on 
Purpose, Business Case & Funding and Plan than those with smaller project experience. 

We surveyed a range of different roles, from Managers to Top Level Executives, but on the whole their 
relative rankings were very similar ς although the more senior people had notably stronger opinions! 

Despite one or two outliers, there is remarkable similarity in CSF ranking between different industries ς 
which we believe is very significant for the application of these results to change initiatives across sectors 
ς see Ψ±ƛŜǿǇƻƛƴǘΥ !ǊŜ /{Cǎ ¦ƴƛǉǳŜΚΩ 

Some interesting cultural aspects are apparent: Americans seem to emphasise factors which drive structure, 
like Blueprint & Roadmap, whilst Europeans prefer factors which enable flexibility, such as Governance. 

Overall, these results point to a powerful way to help organisations understand the overall chances of 
success of a change initiative and, more importantly, focus their efforts on those factors which are most 
likely to increase their chances of delivering successfully.   

²ŜΩǊŜ ōǳƛƭŘƛƴƎ ǘƘŜǎŜ ƛŘŜŀǎ into our Rapid Assessment approach, giving clients a fast, effective way to turn 
insight into action.  See Ψ{ǇƻǘƭƛƎƘǘΥ  wŜŦƛƴƛƴƎ ǘƘŜ wŀǇƛŘ !ǎǎŜǎǎƳŜƴǘΩ to find out more about how this could 
help your organisation.  (Follow link for Full report.) 

http://www.houghley.co.uk/wp-content/uploads/2009/10/final-survey-results-v10.pdf
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Spotlight: Refining the Rapid Assessment 

We developed the Rapid Assessment ŀǎ ŀ ǿŀȅ ƻŦ ƎƛǾƛƴƎ ȅƻǳΣ ǉǳƛŎƪƭȅΣ ŀ ŎƭŜŀǊ ǾƛŜǿ ƻŦ ȅƻǳǊ ƛƴƛǘƛŀǘƛǾŜΩǎ 
strengths and areas for improvement. We described it in a previous Spotlight, and outlined the way it 
assesses how your initiative is doing against the 10 Critical Success Factors for successful change. 

Our survey on the relative importance of the 10 CSFs showed a significant difference between CSFs, with 
ǘƘŜ ǘƻǇ о ŦŀŎǘƻǊǎ ƳŀƪƛƴƎΣ ƛƴ ƻǳǊ ǊŜǎǇƻƴŘŜƴǘǎΩ ŜȄǇŜǊƛŜƴŎŜΣ ŀƭƳƻǎǘ ǘƘǊŜŜ ǘƛƳŜǎ ǘƘŜ ŎƻƴǘǊƛōǳǘƛƻƴ ƻŦ ǘƘŜ ƭƻǿŜǎǘ 
3. This suggested to us that the Rapid Assessment could be refined to leverage these results and help clients 
focus on the factors which will make most difference in their particular situation.  This document 
summarises the refinements we plan to make. 

Where to focus first: Cumulative Deliverability 

The survey provides a clear ranking of which CSFs make most ς and least ς diffeǊŜƴŎŜ ǘƻ ŀƴ ƛƴƛǘƛŀǘƛǾŜΩǎ 
chances of success. 

These can rapidly be translated into a 
picture of the cumulative impact of 
addressing each factor, prioritised by the 
relative importance of each factor ς simply 
put, focussing on the most impactful factors 
first. 

In the graph (right), addressing the factors to 
the left of the x-axis (Leadership, Purpose, 
Stakeholders) makes a large impact on the 
chances of success, increasing them by 
around one-third by the end of Shaping. 
Conversely, addressing the least important 
factors (at the right of the x-axis) increased 
the chances of success by only about one-twentieth by the end of that phase. 

This difference is, of course, only partly a function of the relative importance as highlighted by the survey; it 
also reflects the fact that Leadership, Purpose, Stakeholders are particularly significant in the early Shaping 
stage of an initiative. Thus, the other factors play a relatively larger role in later phases, as shown by the 
Mobilised (M) areas of the graph. 

Whatôs required in your specific situation: Priorities for Success 

The real power of the Rapid Assessment, 
though, comes from its ability to identify 
those areas which would make the greatest 
contribution to success in your specific 
situation. 

We already compare your situation to typical 
ΨǘƘǊŜǎƘƻƭŘǎΩ όƛΦŜΦ ŜȄǇŜŎǘŜŘ ƳƛƴƛƳǳƳ 
standards) for completing each phase.  Now, 
by factoring in the contribution of each factor 
to your overall chances of success, we can 
more accurately quantify the impact of 
addressing each factor in your situation, and 
ǘƘŜǊŜōȅ ƎƛǾŜ ȅƻǳ ŀ ǇǊƛƻǊƛǘƛǎŜŘ ΨǊƻǳǘŜ ƳŀǇΩ ǘƻ 
success. 

http://www.houghley.co.uk/?page_id=391
http://www.houghley.co.uk/?page_id=798
http://www.houghley.co.uk/?page_id=478
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There is a lot of information to consider here, so at first glance the graph above may appear a little daunting. 
However, it is actually both powerful and relatively straightforward: 

ω ¢ƘŜ ǎǘŀǊǘƛƴƎ Ǉƻƛƴǘ ŦƻǊ ŜŀŎƘ ŦŀŎǘƻǊ ƛǎ ǘƘŜ ŎǳǊǊŜƴǘ Ψ!ǎǎŜǎǎŜŘΩ ǾŀƭǳŜΣ ƛƴŘƛŎŀǘŜŘ ōȅ ǘƘŜ ŘƻǘǘŜŘ ƭƛƴŜ 

ω ¢ƘŜ ŦƛǊǎǘ ǳǇƭƛŦǘ ǊŜǉǳƛǊŜŘ ƛǎ ǘƻ ǊŜŀŎƘ ǘƘŜ ΨǘƘǊŜǎƘƻƭŘΩ ŦƻǊ ŎƻƳǇƭŜǘƛƴƎ {ƘŀǇƛƴƎΣ ƛƴŘƛŎŀǘŜŘ ōȅ ǘƘŜ wŜŘ ōŀǊǎ 

ω ¢ƘŜ ǎŜŎƻƴŘ ǳǇƭƛŦǘΣ ǘƻ ǊŜŀŎƘ ǘƘŜ ΨǘƘǊŜǎƘƻƭŘΩ ŦƻǊ ŎƻƳpleting Mobilisation, is shown by the orange bars 

ω And finally, the uplift required to reach the target for completing Mobilisation is shown by the yellow 
bars. 

In this example, the first two factors are the ones where reaching the threshold for Shaping would have the 
greatest impact on the likelihood of success (indicated by the length of the bars), while factors 5-7 and 10 
are already well ahead of the level required for entering Mobilisation. 

Thus, the first Priorities for Success here are Factors 1 and 2 ŀōƻǾŜ ŀƭƭΣ ŦƻƭƭƻǿŜŘ ōȅ оΣ п ŀƴŘ фΦ όLǘΩǎ ǿƻǊǘƘ 
ƴƻǘƛƴƎ ǘƘŀǘ ŀƭǘƘƻǳƎƘ ŦŀŎǘƻǊ у ƛǎƴΩǘ ōŜƭƻǿ ǘƘŜ ǘƘǊŜǎƘƻƭŘ ŦƻǊ ŎƻƳǇƭŜǘƛƴƎ {ƘŀǇƛƴƎΣ ƛǘ ƛǎ ǿŜƭƭ ōŜƭƻǿ ǘƘŜ ǎǘŀƴŘŀǊŘ 
required for Mobilisation, and will need to be a major focus in that phase). 

Adjusting the Model for your specific situation: User Tuning 

The results of the survey were remarkably consistent across different industries, national cultures, initiative 
size and other factors ς see our Viewpoint for more detail. Frankly, this surprised us a little - we had 
expected to find more differences. 

