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Value Delivery i A Newsletter from Houghley Ltd

Welcome to the Octoberedition of our newsletter Value DeliveryIn this issue:

Y In the Newsintroduces the final report of our global & dzZNJ3Se& 2y GKS WwWcCIl Ol 2 NA
ChangeSuccS a & Fdzf f @ Q@

Y We have two Spotlights: the first shows how we're refining our Rapid Assessment in response to the
survey findings; and the second moves onto how we canhelpyouW5 A I 3y 23S Q &LISOATAO

Y We also offer two Viewpoints the first takes a deeper look at a specific insight from our survey ¢ ‘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,
Stakeholdeengagement as being the factors most & A Y LJ2 thdhe oyefall
success of a change initiative.€

Relative Weight of CSF - Average Response

= Relatively mare important

= Relatively less impartant

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

Var'nfrom Mean\igt [L0%)

Read more ...

Find out where you need to focus
Spotlight: Refining the Rapid Assessment

Our survey showed a significant difference between CSFs, with the Priorities for Success (Std)
2L o FILOG2NA YIF{Ay3Z Ay zZheRd .
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 yoursuccess ¢ in your specificsituation.

Read more ...

Speed, clarity, collaboration i and action!
Spotlight: Diaghose i Get to the problem, fast

When you already know that there are specific problems with your

initiative and need a solution quicklyx ¢ KI 1 Q& GKS Y & g’ =1
to get on with fixing them? = e
We bring a fresh, focused and action-oriented perspective to help [“""“‘; 5 ; e
you lay out the essential facts, identify the underlying problems @11:ﬁ~ 5 i
and develop practical approaches and plans for addressing them. 7 . . J
In short: this is a very powerful way to get to the root causes and
start fixing them, fast.
Read more ...
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More similarities than differences
Viewpoint: Are CSFs Unique?

AS we embarked on our gIObaI Survey, we Responses by Industry vs Average Response
Wondered abOUt a fundamental queStlon 8% B Communications, Media & Technology
. . . L 6%
assuming a clear ranking emerged, could it be £, | w Financial Services
I_ L\]LJf A S R u 2 I f f f I NB S ‘éz‘f« ﬁ -‘1 . m Product Manufacturing, Distribution & Retail é K h |
. . . . . . . £ 0% 1 "'ﬁ-'ﬂ“_l]' ‘ | mEnergy, Mining & Utilities
is each situation unique in ways which mean it 32 F]Huﬂ .
- « _ A A AL v A &A% ® Government -
O I y 2 yf e O S I R R N‘B a a S §_E% H Professional Services P u
2 -'F é L\]S %dch:g I t t é Tt U dZ 8 = Average

L Pu S BC&FB&R R Pl G DP PM

Critical Success Factor

The evidence seems clear: in areas where

strong differences might have been expected (between industries and between regions, for example) they
RARY Qi NX htiedstnot to bXidfde 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 Push Pull

initiative for success? ¢ »
‘ dS o
Integrate Navigate
q W oY
Leadership must set the Purpose ¢ the compelling need for change and Part <

the clear outcomes which will define success¢ YR Wgl £ 1 GKS dGFf1Q F2NJ GKS
entire organisation to see, throughout the initiative. Communication obviously plays a vital role ¢ but
communication needs the context and content provided by Leadership.

A A . . AL era . o Whole 4
2S | NHdzS UKFO [ SI RSNBH/A LIAST I LUNSAQY | UNKES
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 isengad SR> Syl o6f Ay 3 AG ( 2-to-Hayddzt R

operation successfully.

Read more ...

28 K2LI)S @82dz FAYR Wzl f dz§S 5bf W& Gdul Relcdmé HeuNiderdback @rbthe nghRlettéwhat? & |
g2N] SRZ 4KIFi RARYQU I¢stRluk®ligery@pamhRy.co. & A YLINE &S

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

About Houghley Ltd.

Wedbre a team of hi ghl y eachpvatn overn20 gedrs @f rtrack eeco iinoshapihgs |,
mobilising and delivering largetscale change.

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

Wedre pragmati c, s t r aWegkhawfthatrclvaage © coepleX, aridIthatofteb thexe are no
perfect answers.