Lǘ ǎŜŜƳǎ ŎƭŜŀǊΣ ǘƘŜƴΣ ǘƘŀǘ ǘƘŜ ǎǳǊǾŜȅΩǎ ǊŜǎǳƭǘǎ ǎƘƻǳƭŘ ǘƘŜǊŜŦƻǊŜ ōŜ ŀǇǇƭƛŎŀōƭŜ ǘƻ ŀ ǿƛŘŜ ǊŀƴƎŜ ƻŦ ǎƛǘǳŀǘƛƻƴǎΦ 

However, we recognise that some client environments will have genuinely unique features, and that these 
should be recognised in the Rapid Assessment. 

¢ƻ ŀŎŎƻƳƳƻŘŀǘŜ ǘƘƛǎΣ ǿŜ ƘŀǾŜ ōǳƛƭǘ ƛƴ ŀ Ψ¦ǎŜǊ ¢ǳƴƛƴƎΩ 
capability, where the client can adjust any factors which they 
believe are significantly more or less important in their 
environment than in a typical one as represented in our 
survey. 

ω CƻǊ ŦŀŎǘƻǊǎ ǿƘƛŎƘ ŀǊŜ ΨǎƻƳŜǿƘŀǘΩ ƳƻǊŜ ƻǊ ƭŜǎǎ 
important, that factor will be adjusted by 20% up or 
down from the normal model 

ω CƻǊ ǘƘƻǎŜ ǿƘƛŎƘ ŀǊŜ ΨƳǳŎƘΩ ƳƻǊŜ ƻǊ ƭŜǎǎ ƛƳǇƻǊǘŀƴǘΣ 
that factor will be adjusted by 50% up or down from 
the standard value. 

This should help make the model responsive to a wider range of environments, but we always urge clients to 
recognise the remarkable consistency of the survey results and only use these adjusting factors where there 
is a clear and strong reason. 

The Rapid Assessment has already proved to be a valuable way of helping our clients clarify their 
challenges and identify what needs to be done.  With these refinements it should be even more effective in 
ƘŜƭǇƛƴƎ ǘƻ ŦƻŎǳǎ ƻƴ ǘƘƻǎŜ ŦŀŎǘƻǊǎ ǿƘƛŎƘ ǿƛƭƭ ƳŀƪŜ ǘƘŜ ƎǊŜŀǘŜǎǘ ŘƛŦŦŜǊŜƴŎŜ ǘƻ ȅƻǳǊ ƛƴƛǘƛŀǘƛǾŜΩǎ ŎƘŀƴŎŜǎ ƻŦ 
success. 
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Spotlight: Diagnose ï Get to the problem, fast 

When you ask a consultancy to help, naturally you want them to get on quickly with fixing the problems that 
made you pick up the phone. 

.ǳǘ ŜǉǳŀƭƭȅΣ ȅƻǳ ƴŜŜŘ ǘƻ ƳŀƪŜ ǎǳǊŜ ǘƘŜȅ ǊŜŀƭƭȅ ǳƴŘŜǊǎǘŀƴŘ ǿƘŀǘ ǇǊƻōƭŜƳǎ ǘƘŜȅΩǊŜ ǘǊȅƛƴƎ ǘƻ ŦƛȄ - and that 
ǘƘŜȅΩǊŜ ǎƻƭǾƛƴƎ ǘƘŜ ǊŜŀƭ ǇǊƻōƭŜƳǎΣ ƴƻǘ Ƨǳǎǘ ǘǊŜŀǘƛƴƎ ǘƘŜ ǎȅƳǇǘƻƳǎΦ ¸ƻǳ ŀƭǎƻ ƴŜŜŘ ǘƻ ōŜ ŎƻƴŦƛŘŜƴǘ ǘƘŀǘ ȅƻǳ ŀƭl 
ŀƎǊŜŜ ƻƴ ǘƘŜ ǇǊƻōƭŜƳǎ ŀƴŘ Ƙƻǿ ǘƻ ǎƻƭǾŜ ǘƘŜƳΣ ŀƴŘ ǘƘŀǘ ȅƻǳΩǊŜ ǇǳƭƭƛƴƎ ƛƴ ǘƘŜ ǎŀƳŜ ŘƛǊŜŎǘƛƻƴΦ 

¢ƘŜ Ƴƻǎǘ ŜŦŦŜŎǘƛǾŜ ǿŀȅ ǘƻ ǿƻǊƪ ǿƛǘƘ ȅƻǳ ǘƻ ƎŜǘ ŀ ŎƭŜŀǊ ǾƛŜǿ ƻŦ ȅƻǳǊ ƛƴƛǘƛŀǘƛǾŜΩǎ ƻǾŜǊŀƭƭ ǎǘǊŜƴƎǘƘǎ ŀƴŘ ŀǊŜŀǎ 
for improvement may be the Rapid AssessmentΦ ¢Ƙƛǎ ǿƻǊƪǎ ǾŜǊȅ ǿŜƭƭ ǿƘŜƴ ȅƻǳΩǊŜ ƭƻƻƪƛƴƎ ŦƻǊ ŀƴ ƻǾŜǊŀƭƭ 
ǇŜǊǎǇŜŎǘƛǾŜΣ ŀƴŘ ƴŜŜŘ ǘƻ ŜƴǎǳǊŜ ǘƘŀǘ ǘƘŜ ΨōƛƎ ǇƛŎǘǳǊŜΩ ƛǎ ǎƻƭƛŘΦ 

However, in many cases you already know that there are specific problems and need a fast start on solving 
ǘƘŜƳΦ ²ƘŜƴ ǘƘŀǘΩǎ ǘƘŜ ŎŀǎŜΣ ǿƘŀǘΩǎ ǘƘŜ Ƴƻǎǘ ŜŦŦŜŎǘƛǾŜ ǿŀȅ ǘƻ ƎŜǘ ƻƴ ǿƛǘƘ ŦƛȄƛƴƎ ǘƘŜƳΚ 

Whatôs really the problem? 

!ƭƳƻǎǘ ŎŜǊǘŀƛƴƭȅΣ ƛǘΩǎ ŎƭŜŀǊ ǘƘŀǘ ǎƻƳŜǘƘƛƴƎ ƛǎƴΩǘ ǿƻǊƪƛƴƎΦ 5ŜŀŘƭƛƴŜǎ ŀǊŜ ǊŜƎǳƭŀǊƭȅ ƳƛǎǎŜŘΤ ǘƘŜǊŜ ƛǎ Ŏƻƴǎǘŀƴǘ 
noise about poor quality; costs are over-running; revenues are falling short. 

¢ƘƻǎŜ ŀǊŜ ǎŜǊƛƻǳǎΣ ōǳǘ ǘƘŜȅ ƻŦǘŜƴ ŀǊŜƴΩǘ ǘƘŜ ǳƴŘŜǊƭȅƛƴƎ ǇǊƻōƭŜƳǎ ς typically they are the visible results of 
ƻǘƘŜǊ ǇǊƻōƭŜƳǎΦ CƻǊ ŜȄŀƳǇƭŜΣ ƛǘΩǎ ǾŜǊȅ ƘŀǊŘ ǘƻ άŦƛȄέ ǇƻƻǊ ǉǳŀƭƛǘȅΣ ŜΦƎΦ ōȅ ƳƻǊŜ ǘŜǎǘing; you need to know why 
it is poor in the first place, and deal with those root causes. 

¸ƻǳ ǇǊƻōŀōƭȅ ŘƻƴΩǘ ƘŀǾŜ ǘƘŜ ǘƛƳŜ ǘƻ ŘƛƎ ƛƴǘƻ ƛǘ ŀƭƭ ȅƻǳǊǎŜƭŦΣ ŀƴŘ ŀƴȅǿŀȅ ƛǘ ƛǎƴΩǘ ǿƘŜǊŜ ȅƻǳ ǎƘƻǳƭŘ ōŜ ǎǇŜƴŘƛƴƎ 
your time. Your colleagues are also busy, and may be too close to the situation to see it clearly. But you need 
to act, and fast. 