We operate through small, highly experienced teams, working closely alongside your people to help you
deliver your goals i we have no other agenda. Our sole objective is to help our clients deliver change

successfully, focusing specifically on todayds ecdqgnomi
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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
SELISNASYOS 2F OKFy3aS AyAlGAlFIGAGSaz alAy3a GKSY &z

importance to the overallsuccess2 ¥ | OKIl y3S AYyAGAlI GAOBSé D
2S RStftAOSNIGSte FTaiSR F2NJ I WF2NOSR NrylAy3aIQ 27
NEBALRYRSYyGa Iy 2LILRNIdzyAGe G2 y2YAYlLGS 'y FRRAGAZ
Relative Weight of CSF - Average Response Key in Rank Order
L Leadership, which must be visible, active and

accountable

g% Pu Purpose, which must respend to a compelling

m Relatively more important need for change and define clear outcomes

§. 4% 5 Stakeholders, who must be actively engaged
) M Relativelyless important - s
= through effective communication
B2 BC&F Business Case & Funding, which must be robust
E and realistic
2 % B&R Blueprint & Roadmap, which must be value-
'; driven, credible and complete
= 2% R Resources, who must be sufficient, well-managed
and skilled
456 Fl Plan, which must be well-defined and integrated
G Governance, which must be focused on
s ocutcomes, not just process
- 2 o= % % = = @ g 3 DP  Delivery Process, which must be established,
o

appropriate and understood

PM  Performance Management, which must be
open, fact-based and focussed on benefits delivery

Critical Success Factor

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 ¢ although the more senior people had notably stronger opinions!

Despite one or two outliers, there is remarkable similarity in CSF ranking between different industries ¢
which we believe is very significant for the application of these results to change initiatives across sectors
cseeW+ASGLRAYGY IONB /{C& | yAldzsSK

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 powerfwlay 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.

2 SQONB 0 dzi f R Anyo Bur Rai@ AsSessiméhSabpiioach, giving clients a fast, effective way to turn
insight into action. SeeW{ LJ2 (1 f A IKG Y w S F A Y xoyfidd out fGe alvdutlidawRthis! céuld S & a

help your organisatin. (Follow link for Full report)
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Spotlight: Refining the Rapid Assessment

We developed the Rapid Assssmentl & | gl & 2F 3IABAYy3I e&2dzz [[jdza O f @&
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 Factdiar successful change.

Our survey on the relative importance of the 10 CSff®wed a significant difference between CSFs, with

GKS (2L o FFOG2NR YI1Ay3II Ay 2dzNJ NBaLRyRSyiGaQ SEL
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 ¢ and least ¢ diffeNBy OS (2 |y Ay
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 ¢ simply .,
put, focussing on the most impactful factors .,
first. 060

Cumulative Deliverability Index (Std)

M Target
In the graph (right), addressing the factorsto | °*° M Thresh
the left of the x-axis (Leadership, Purpose, | °* e
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.

—— Assessed

0.20

0,10

000
L Pu 5 BLAF B&R R Bl G op B

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.

Wh at 6 s red i@ gowr specific situation: Priorities for Success

The real power of the Rapid Assessment,
though, comes from its ability to identify Priorities for Success (Std)
those areas which would make the greatest | 15 -
contribution to success in your specific | oas -
situation. 012 |

M Target
We already compare your situation to typical oo - e
WiKNBakKz2f RaQ OADPSD ———r—

standards) for completing each phase. Now,
by factoring in the contribution of each factor

[ Below MThresh

I Bolow SThresh

to your overall chances of success, we can o
more accurately quantify the impact of | °®
addressing each factor in your situation, and | oo - -
[j K S N\E 0 é 3 7\ @é é 2 dZ I L Pu 5 BCEF  BER R Pl G oP PR 2
success.
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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:

w ¢KS adGINIAYy3I LRAYyG F2N SIFOK FFEOG2NI Aa GKS OdzNN
w ¢KS FANRG dzLJ AFd NBIdZANBR Aa G2 NBFOK (KS WiKN
w ¢KS aSO02yR dzLJ ATz G Dlet@vomdisation, K Dowkhy th\dBudg&bar§ RQ T 2
W

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 1and 2 6 2 @S |t f > F2ff26SR o8
y2iAy3 GKFG FfGK2dAK FFEOG2Nly AayQd oSt2¢ GKS (KN
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 ¢ see our Viewpoint for more detail. Frankly, this surprised us a little - we had

expected to find more differences.