So what do you do? 

Our óDiagnoseô approach: get to the essentials fast, then act 

We work collaboratively with you to develop, quickly, a thorough, clear and agreed understanding of the 
current situation and challenges, and a solid basis for moving forward. Typically this takes around 2-4 weeks, 
but it may need as little as 1 week. 

Of course, you will recognise a lot of the findings but an objective, fresh pair of eyes is often very valuable in 
ŘŜǾŜƭƻǇƛƴƎ ŀ ŎƭŜŀǊ ΩǎƛƴƎƭŜ ǎŜǘ ƻŦ ŦŀŎǘǎΩ ŀƴŘ ŀ ǿŀȅ ŦƻǊǿŀǊŘ ŀǊƻǳƴŘ ǿƘƛŎƘ ŜǾŜǊȅƻƴŜ Ŏŀƴ ǳƴƛǘŜΦ 

What do we typically do? 

A focussed, action-oriented exercise, 
starting with known key issues: 

ω Assess the situation, working closely 
with your key people 

ω Lay out and agree the essential facts 

ω Identify the key underlying 
problems - ǘƘŜ Ψ!Ŏǘƛƻƴ !ǊŜŀǎΩ 

ω Develop a practical, clear approach 
to addressing each of these 

ω Bring back to you, quickly, a plan of 
action for approval. 

http://www.houghley.co.uk/?page_id=391
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An example: Surprises, clarity and a way forward, inside a week 

!ƭƻƴƎǎƛŘŜ ŀ ǎǇŜŎƛŀƭƛǎǘ ŎƻƴǎǳƭǘŀƴŎȅΣ ǿŜ ǿŜǊŜ ŀǎƪŜŘ ǘƻ ƭƻƻƪ ŀǘ ŀ ƭŀǊƎŜ L¢ ǇǊƻƎǊŀƳƳŜ ǿƘƛŎƘ ǿŀǎ ǎŜŜƴ ŀǎ ΨŦŀƛƭƛƴƎΩ 
ς significantly over budget, behind schedule, constantly missing deliveries, and with a very unhappy end 
customer. SǳǊŜƭȅΣ ǿŜ ǿŜǊŜ ǘƻƭŘΣ ǘƘŜ ǇǊƻƎǊŀƳƳŜ ǎƛƳǇƭȅ ǿŀǎƴΩǘ ƎŜǘǘƛƴƎ ǘƘŜ Ƨƻō ŘƻƴŜΦ 

Working closely with Programme and Business leadership, we quickly dug into the situation and it became 
clear that the underlying problems were much more specific: 

 - Constant scope chaƴƎŜǎ ŦǊƻƳ ǘƘŜ ŎǳǎǘƻƳŜǊ ƳŜŀƴǘ ǘƘŀǘ ǘƘŜǊŜ ǿŀǎ ƴƻ ΨǎƛƴƎƭŜ ǾƛŜǿ ƻŦ ǘƘŜ ǘǊǳǘƘΩ ƻƴ 
scope, plans or budget 

 - Customer-supplier governance was not working effectively, meaning that confusion and argument 
were obscuring good progress on day-to-day delivery 

 - Finally, too much time was being spent on managing customer relations, distracting from tight control 
of internal delivery. 

These were not the expected answers but, because they were developed collaboratively and backed up by 
solid analysis, they were quickly accepted by senior management. 

We developed specific action plans to address the issues, and proposed a 6-week delivery plan (client-led, 
supported by us) to put the changes in place. This was agreed and implemented, significantly improving 
delivery effectƛǾŜƴŜǎǎ ŀƴŘΣ ǇŜǊƘŀǇǎ ƳƻǊŜ ƛƳǇƻǊǘŀƴǘƭȅΣ ǘǊŀƴǎŦƻǊƳƛƴƎ ǘƘŜ ǇǊƻƎǊŀƳƳŜΩǎ ǊŜǇǳǘŀǘƛƻƴ ŦǊƻƳ 
ΨŦŀƛƭƛƴƎΩ ǘƻ ΨŀŎƘƛŜǾƛƴƎ ŀ ƘǳƎŜ ŀƳƻǳƴǘΩΦ 

!ƴŘ ŦƛƴŀƭƭȅΧΦ ǘƘŜ ƛƴƛǘƛŀƭ ǊŜǾƛŜǿΣ ŦǊƻƳ ǎǘŀǊǘƛƴƎ ǘƻ ŀƎǊŜŜŘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ǇƭŀƴΣ ǘƻƻƪ ƭŜǎǎ ǘƘŀƴ ŀ ǿŜŜƪΦ 

 

How do we approach it? 

ω We use straightforward methods, usually based on discussions with your key people backed up by 
reviewing key documentation and drawing on our extensive experience 

ω We only go into enough detail to move forward ς the key is to start addressing the issues quickly 

ω We aim to be very clear about the underlying problems ς ƛǘΩǎ ŜǎǎŜƴǘƛŀƭ ǘƻ ǘǊŜŀǘ ǘƘŜ ǇǊƻōƭŜƳΣ ƴƻǘ ǘƘŜ 
symptoms 

ω We work collaboratively and build on what you already know ς ǿŜ ǿƻǊƪ ǘƻƎŜǘƘŜǊΣ ƴƻǘ ŀǎ ΨŜȄǘŜǊƴŀƭ 
ŀǳŘƛǘΩ 

ω This is action-minded, and about looking to the future, not how the problems arose in the past 

ω CƛƴŀƭƭȅΣ ǿŜ ƴŜǾŜǊ ŀǎǎǳƳŜ ǘƘŀǘ ǿŜΩƭƭ ōŜ ǇŀǊǘ ƻŦ ŀƴȅ ƴŜȄǘ ǎǘŜǇǎ ς although we often are, it depends on 
what the next steps are and whether you want us to be involved. 

How much effort does it typically involve? 

ω c.1-2 people over 2-4 weeks, but can be as little as 1 week. 

²Ŝ ŘƻƴΩǘ ŎƭŀƛƳ ŦƻǊ ŀ ƳƻƳŜƴǘ ǘƘŀǘ ǿŜΩǊŜ ǘƘŜ ƻƴƭȅ ǇŜƻǇƭŜ ƻŦŦŜǊƛƴƎ ǎƻƳŜǘƘƛƴƎ ƭƛƪŜ ƻǳǊ Diagnose approach.  
We do believe, though, that our way of doing it is a powerful combination of speed, clarity, collaboration 
and a focus on action. 

In short: when you know you have problems, this is a very powerful way to get to the root causes and start 
fixing them, fast. 

http://www.houghley.co.uk/?page_id=36
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Viewpoint: Are Critical Success Factors unique? 

Our global survey into the Factors Critical to Successful Change set out with a simple aim. We wanted to see 
ǿƘŜǘƘŜǊ ǘƘŜǊŜ ƛǎ ŀ ŎƻƳƳƻƴ ΨǊŀƴƪƛƴƎΩ ƻŦ ŜŀŎƘ ŦŀŎǘƻǊΩǎ ŎƻƴǘǊƛōǳǘƛƻƴ ǘƻ ŀƴ ƛƴƛǘƛŀǘƛǾŜΩǎ ǎǳŎŎŜǎs, in order to help 
executives focus on those factors which most improve their chances of succeeding. 

From the start, though, we wondered about a fundamental question: assuming a clear ranking emerged 
from the survey, could it be applied to all large-scale change initiatives? Or is each situation unique in ways 
ǿƘƛŎƘ ƳŜŀƴ ƛǘ Ŏŀƴ ƻƴƭȅ ōŜ ŀŘŘǊŜǎǎŜŘ ǘƘǊƻǳƎƘ ŀ ΨōŜǎǇƻƪŜΩ ǎŜǘ ƻŦ ǎǇŜŎƛŦƛŎŀƭƭȅ-tuned CSFs? 