LG aSSya OftSINE (GKSys> (KIFIG GKS adaNISeQa NBadzZ Ga a
However, we recognise that some client environments will have genuinely unique features, and that these

should be recognised in the Rapid Assessment.

¢c2 | 002YY2RIdS GKA&AZ 68 & b & SNJ
capability, where the client can adjust any factors which they : E £ 8. ¢
believe are significantly more or less important in their o - 3 s ;;
environment than in a typical one as represented in our — “a-“; : = | = < =El = | -
survey. Purpose 2 [T 1 [ T8
w C2NJ FFOG2NAR ¢KAOK | NP sshewwces o Ll | L0 NJ S
important, that factor will be adjusted by 20% up or | st rede ¢ L1 =
down from the normal model Resaurces s LT _1-1 e
w C2NJ K248 SKAOK I NB WY oo T E———vL2N
that factor will be adjusted by 50% up or down from | oaiivery rrocess N [ - s
the standard value. performance Management o [ | | -

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 don&Vith these refinements it should be even more effective in
KSftLAY3a G2 F20dza 2y GK2aS FILOG2NE 6KAOK gAff YL
success.
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Spotlight: Diagnose 1 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.

.dzi Sljdzrttesx e2dz y

SS 02 YIFI1S adNB G(KSe -audthat f &  d
0KS@QNBE az2f @Ay3 GKS
S

R
NE
a

K
Ff LINRPoOofSYaz y2aG 2dzadG WKWNBI G
FaANBS 2y (KS LINRofSY YR K2g G2 a2t @S GKSYZ | yR
¢CKS Yz2ad STFSOGADS sl e (2 62N Q’J)\'L'l@ ézdzAl‘jz HS'L"JA I
for improvement may be the Rapid Assessmett ¢ KA a @2NJ] a OSNE St f gKSY

LISNRLISOGADSS YR ySSR (2 SyadaNB (dKFd GKS WwoAa3da LKAO
However, in many cases you already know that there are specific problems and need a fast start on solving
GKSY® 2KSy (KIFIGQa GKS OFrasSz ¢KIFIGiQa (GKS Y2ad SF¥FF¥SO
What 6s really the probl em?

lfy2aid OSNIFAyfteszr AdQa OfSIFIN GKIG az2YSOiKAy3a AayQ
noise about poor quality; costs are over-running; revenues are falling short.

¢tK2aS NB aSNR2dzas odzi (KSe ¢gpralStyey are B yisRlé resiitkd®  dzy R

20KSNI LINPOofSYad C2NJ SEFYLX ST Al Q& ingdideed foknddRwhyli 2 & F
it is poor in the first place, and deal with those root causes.

. 2dz LINPolFote R2y Qi KIFI@S G4KS GAYS G2 RA3I Ayid2 Ad |
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 ODiagnose6 approach: get to the essenti al

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
RSOSt2LIAYy3 I OfSINI QaAy3atsS asSa 2F FrodtaQ FyR | 41

What do we typically do?

A focussed, action-oriented exercise,

starting with known key issues: o sach Acon Ares

] ] =]

w Assess the situation, working closely
with your key people

w Lay out and agree the essential facts

w Identify the key underlying ) __ﬂ. s
problems-Gi KS W! Ol A2y B |_"—| C— |
w Develop a practical, clear approach — — ]
to addressing each of these
w Bring back to you, quickly, a plan of
action for approval.
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An example: Surprises, clarity and a way forward, inside a week
lf2y3aARS || aLISOAFfAalG O2yadzZ Gl yoesx ¢S 6SNB |al SR
¢ significantly over budget, behind schedule, constantly missing deliveries, and with a very unhappy end
customer. 8Z2NBSf 83X ¢S ¢SNBE G2t RZ GKS LINPINI YYS aAYLXE &I .

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:

- Constantscopec§adSa8 FNRBY (GKS Odzad2YSNI YSIyid GKFEG 0KSNE
scope, plans or budget

- Customersupplier governance was not working effectively, meaning that confusion and argumen
were obscuring good progress on eayday delivery

—

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

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

We developed specific action plans to address the issues, and proposeztl @elivery plan (clieséd,
supported by us) to put the changes in place. This was agreed and implemented, significantly improving
delivery effeck Sy Saada FyRX LISNKI LA Y2NB AYLERNIFydGfez 0Ny
WFIFAEAYIQ G2 WFEOKASGAY3I || Kdz3S |Y2dzyiQo

l'YR FAYlFIffteXd GKS AyAGALFf NBGASSGS FNRBY aidl NIAy3 i

How do we approach it?

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

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

w We aim to be very clear about the underlying problems¢A 1 Qa SaaSydAialrt (2 GNBI
symptoms

w We work collaboratively and build on what you already know ¢ ¢S ¢2NJ G23SGKSNE Yy
I dzRA G Q
w This is action-minded, and about looking to the future, not how the problems arose in the past
w CAYyFftes ¢S ySOSNI I aadzyS §athoughwe &ft@tare, it defendedin NI 2 7
what the next steps are and whether you want us to be involved.
How much effort does it typically involve?

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

2SS R2y QG OfFAY F2NJ I Y2YSyld GKI G ¢S OdbgBosendorBachz yt &
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 tortio¢ causesand start
fixing them, fast.

© 2009, Houghley Ltd Page 7 of 14 Houghley

Version 1.1 VALUE DELIVERY


http://www.houghley.co.uk/?page_id=36

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
GKSUKSNI GKSNE Aa I 02YY2y WNI y{Ay3aQ 2sFinoRler@kelpT | O 2
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
GKAOK YSIyYy Al OFry 2yte 0S | RRNB#ERISHE? I KNRdzAK I W6 S
We certainly found professionals who took the second view. As one senior executive put it:

dL GKAY1 valyk&ording Bdiisidiss in questidits history the people, the nature of the
OKFy3aSed ¢KS O2yGSEG F2NJ OKFy3IS Aa OSNE AYLERZNII
common ground and it gets even more confused when you take nationdldaNBS & Ay i 2 | 002 dz

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

Aspects which drive unigueness

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:

w Industries are very differen¢ | LILINRE  OKSa 6KAOK ¢2N)] Ay 2yS 2F0$S
National cultures vary an approach which fits one culture will clash with another
w Initiative size mattersg approachestosmall-Y SRA dzY AYAGA L GAGSa I NBy Qi 7T
w Professional perspectives differd KSNBE A& y2 aiAy3itsS @asSé | ONRaa R
w Context and type of change are keythese must shape the way change is implemented.
2SQff FANRG GF1S F €221 Fd 6KIFIG (GKS adz2NBSe emliSally
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,
Ot SINI & FINByQld GKS aryS Fa dkK2as$S Ay I OFN YIydz#Fl O

2StffY LISNKILA y2id® 2 SQN3FBpleynd proceSS&VTLIoNRAQNS it SCKyA2yt 2 3l
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. e

'|
= g0 |l e W Financial Services
w I
This is perhaps not as §2% | T i ® Product Manufacturing, Distribution & Retail
.. . 2 0% W —
surprising as it appears =" N ﬁ..[“ mq w m Energy, Mining & Utilities
g (4] . | |_-.| J

at first Slght While the %-a% W Government

specific content of =gy

change will vary widely, | -s% -

the stages of change, L Pu S BC&FB&R R Pl G DP PM
. Critical Success Factor

many of the barriers to

change and most of the activities required to deliver and enable change NBy Qi &2 RntluBtdeS NB y (

Responses by Industry vs Average Response

B Communications, Media & Technology

B Professional Services

- Average

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

lf K2dAK 2dz2NJ adz2NPSe& RARY QU NBO2NR NBaALRYRSydGaqQ A
enables us to draw useful conclusions, particularly between Europeans and Americans, the largest groups.

There were certainly some
variations in individual CSFs, Responses by Region vs Average Response

but the overall ranking is 8% 1

not very different, and the o = Europe

7\ Y LJZ N\I:I | )f O S 2 2% __I W Americas
GKNBSQ o [u&bs&! 0% ' ' T— ' ' ! m Other

and Stakeholders) is similar. el TR 1 ! . — Average
This is not to suggest that o

the techniques to address a t o Puo S BCEF BER R PG DPPM

CSF c for example’ to exert Critical Success Factor

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).