We certainly found professionals who took the second view. As one senior executive put it: 

άL ǘƘƛƴƪ ǘƘŜ ŦŀŎǘƻǊǎ vary according the business in question - its history, the people, the nature of the 
ŎƘŀƴƎŜΦ ¢ƘŜ ŎƻƴǘŜȄǘ ŦƻǊ ŎƘŀƴƎŜ ƛǎ ǾŜǊȅ ƛƳǇƻǊǘŀƴǘΧΦ ²ŜϥǾŜ ƭƻƻƪŜŘ ŀǘ ǘƘƛǎ ōŜŦƻǊŜ ŀƴŘ ƘŀǾŜ ŦƻǳƴŘ ƴƻ 
common ground - and it gets even more confused when you take national culǘǳǊŜǎ ƛƴǘƻ ŀŎŎƻǳƴǘΦέ 

So now we have the survey results, do they support a common set of CSFs applied to all initiatives? 

Aspects which drive uniqueness 

Several aspects of change initiatives have been put forward, in our survey responses and elsewhere, as 
reasons why each situation is unique. The key ones seem to be: 

ω Industries are very different ς ŀǇǇǊƻŀŎƘŜǎ ǿƘƛŎƘ ǿƻǊƪ ƛƴ ƻƴŜ ƻŦǘŜƴ ǿƻƴΩǘ ƛƴ ŀƴƻǘƘŜǊ 

ω National cultures vary ς an approach which fits one culture will clash with another 

ω Initiative size matters ς approaches to small-ƳŜŘƛǳƳ ƛƴƛǘƛŀǘƛǾŜǎ ŀǊŜƴΩǘ ŦƭŜȄƛōƭŜ ŜƴƻǳƎƘ ŦƻǊ ƭŀǊƎŜ ƻƴŜǎ 

ω Professional perspectives differ ς ǘƘŜǊŜ ƛǎ ƴƻ ǎƛƴƎƭŜ ǾƛŜǿ ŀŎǊƻǎǎ ŘƛǎŎƛǇƭƛƴŜǎ ŀōƻǳǘ ǿƘŀǘΩǎ ƛƳǇƻǊǘŀƴǘ 

ω Context and type of change are key ς these must shape the way change is implemented. 

²ŜΩƭƭ ŦƛǊǎǘ ǘŀƪŜ ŀ ƭƻƻƪ ŀǘ ǿƘŀǘ ǘƘŜ ǎǳǊǾŜȅ ǊŜǎǇƻƴǎŜǎ ǎǳƎƎŜǎǘ ŀōƻǳǘ ŜŀŎƘ ƛƴ ǘǳǊƴΣ ǘƘŜƴ ǿŜΩƭƭ ŀǘǘŜƳǇǘ ŀƴ ƻǾerall 
conclusion about whether the survey supports an approach which applies to all large-scale change. 

Differences between industries 

At one level, this is self-evident. The technology, people and processes in a media organisation, for example, 
ŎƭŜŀǊƭȅ ŀǊŜƴΩǘ ǘƘŜ ǎŀƳŜ ŀǎ ǘƘƻǎŜ ƛƴ ŀ ŎŀǊ ƳŀƴǳŦŀŎǘǳǊŜǊΣ ŀƴ ƻƛƭ ŎƻƳǇŀƴȅ ƻǊ ŀ ōŀƴƪΦ 9ƴŘ ƻŦ ŘƛǎŎǳǎǎƛƻƴΚ 

²ŜƭƭΣ ǇŜǊƘŀǇǎ ƴƻǘΦ ²ŜΩǊŜ ƴƻǘ ŎƻƳǇŀǊƛƴƎ ǘŜŎƘƴƻƭƻƎȅΣ ǇŜople and processeǎΤ ǿŜΩǊŜ ƭƻƻƪƛƴƎ ŀǘ ǿƘŜǘƘŜǊ ǘƘŜ 
same Critical Success Factors emerge as the most, and least, important in delivering successful change. 

The results are striking: 
overall, there is strong 
agreement between 
industries. 

This is perhaps not as 
surprising as it appears 
at first sight. While the 
specific content of 
change will vary widely, 
the stages of change, 
many of the barriers to 
change and most of the activities required to deliver and enable change ŀǊŜƴΩǘ ǎƻ ŘƛŦŦŜǊŜƴǘ ŀŎǊƻǎǎ industries. 

So what? This seems to be clear: the success factors are remarkably consistent across industries. 
Commonality 1, Uniqueness 0. 
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National cultures 

!ƭǘƘƻǳƎƘ ƻǳǊ ǎǳǊǾŜȅ ŘƛŘƴΩǘ ǊŜŎƻǊŘ ǊŜǎǇƻƴŘŜƴǘǎΩ ƛƴŘƛǾƛŘǳŀƭ ŎƻǳƴǘǊƛŜǎΣ ƛǘ ŘƛŘ ŀǎƪ ŦƻǊ ǘƘŜƛǊ ŎƻƴǘƛƴŜƴǘǎΣ ŀƴŘ 
enables us to draw useful conclusions, particularly between Europeans and Americans, the largest groups. 

There were certainly some 
variations in individual CSFs, 
but the overall ranking is 
not very different, and the 
ƛƳǇƻǊǘŀƴŎŜ ƻŦ ǘƘŜ ΨǘƻǇ 
ǘƘǊŜŜΩ ό[ŜŀŘŜǊǎƘƛǇΣ turpose 
and Stakeholders) is similar. 

This is not to suggest that 
the techniques to address a 
CSF ς for example, to exert 
Leadership - may not vary significantly between cultures. Nor is it to deny that there may be differences 
between the regions which were less well represented, and indeed between individual countries (which are 
not recorded by the survey). 

So what? 5ŜǎǇƛǘŜ ǎƻƳŜ ŘƛŦŦŜǊŜƴŎŜǎ ƛƴ ǘƘŜ ŘŜǘŀƛƭΣ ǘƘŜ ǎǳǊǾŜȅ Řŀǘŀ ǎǳƎƎŜǎǘǎ ǘƘŀǘ ŀƴ ƻǾŜǊŀƭƭ ΨƎƭƻōŀƭ ǊŀƴƪƛƴƎΩ ƛǎ 
still applicable to the main regional cultures. Commonality 2, Uniqueness 0. 

Size of initiative 

This has been covered in the survey results in detail, and is only reviewed briefly here. 

Respondents from larger 
initiatives ($10m+) gave 
more weight to factors 
which keep a large initiative 
on track, while those from 
smaller ones emphasised 
ǘƘŜ ŦŀŎǘƻǊǎ ǿƘƛŎƘ ƪŜŜǇ Ψƻƴ 
ōǳŘƎŜǘ ŀƴŘ ƻƴ ǇƭŀƴΩΦ 

However, the overall 
ranking is again not 
dramatically different 
between the two groups ςa 
few factors differ by a place or two. 

So what? Again, the survey data suggŜǎǘǎ ǘƘŀǘ ŀƴ ƻǾŜǊŀƭƭ ΨƎƭƻōŀƭ ǊŀƴƪƛƴƎΩ ƛǎ ǾŀƭƛŘ ŀŎǊƻǎǎ ŀƭƭ ƛƴƛǘƛŀǘƛǾŜ ǎƛȊŜǎΦ 
Commonality 3, Uniqueness 0. 

Professional perspectives 

Again this is covered in the 
survey, which shows 
differences in perspective ς 
particularly between 
Programme/Project 
Managers and Change 
Management professionals. 

So, an argument for 
uniqueness? 