%age Var'n from Avg Wgt

Sowhat?5 SALIAGS a42YS RAFFSNBEyOSa Ay GKS RSGIFATZ GKS 2
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

Small & Large Initiative Experience vs Average Response

which keep a large initiative & g ]
on track, while those from % %
smaller ones emphasised ?Z‘° 2% 1 Up to $10M
L_J KS :|-'| Ol 2 N& 3 T“ 1 “ B Over $10M
o0dzR3I S I y R 2 Y E 4% - Average
However, the overal 3 ™

=%

e« = © & =
[-%

BCEF
B&R

ranking is again  not
dramatically different
between the two groups ca
few factors differ by a place or two.

Critical Success Factor

GKIFIG Ty 208SNIFtt w3at26rt NIyl

ax

So what?Again, the survey data suggS &
Commonality 3, Uniqueness 0

Professional perspectives

Again this is covered in the
survey, which shows
differences in perspective ¢
particularly between
Programme/Project

Managers and Change
Management professionals.

Responses by Discipline vs Average Response

[ m Change Management
4%
2% ® Programme/Project Management
0% . . .c. .!I- . . .
. L] mIS/1T
-2% i
4% = Senjor/ Corporate Management

= Average

Var'nfrom Mean Wgt {10%)

So, an argument for

unlquenessf) L Pu S BCRF B&R R Fl G op PM

Critical Success Factor
Well, that would imply that
2yS 2NJ 20KSNJ LISNBLISOGAGS Aa WNIit@h#oh. We drgyeRhat eideally 2 i K S N
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each perspective is legitimate ¢ i.e. both arS W NRamdKttiatQsuccessful 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 ¢ 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 O

Context and type of change

The survey data does not specifically address this, so we must rely on our experience and judgement ¢ and
20KSN) LIS2L) SQa Yle ¢Sttt 0S RAFFSNByld o

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 tosurvivecl f 1 K2 dz2K AGQa RSol Gl o06fS 6KAOK Aa

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 iagawhich generally varies.

¢2 AffdzAGNIGSX |y 2NBFyAalGA2yY 6KAOK KlFa TFIFAfSR
blueprint and a more detailed plan (to pick out just 3 CSFs) than one which has generally succeeded at
changeinthepastanR 1y 26a K2¢ (G2 R2 AlUo .dzi GKIFIG R2SayQid v
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?

2 SQR I NBdzS GGKIFIG GKS IyagSNI Aa b2o
Sowhat?h ¥ | ff GKS FFaLSOGas GKAA A
deny that an element of environment-& LISOA FA O W02y
Commonality 4%z, Uniqueness Y.
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Conclusion
The overall score suggests a clear conclusion, and that seems to be justified by the evidence:

w In areas where strong differences m‘i‘ght be expected (between industries, and between regional
Odzf GdzNBazx F2NJ SEI Y LI Sand certéirlydot 1R A degfe@ WhiciNdBderimihed | LILJ
the essential message that some CSFs contribute much more to success than others

w [221SR G K2tAadGgAOFtftes NIYIGKSNJ GKIy FNRBY 2yS
make a compelling argument against a common ranking

w2KAfS RAFFSNBY(G AyAGAIFIGAGBS &A1 S& LINRPRdAdzOS a2y
sufficiently different results to undermine the principle of a common ranking

w /2yGSEG FyR (2L 2F OKLy3as OSNII Ayffandaman@g oG o
alter the relative importance of the underlying success factors ¢ 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 quea G A2y ad . dzi 6SQNB y20T 6SQNB &adza3S:
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 byithelrd- OG 2y 'y Ay
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 VALUE DELIVERY

Oursurvey verycleary N>} y1 SR W[ SFRSNEKALIQ Fa G4KS (2L / NRGAOI ¢
is it so important? How does Leadership help set up a change initiative for success?