Well, that would imply that 
ƻƴŜ ƻǊ ƻǘƘŜǊ ǇŜǊǎǇŜŎǘƛǾŜ ƛǎ ΨǊƛƎƘǘΩ ŀƴŘ ǘƘŜ ƻǘƘŜǊ ƛǎ ΨǿǊƻƴƎΩ ƛƴ ŀ ǇŀǊǘƛŎǳƭŀǊ situation. We argue that generally 
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each perspective is legitimate ς i.e. both arŜ ΨǊƛƎƘǘΩ ς and that successful delivery is best achieved by 
reflecting both in the overall direction of the initiative. On that basis, the combined ranking, reflecting both 
views, is justified ς although one can debate the correct relative weights of the two perspectives, and also 
others which were less heavily represented in our survey. 

So what? If the argument is accepted that different professional perspectives are equally valid and should be 
represented in the overall ranking, then a common ranking is justified. Commonality 4, Uniqueness 0. 

Context and type of change 

The survey data does not specifically address this, so we must rely on our experience and judgement ς and 
ƻǘƘŜǊ ǇŜƻǇƭŜΩǎ Ƴŀȅ ǿŜƭƭ ōŜ ŘƛŦŦŜǊŜƴǘΦ 

Our experience certainly suggests that the context of change is important. To take a simple example, an 
organisation with a history of successful change is likely to be much more open to, and proficient at, change 
than one with a history of failure, which may be uncertain and resistant. And an organisation changing from 
a position of success and strength will approach change differently from one which is struggling and trying to 
change in a last-ditch effort to survive ς ŀƭǘƘƻǳƎƘ ƛǘΩǎ ŘŜōŀǘŀōƭŜ ǿƘƛŎƘ ƛǎ ƳƻǊŜ ƳƻǘƛǾŀǘŜŘ ǘƻ ǎǳŎŎŜŜŘΦ 

However, does that mean we should necessarily conclude that the factors critical to success are different? 

We offer an alternative hypothesis: that the relative importance of the factors is in fact typically similar; it is 
the degree and type of effort needed to put them in place which generally varies. 

¢ƻ ƛƭƭǳǎǘǊŀǘŜΧ ŀƴ ƻǊƎŀƴƛǎŀǘƛƻƴ ǿƘƛŎƘ Ƙŀǎ ŦŀƛƭŜŘ ōŜŦƻǊŜ ƛǎ ƭƛƪŜƭȅ ǘƻ ƴŜŜŘ ǎǘǊƻƴƎŜǊ ƭŜŀŘŜǊǎƘƛǇΣ ŀ ŎƭŜŀǊŜǊ 
blueprint and a more detailed plan (to pick out just 3 CSFs) than one which has generally succeeded at 
change in the past anŘ ƪƴƻǿǎ Ƙƻǿ ǘƻ Řƻ ƛǘΦ .ǳǘ ǘƘŀǘ ŘƻŜǎƴΩǘ ƳŜŀƴ [ŜŀŘŜǊǎƘƛǇ ƛǎ ŀƴȅ ƳƻǊŜ ƻǊ ƭŜǎǎ ƛƳǇƻǊǘŀƴǘ 
than Blueprint or Plan in the two situations; merely that the standard required in each case is different. 

Clearly the type of change also affects the situation. A detailed process-refinement initiative designed to 
improve operational efficiency and reduce error is going to be different from a culture-change one designed 
to promote empowerment and (controlled) risk-taking. 

But this argument begins to sound a little like the one in the industries section above: the specific type of 
change will vary widely, but the stages, barriers and activities may not be so different. In that case, are the 
critical success factors necessarily different? 

²ŜΩŘ ŀǊƎǳŜ ǘƘŀǘ ǘƘŜ ŀƴǎǿŜǊ ƛǎ bƻΦ 

So what? hŦ ŀƭƭ ǘƘŜ ŀǎǇŜŎǘǎΣ ǘƘƛǎ ƛǎ ǘƘŜ ƻƴŜ ǿƘŜǊŜ ǘƘŜ ŎŀǎŜ ŦƻǊ ǳƴƛǉǳŜƴŜǎǎ ƛǎ ǇǊƻōŀōƭȅ ǎǘǊƻƴƎŜǎǘΣ ŀƴŘ ǿŜ ŎŀƴΩǘ 
deny that an element of environment-ǎǇŜŎƛŦƛŎ ΨŎƻƴǘŜȄǘ ŀƴŘ ŎƻƴǘŜƴǘΩ Ƴŀȅ ōŜ ŀǇǇƭƛŎŀōƭŜ ƛƴ Ƴŀƴȅ ŎŀǎŜǎΦ 
Commonality 4½, Uniqueness ½. 

Conclusion 

The overall score suggests a clear conclusion, and that seems to be justified by the evidence: 

ω In areas where strong differences might be expected (between industries, and between regional 
ŎǳƭǘǳǊŜǎΣ ŦƻǊ ŜȄŀƳǇƭŜύ ǘƘŜȅ ŘƛŘƴΩǘ ǊŜŀƭƭȅ ŀǇǇŜŀǊ ς and certainly not to a degree which undermines 
the essential message that some CSFs contribute much more to success than others 

ω [ƻƻƪŜŘ ŀǘ ƘƻƭƛǎǘƛŎŀƭƭȅΣ ǊŀǘƘŜǊ ǘƘŀƴ ŦǊƻƳ ƻƴŜ ǇŀǊǘƛŎǳƭŀǊ ŘƛǎŎƛǇƭƛƴŜΣ ǇǊƻŦŜǎǎƛƻƴŀƭ ǇŜǊǎǇŜŎǘƛǾŜǎ ŘƻƴΩǘ 
make a compelling argument against a common ranking 

ω ²ƘƛƭŜ ŘƛŦŦŜǊŜƴǘ ƛƴƛǘƛŀǘƛǾŜ ǎƛȊŜǎ ǇǊƻŘǳŎŜ ǎƻƳŜ ŘƛŦŦŜǊŜƴŎŜǎ ƻŦ ŜƳǇƘŀǎƛǎΣ ǘƘŜȅ ŘƻƴΩǘ ƎŜƴŜǊŀǘŜ 
sufficiently different results to undermine the principle of a common ranking 

ω /ƻƴǘŜȄǘ ŀƴŘ ǘȅǇŜ ƻŦ ŎƘŀƴƎŜ ŎŜǊǘŀƛƴƭȅ ŀŦŦŜŎǘ ǘƘŜ ŀǇǇǊƻŀŎƘΣ ōǳǘ ƛǘ ƛǎƴΩǘ ŎƭŜŀǊ ǘƘŀǘ ǘƘŜȅ fundamentally 
alter the relative importance of the underlying success factors ς in fact, the opposite can be argued. 
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If we were proposing a precise, mathematically rigorous calculation then the detail differences in these 
aspects would certainly raise queǎǘƛƻƴǎΦ .ǳǘ ǿŜΩǊŜ ƴƻǘΤ ǿŜΩǊŜ ǎǳƎƎŜǎǘƛƴƎ ǘƘŀǘ ǘƘŜ ƻǾŜǊŀƭƭ ǊŀƴƪƛƴƎ ǇǊƻǾƛŘŜǎ 
executives with a way to focus first on those areas which have most impact on the chances of success. 

On that basis, we believe the survey supports a common ranking of CSFs by their ƛƳǇŀŎǘ ƻƴ ŀƴ ƛƴƛǘƛŀǘƛǾŜΩǎ 
chances of success. 

We recognise some people will disagree, and that there will be valid reasons in particular cases to adjust the 
standard ranking. Our revised Rapid Assessment will provide that ability but before using it we will always 
challenge our clients to think through against the tests above: are we really so very different? 
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Viewpoint: Leading the Way 

Our survey very clearly ǊŀƴƪŜŘ Ψ[ŜŀŘŜǊǎƘƛǇΩ ŀǎ ǘƘŜ ǘƻǇ /ǊƛǘƛŎŀƭ {ǳŎŎŜǎǎ CŀŎǘƻǊ ŦƻǊ ǎǳŎŎŜǎǎŦǳƭ ŎƘŀƴƎŜΦ  {ƻΣ ǿƘȅ 

is it so important?  How does Leadership help set up a change initiative for success? 