2S || NHdzS GKIFG [ SFRSNEKALIQa LINR Y NBtheBs§icEhargesCircle,2 Wy |
it focuses on the space in which the commitment and ownership of the entire organisation for the big

LA Ol dzNB A& Sy3dl 3SRX Syl o6-toklay @erdtidh suicassfulyLddzt £ Q G KS OKI
Leadership must set the Purpose ¢ the compelling need for change and the clear outcomes which will define
successcF YR Wgl 1 GKS GrFHt1Q F2N G6KS SyGANB 2NAFyAald
obviously plays a vital role ¢ but communication needs the context and content provided by Leadership.

.S8F2NB 6S 32 2y G2 SELX 2NB (KS&S ARSI& Ay Y2NB RS
W[ SIFRSNAKALIQ®

2 K2 Aad W[ SIRSNABKALIQK
[ SFRSNEKALI Aa (GKS O2ftftSOGA2y 27F LIS2 LingSingsueceds atdNE | ¢
for the success of any change initiative. They comprise:
T ¢KS O9ESOQdziA@S ¢SkHYY GeLAOlrtte (K2asS W Q tS@SH
improving the business on behalf of its stakeholders, such as shareholders and customers;

1 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

9 The Director of the initiative: the individual charged by the Sponsor with directing the initiative day-
to-day towards successful delivery.
{2 K2g¢g R2 (GKSaS LIS2LI S Wyl @R IBQISQ FI2yzy Ry NiKSIH (/ AKG S/ 3
useful tool for thinking about this question.

The Change Circle

The Change Circle has been around for some time, but we find Push Pull
NBfFGAdSte FS¢ tSIRSNE ¢K2 KI @S

[~ S MVA SN2V E - W-W Sy Wi 3
NBE Ol Lo LGiQa | aAYLX S Y2RSt IMOH%AfA‘[S 'Stéz
to thinking ¢ generating ideas which help in specific situations.
The Change Circle is formed of 4 quadrants relating to the Integrate NaVIgate
AYUGSNESOUAZ2Y 2F (142KRASQYRAYEHAANE
0KS @it dfafKQ RAYSYyaAzyo
CKS gtHKNISQ RAYSYAaAA2Y Aa | o2dzi K i A Odzt
relates to the big picture ¢ the Whole ¢ or whether it is about some
specific detail ¢ Part ¢ within the big picture. An analogy here is Part %

the distinction between the contributions Architects and Heating

9YIAYSSNE YIS G2 F o0dzZAf RAY3IOD ¢tKS | NOKAGSOGQa 2;
within which all other design and construction activity takes place. On the other hand, the Heating

9y IAYSSNDRDa NR{S Aad G2 SyadNB® (KFG (GKS o6dzAf RAy3aQa
framework established by the Architect. The ArchA G SOG g2NJ a4 2y (GKS WgK2f SQT |
0KS WLI NI Qod Ly GKS O2yGSEG 2F OKFy3ISTI tNRANIYYS
WgK2tSQ gKAfald tNPOSaa 5SaA3dySNEI t NEINFYYSNERZ ¢ N

¢ KBushWt dzf f Q RAYSYyaAzy A& |062dzi 6KSGKSNI I LI NI A Odz
solution ¢ Wt dzaoKwebether it is about generating momentum within the business for the change ¢ Wt dzf f Q @
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Ly 20§KSNJ ¢ 2 blBply¥ersuk de@aad. DrocRadgé initiatives, Project Managers and Solution
5808t 2LISNE 62N] 2y G(KS WLHAKQ 6KAfad /KFy3s aly
alyF38NB 62N] 2y (KS WLz t Qo

The intersection of these two dimensions creates four quadrants of change. In the bottom-left (Push, Part)
O2YLRyYySyia 2F OKIy3aS JeBushWni®, | néwSdR enthanced tolyitionsi &eS G 2 L
WAYGSINI G SRONG TKUlY OUKIE fas2 G20 GKS LIS2LX S Ay GKS
the change and make them work in the real world. In the top-right (Pull, Whole) the holistic and demand
LISNBRLISOGADPSE O02YS G(23SGKSNI G2 Wyl @AalrisSQ GKS OKIly
Each of these quadrants plays an important part in delivering change successfully. But, as our survey has
AK2gys (GKS Y2ad AYLRNIIFYyG FFEOG2NI Ay Fyeée adz00SaafFd:
right quadrant ¢ through which Leadership navigates towards success.