²Ŝ ŀǊƎǳŜ ǘƘŀǘ [ŜŀŘŜǊǎƘƛǇΩǎ ǇǊƛƳŀǊȅ ǊƻƭŜ ƛǎ ǘƻ ΨƴŀǾƛƎŀǘŜΩ ǘƘŜ ƛƴƛǘƛŀǘƛǾŜΦ  5ǊŀǿƛƴƎ ƻn the classic Change Circle, 

it focuses on the space in which the commitment and ownership of the entire organisation for the big 

ǇƛŎǘǳǊŜ ƛǎ ŜƴƎŀƎŜŘΣ ŜƴŀōƭƛƴƎ ƛǘ ǘƻ ΨǇǳƭƭΩ ǘƘŜ ŎƘŀƴƎŜ ƛƴǘƻ Řŀȅ-to-day operation successfully. 

Leadership must set the Purpose ς the compelling need for change and the clear outcomes which will define 

success ς ŀƴŘ Ψǿŀƭƪ ǘƘŜ ǘŀƭƪΩ ŦƻǊ ǘƘŜ ŜƴǘƛǊŜ ƻǊƎŀƴƛǎŀǘƛƻƴ ǘƻ ǎŜŜΣ ǘƘǊƻǳƎƘƻǳǘ ǘƘŜ ƛƴƛǘƛŀǘƛǾŜΦ  /ƻƳƳǳƴƛŎŀǘƛƻƴ 

obviously plays a vital role ς but communication needs the context and content provided by Leadership. 

.ŜŦƻǊŜ ǿŜ Ǝƻ ƻƴ ǘƻ ŜȄǇƭƻǊŜ ǘƘŜǎŜ ƛŘŜŀǎ ƛƴ ƳƻǊŜ ŘŜǘŀƛƭΣ ƛǘΩǎ ǿƻǊǘƘ ǘƘƛƴƪƛƴƎ ŀōƻǳǘ ǿƘƻ ŀƴŘ ǿƘŀǘ ǿŜ ƳŜŀƴ ōȅ 

Ψ[ŜŀŘŜǊǎƘƛǇΩΦ 

²Ƙƻ ƛǎ Ψ[ŜŀŘŜǊǎƘƛǇΩΚ 

[ŜŀŘŜǊǎƘƛǇ ƛǎ ǘƘŜ ŎƻƭƭŜŎǘƛƻƴ ƻŦ ǇŜƻǇƭŜ ǿƘƻ ŀǊŜ ŀŎŎƻǳƴǘŀōƭŜ ōƻǘƘ ŦƻǊ ǘƘŜ ƻǊƎŀƴƛǎŀǘƛƻƴΩǎ ƻngoing success and 

for the success of any change initiative.  They comprise: 

¶ ¢ƘŜ 9ȄŜŎǳǘƛǾŜ ¢ŜŀƳΥ ǘȅǇƛŎŀƭƭȅ ǘƘƻǎŜ Ψ/Ω ƭŜǾŜƭ ŜȄŜŎǳǘƛǾŜǎ ǿƘƻ ŀǊŜ ǊŜǎǇƻƴǎƛōƭŜ ŦƻǊ ƻǇŜǊŀǘƛƴƎ ŀƴŘ 

improving the business on behalf of its stakeholders, such as shareholders and customers; 

¶ The Sponsor of the initiative: the individual, often a member of the Executive Team, who is 

accountable to the Executive Team for achieving the change at hand;  and 

¶ The Director of the initiative: the individual charged by the Sponsor with directing the initiative day-

to-day towards successful delivery. 

{ƻ Ƙƻǿ Řƻ ǘƘŜǎŜ ǇŜƻǇƭŜ ΨƴŀǾƛƎŀǘŜΩ ŀƴ ƛƴƛǘƛŀǘƛǾŜ ǘƻǿŀǊŘǎ ǎǳŎŎŜǎǎΚ  ²ŜΩǾŜ ŦƻǳƴŘ ǘƘŜ /ƘŀƴƎŜ /ƛǊŎƭŜ ǘƻ ōŜ ŀ 

useful tool for thinking about this question. 

The Change Circle 

The Change Circle has been around for some time, but we find 

ǊŜƭŀǘƛǾŜƭȅ ŦŜǿ ƭŜŀŘŜǊǎ ǿƘƻ ƘŀǾŜ ŎƻƳŜ ŀŎǊƻǎǎ ƛǘΣ ǎƻ ƛǘΩǎ ǿƻǊǘƘ ŀ 

ǊŜŎŀǇΦ  LǘΩǎ ŀ ǎƛƳǇƭŜ ƳƻŘŜƭ ŀƴŘ ƭƛƪŜ ŀƭƭ ƳƻŘŜƭǎΣ ƛǘǎ ǾŀƭǳŜ ƛǎ ŀǎ ŀƴ ŀƛŘ 

to thinking ς generating ideas which help in specific situations. 

The Change Circle is formed of 4 quadrants relating to the 

ƛƴǘŜǊǎŜŎǘƛƻƴ ƻŦ ǘǿƻ ŘƛƳŜƴǎƛƻƴǎΥ ǘƘŜ ΨtŀǊǘ ς ²ƘƻƭŜΩ ŘƛƳŜƴǎƛƻƴ ŀƴŘ 

ǘƘŜ ΨtǳǎƘ ς tǳƭƭΩ ŘƛƳŜƴǎƛƻƴΦ 

¢ƘŜ ΨtŀǊǘ ς ²ƘƻƭŜΩ ŘƛƳŜƴǎƛƻƴ ƛǎ ŀōƻǳǘ ǿƘŜǘƘŜǊ ŀ ǇŀǊǘƛŎǳƭŀǊ ŀŎǘƛǾƛǘȅ 

relates to the big picture ς the Whole ς or whether it is about some 

specific detail ς Part ς within the big picture.  An analogy here is 

the distinction between the contributions Architects and Heating 

9ƴƎƛƴŜŜǊǎ ƳŀƪŜ ǘƻ ŀ ōǳƛƭŘƛƴƎΦ  ¢ƘŜ !ǊŎƘƛǘŜŎǘΩǎ Ƨƻō ƛǎ ǘƻ ŜƴǾƛǎƛƻƴ ǘƘŜ ǿƘƻƭŜ ōǳƛƭŘƛƴƎ ŀƴŘ ǎŜǘ ǘƘŜ ŦǊŀƳŜǿƻǊƪ 

within which all other design and construction activity takes place.  On the other hand, the Heating 

9ƴƎƛƴŜŜǊΩǎ ǊƻƭŜ ƛǎ ǘƻ ŜƴǎǳǊŜ ǘƘŀǘ ǘƘŜ ōǳƛƭŘƛƴƎΩǎ ƘŜŀǘƛƴƎ ǎȅǎǘŜƳ ƛǎ ŜŦŦŜŎǘƛǾŜ ŀƴŘ ǎŀŦŜ ŀƴŘ Ŧƛǘǎ ƛƴǘƻ ǘƘŜ ƻǾŜǊŀƭƭ 

framework established by the Architect.  The ArchƛǘŜŎǘ ǿƻǊƪǎ ƻƴ ǘƘŜ ΨǿƘƻƭŜΩΤ ǘƘŜ IŜŀǘƛƴƎ 9ƴƎƛƴŜŜǊ ǿƻǊƪǎ ƻƴ 

ǘƘŜ ΨǇŀǊǘΩΦ  Lƴ ǘƘŜ ŎƻƴǘŜȄǘ ƻŦ ŎƘŀƴƎŜΣ tǊƻƎǊŀƳƳŜ aŀƴŀƎŜǊǎΣ .ǳǎƛƴŜǎǎ !ǊŎƘƛǘŜŎǘǎ ŀƴŘ {ǘǊŀǘŜƎƛǎǘǎ ǿƻǊƪ ƻƴ ǘƘŜ 

ΨǿƘƻƭŜΩ ǿƘƛƭǎǘ tǊƻŎŜǎǎ 5ŜǎƛƎƴŜǊǎΣ tǊƻƎǊŀƳƳŜǊǎΣ ¢ǊŀƛƴŜǊǎ ŀƴŘ ¦ǎŜǊǎ ǿƻǊƪ ƻƴ ǘƘŜ ΨǇŀǊǘΩΦ 

¢ƘŜ ΨPush ς tǳƭƭΩ ŘƛƳŜƴǎƛƻƴ ƛǎ ŀōƻǳǘ ǿƘŜǘƘŜǊ ŀ ǇŀǊǘƛŎǳƭŀǊ ŀŎǘƛǾƛǘȅ ǊŜƭŀǘŜǎ ǘƻ ōǳƛƭŘƛƴƎ ŀƴŘ ƛƴǘŜƎǊŀǘƛƴƎ ǘƘŜ 

solution ς ΨtǳǎƘΩ ς or whether it is about generating momentum within the business for the change ς ΨtǳƭƭΩΦ  

Whole

Part

Push Pull

Integrate

Create Motivate

Navigate
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Lƴ ƻǘƘŜǊ ǿƻǊŘǎΣ ƛǘΩǎ ŀōƻǳǘ supply versus demand.  On change initiatives, Project Managers and Solution 

5ŜǾŜƭƻǇŜǊǎ ǿƻǊƪ ƻƴ ǘƘŜ ΨǇǳǎƘΩ ǿƘƛƭǎǘ /ƘŀƴƎŜ aŀƴŀƎŜƳŜƴǘ {ǇŜŎƛŀƭƛǎǘǎΣ .ǳǎƛƴŜǎǎ 9ȄŜŎǳǘƛǾŜǎ ŀƴŘ [ƛƴŜ 

aŀƴŀƎŜǊǎ ǿƻǊƪ ƻƴ ǘƘŜ ΨǇǳƭƭΩΦ 

The intersection of these two dimensions creates four quadrants of change.  In the bottom-left (Push, Part) 

ŎƻƳǇƻƴŜƴǘǎ ƻŦ ŎƘŀƴƎŜ ŀǊŜ ΨŎǊŜŀǘŜŘΩΦ  Lƴ ǘƘŜ ǘƻǇ-left (Push, Whole), new or enhanced solutions are 

ΨƛƴǘŜƎǊŀǘŜŘΩΦ  Lƴ ǘƘŜ ōƻǘǘƻƳ-ǊƛƎƘǘ όtǳƭƭΣ tŀǊǘύ ǘƘŜ ǇŜƻǇƭŜ ƛƴ ǘƘŜ ōǳǎƛƴŜǎǎ ŀǊŜ ΨƳƻǘƛǾŀǘŜŘΩ ǘƻ ŀŘƻǇǘ ŜƭŜƳŜƴǘǎ ƻŦ 

the change and make them work in the real world.  In the top-right (Pull, Whole) the holistic and demand 

ǇŜǊǎǇŜŎǘƛǾŜǎ ŎƻƳŜ ǘƻƎŜǘƘŜǊ ǘƻ ΨƴŀǾƛƎŀǘŜΩ ǘƘŜ ŎƘŀƴƎŜ ǘƻǿŀǊŘǎ ǎǳŎŎŜǎǎΦ 

Each of these quadrants plays an important part in delivering change successfully.  But, as our survey has 

ǎƘƻǿƴΣ ǘƘŜ Ƴƻǎǘ ƛƳǇƻǊǘŀƴǘ ŦŀŎǘƻǊ ƛƴ ŀƴȅ ǎǳŎŎŜǎǎŦǳƭ ŎƘŀƴƎŜ ƛƴƛǘƛŀǘƛǾŜ ƛǎ [ŜŀŘŜǊǎƘƛǇΦ  {ƻΣ ƭŜǘΩǎ ŦƻŎǳǎ ƻƴ ǘƘŜ ǘƻǇ-

right quadrant ς through which Leadership navigates towards success. 

How can leaders do this?  By looking after both factors in the top-right quadrant ς by generating and 

sustaining ΨŘŜƳŀƴŘΩ ŀƴŘ ƳƻƳŜƴǘǳƳ ŦƻǊ ǘƘŜ ƻǾŜǊŀƭƭ όΨƘƻƭƛǎǘƛŎΩύ ŎƘŀƴƎŜ. 

¢ƘŜ Ψ²ƘƻƭŜΩ CŀŎǘƻǊ  

How do leaders play a role in emphasising the holistic nature of the change? 

It is interesting that Leadership is consistently the highest ranked Critical Success Factor in our survey ς even 

more important than having a Purpose which responds to a compelling need for change and defines clear 

outcomes.  Why is this?  Because it is leaders who must identify and engender the compelling need for 

change and it is they that must also define the clear outcomes. 

{ǳŎƘ [ŜŀŘŜǊǎƘƛǇ Ƴǳǎǘ ŎƻƳŜ ŦǊƻƳ ǘƘŜ ΨōǳǎƛƴŜǎǎΩ ς the core functions and capabilities of the organisation.  For 

instance, the Purpose can only come from a deep understanding of the business and its position in the 

market ς ƛǘǎ ǊƻƭŜ ƛƴ ǘƘŜ ΨǾŀƭǳŜ ŎƘŀƛƴΩ1, if you like. 

¢ƘŜ Ǿƛǎƛƻƴ ƻŦ ǿƘŀǘ ǘƘŜ ōǳǎƛƴŜǎǎ ǿƛƭƭ ƭƻƻƪ ƭƛƪŜ ƛƴ ǘƘŜ ŦǳǘǳǊŜ Ƴǳǎǘ ŀƭǎƻ ōŜ ƘƻƭƛǎǘƛŎΦ  LǘΩǎ ƴƻ ƎƻƻŘ ŜƴǾƛǎƛƻƴƛƴƎ ŀ 

world-beating information system if future processes, roles & responsibilities and so on are not properly 

aligned to this new technology.  We were once asked to find out why a new insurance sales system was 

ǇŜǊŦƻǊƳƛƴƎ ǎƻ ōŀŘƭȅ ǘƘŀǘ ƛǘ ŎƻǳƭŘƴΩǘ ōŜ ǳǎŜŘΤ ƛǘ ǘǳǊƴŜŘ ƻǳǘ ǘƘŀǘ ǘƘŜ ǎȅǎǘŜƳ ƘŀŘ ōŜŜƴ ŘŜǎƛƎƴŜŘ ǘƻ ǎǳǇǇƻǊǘ a 

new way of selling, but no one had followed through to re-define the sales processes or train sales 

ǇǊƻŦŜǎǎƛƻƴŀƭǎ ƛƴ ǘƘŜƛǊ ǳǎŜΦ  Lǘ ǿŀǎƴΩǘ ŀ ǘŜŎƘƴƛŎŀƭ ƛǎǎǳŜ ŀǘ ŀƭƭΣ ōǳǘ ŀ ŦŀƛƭǳǊŜ ƻŦ [ŜŀŘŜǊǎƘƛǇ ǘƻ Ŧƻƭƭƻǿ-through to 

deliver the whole vision. 

The holistic statement of what the change is all about must be established early in any initiative and be 

maintained, enhanced and refined throughout.  In fact, it must outlast the initiative itself.  After solution 

delivery teams have celebrated the success of getting the solution in on time, on budget, on scope and on 

quality, Leadership must continue to sustain the Purpose through day-to-day operations. 