How can leaders do this? By looking after both factors in the top-right quadrant ¢ by generating and
sustaningWRS Y yYRBY EYWiRdzY F2NJ 6KS 20SNIff owWwK2fAadAo0Qu O

CtKS W2K2tSQ CIOG2NJ
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 ¢ 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.

{ dzOK [ S RSNERKA L) Y dza iic th®éré fnctibriddh capdbiitis ofitite drgaisgtiSra EoiQ
instance, the Purpose can only come from a deep understanding of the business and its position in the
market¢A 1a NRBE S Ay, ifydkiike WO £ dzS OKI Ay Q

¢tKS @AraArzy 2F ¢gKIOG GKS odzaAySaa gatt 221 tA1S A
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
LISNF2N¥YAYy3 a2 olRfeée OGKFG AG O2dzZ RyQid o6S dzaSRT A
new way of selling, but no one had followed through to re-define the sales processes or train sales
LINEFSaaArzylta Ay GKSANI dzasSo LG ¢l ayQi khroigBOKY A Ol
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.

¢tKS WtdzZ £t Q CI Ol 2NJ

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

It goes without saying that change Y dzA & 6 S ¢& lJdzOF Q& 0S G LIJHzZAKSR¢ @ 2. 5Q¢
by focusingontheleft-K I y R aLJza K¢ | OGAGAGASAa |G GKS SELSyasS 27
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.

! Michael Porter, Competitive Advantage: Creating and Sustaining Superior Performance, 1985
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When we work with Change Leaders, we focus on characteristicssuck | & WO2YYAGYSy i Qs Wt
WOAAAOAT AGRQOD LG A& GKS adNBy3adgkK 2F GKSAS OKF NI O
the change. To adapt an old fable: Stakeholders are involved, but Leaders are committed! We look for
SOARSYOS GKIFG fSIFIRSNER IINB Wglt{Ay3a GKS Glrf1Qoe

2SS |faz2 221 FT2N) SGARSYyOS 2F O2dz2N} 3So lye OKFy3:
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 ¢ and that takes courage.

Ly GKS ../ Qa Ay aA 3KfbiFHizhphréy Applébg ever winted o Steemlith Hakkér andyN
from a particular course of action, he knew how to get his way: & difdyab want to be really sure that the
Minister doesn't accept it you must say the decision is courageous® 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

A Y A G A I nbdogddaking a tokp@lBng need for change, a vision, clear outcomes, and so on, if these are

y2i Of SINIe& O02YYdzyAOIGSR (2 GKS 6K2fS 2NHFYyAal GA?2
walking ¢ or hear you talking for that matter.

ButY2NB AYLERNIFIyiGfes AGQa y2 3I22R KFE@Ay3a | INBIFG
O2YYdzyAOFGST 2N AT (GKSe ¢2yQli 06S o0StASOSR 0SSOI d
Leadership¢cA ¥ @2dz YR @2dzNJ (S| ¥ asSk @ SHYRQ (A FO (el 2NEOINASS R/ 2&i2 daNJ

Conclusion

In any change initiative, there are lots of people pushingthe solution towards implementation and there are
many people involved in the detailsof the change process. Leadership is the one place wheredtpull for
the whole change comes togetherAs 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:

9 What should | be doing to get the big picture ¢ the compelling need for change, the vision, the
outcomes of changing successfully ¢ across to the organisation?

9 How can | demonstrate my commitment to the change and how can | 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 ¢ 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.

.dzi GKIFGQa 2dz2NJ ¥20dza @ ,2dz2NE A& [ SIRSNEKA LD

Only you can provide the LeadershiVe can help youy providing a context and a structure within which
that Leadership can navigate change towards success. We can help you athevight balance between
GoK2t Sé¢ |yR LB NIHEf ¢ yYRYBSabI&S K<

For more information about Houghley Ltd: visit & www.houghley.co.uk contact us atenquiries@houghley.co.ukor phone us
on +44 (0) 845 604 2335.

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

® Yes, Minister ¢ The Right to Know, Antony Jay & Jonathan Lynn, BBC 1980
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