¢ƘŜ ΨtǳƭƭΩ CŀŎǘƻǊ 

How do leaders play a role in driving demand for the change?  

It goes without saying that change Ƴǳǎǘ ōŜ άǇǳƭƭŜŘέ ς ƛǘ ŎŀƴΩǘ ōŜ άǇǳǎƘŜŘέΦ  ²ŜΩǾŜ ǎŜŜƴ Ƴŀƴȅ ƛƴƛǘƛŀǘƛǾŜǎ Ŧŀƛƭ 

by focusing on the left-ƘŀƴŘ άǇǳǎƘέ ŀŎǘƛǾƛǘƛŜǎ ŀǘ ǘƘŜ ŜȄǇŜƴǎŜ ƻŦ άǇǳƭƭέ ŀŎǘƛǾƛǘƛŜǎΦ 

It also goes without saying that change succeeds or fails in the bottom-right quadrant.  It succeeds if people 

in the business are motivated literally to pull the change on board and make it work every day in the real 

world.  But that motivation depends on the context set by Leadership. 

                                                           

1
 Michael Porter, Competitive Advantage: Creating and Sustaining Superior Performance, 1985 
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When we work with Change Leaders, we focus on characteristics sucƘ ŀǎ ΨŎƻƳƳƛǘƳŜƴǘΩΣ ΨŀŎŎƻǳƴǘŀōƛƭƛǘȅΩ ŀƴŘ 

ΨǾƛǎƛōƛƭƛǘȅΩΦ  Lǘ ƛǎ ǘƘŜ ǎǘǊŜƴƎǘƘ ƻŦ ǘƘŜǎŜ ŎƘŀǊŀŎǘŜǊƛǎǘƛŎǎ ǘƘŀǘ ŘƛǎǘƛƴƎǳƛǎƘŜǎ [ŜŀŘŜǊǎƘƛǇ ŦǊƻƳ ƻǘƘŜǊ {ǘŀƪŜƘƻƭŘŜǊǎ ƛƴ 

the change.  To adapt an old fable: Stakeholders are involved, but Leaders are committed!  We look for 

ŜǾƛŘŜƴŎŜ ǘƘŀǘ ƭŜŀŘŜǊǎ ŀǊŜ ΨǿŀƭƪƛƴƎ ǘƘŜ ǘŀƭƪΩΦ 

²Ŝ ŀƭǎƻ ƭƻƻƪ ŦƻǊ ŜǾƛŘŜƴŎŜ ƻŦ ŎƻǳǊŀƎŜΦ  !ƴȅ ŎƘŀƴƎŜ ǘƘŀǘΩǎ ǿƻǊǘƘ ǘƘŜ ŜŦŦƻǊǘΣ ŀǘ ƭŜŀǎǘ ŀƴȅ ǎǳōǎǘŀƴǘƛŀƭ ŎƘŀƴƎŜΣ 

will involve taking the organisation outside its comfort zone.  It will require new and different behaviours.  It 

must be self-evident that leaders have embraced such change ς and that takes courage. 

Lƴ ǘƘŜ ../Ωǎ ƛƴǎƛƎƘǘŦǳƭ ǎƛǘŎƻƳ Ψ¸ŜǎΣ aƛƴƛǎǘŜǊΩ2, if Sir Humphrey Appleby ever wanted to steer Jim Hacker away 

from a particular course of action, he knew how to get his way: άΦΦΦ if you want to be really sure that the 

Minister doesn't accept it you must say the decision is courageous.έ3  Politicians, and even Stakeholders, 

may be able to get away with delaying, evading and generally avoiding acts of bravery; change leaders 

cannot!  Everyone in the business must see that Leadership has the courage to embody the change. 

A Word About Communication 

As many respondents to our survey pointed out, communication is critical the success of any change 

ƛƴƛǘƛŀǘƛǾŜΦ  LǘΩǎ no good having a compelling need for change, a vision, clear outcomes, and so on, if these are 

ƴƻǘ ŎƭŜŀǊƭȅ ŎƻƳƳǳƴƛŎŀǘŜŘ ǘƻ ǘƘŜ ǿƘƻƭŜ ƻǊƎŀƴƛǎŀǘƛƻƴΦ  LǘΩǎ ƴƻ ƎƻƻŘ ΨǿŀƭƪƛƴƎ ǘƘŜ ǘŀƭƪΩ ƛŦ ǇŜƻǇƭŜ ŎŀƴΩǘ ǎŜŜ ȅƻǳ 

walking ς or hear you talking for that matter. 

But ƳƻǊŜ ƛƳǇƻǊǘŀƴǘƭȅΣ ƛǘΩǎ ƴƻ ƎƻƻŘ ƘŀǾƛƴƎ ŀ ƎǊŜŀǘ ŎƻƳƳǳƴƛŎŀǘƛƻƴǎ Ǉƭŀƴ ƛŦ ǘƘŜǊŜ ŀǊŜƴΩǘ ǎǘǊƻƴƎ ƳŜǎǎŀƎŜǎ ǘƻ 

ŎƻƳƳǳƴƛŎŀǘŜΣ ƻǊ ƛŦ ǘƘŜȅ ǿƻƴΩǘ ōŜ ōŜƭƛŜǾŜŘ ōŜŎŀǳǎŜ ȅƻǳǊ ǇŜƻǇƭŜ ŘƻƴΩǘ ǎŜŜ ŎƻƳƳƛǘƳŜƴǘ ŦǊƻƳ ǘƘŜƛǊ 

Leadership ς ƛŦ ȅƻǳ ŀƴŘ ȅƻǳǊ ǘŜŀƳ ƘŀǾŜƴΩǘ ŎƭŀǊƛŦƛŜŘ ȅƻǳǊ tǳǊǇƻǎŜ ŀƴŘ ƛŦ ȅƻǳΩǊŜ ƴƻǘ ǿŀƭƪƛƴƎ ǘƘŜ ǘŀƭƪΦ 

Conclusion 

In any change initiative, there are lots of people pushing the solution towards implementation and there are 

many people involved in the details of the change process.  Leadership is the one place where the pull for 

the whole change comes together.  As a leader of change, you can use the top-right quadrant in the Change 

Circle to help you navigate your organisation towards successful change, by frequently asking:  

¶ What should I be doing to get the big picture ς the compelling need for change, the vision, the 

outcomes of changing successfully ς across to the organisation? 

¶ How can I demonstrate my commitment to the change and how can I help people understand why 

this change is important for them, personally, as the organisation moves forward? 

Meanwhile, of course, management must span the entire Change Circle ς all four quadrants.  It must ensure 

that both the supply of, and the demand for, the holistic change and all of its components are properly 

planned and executed to deliver change successfully.  And we can help you shape, mobilise and deliver an 

initiative for success. 

.ǳǘ ǘƘŀǘΩǎ ƻǳǊ ŦƻŎǳǎΦ  ¸ƻǳǊǎ ƛǎ [ŜŀŘŜǊǎƘƛǇΦ  

Only you can provide the Leadership.  We can help you by providing a context and a structure within which 

that Leadership can navigate change towards success.  We can help you achieve the right balance between 

άǿƘƻƭŜέ ŀƴŘ άǇŀǊǘέ ŀƴŘ ōŜǘǿŜŜƴ άǇǳƭƭέ ŀƴŘ άǇǳǎƘέ. 

 
For more information about Houghley Ltd: visit us at www.houghley.co.uk; contact us at enquiries@houghley.co.uk; or phone us 

on +44 (0) 845 604 2335. 

                                                           

2
 To find out more, try www.yes-minister.com  

3
 Yes, Minister ς The Right to Know, Antony Jay & Jonathan Lynn, BBC 1980 

http://www.houghley.co.uk/
mailto:enquiries@houghley.co.uk
http://www.yes-minister.com/

