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All Change is Personal:
Why Most Change Efforts Faand What to Do About t

oPeopl e change what they do |/ ess because they
than because they are shown a truth that influences their feelings
- JohnKotter and Dan Cohen,7he Heart of Change

On a sunny morning in Paiisthe spring of vehicles a year by 2009 compared to 2005.
2006 Calos Ghosnmust have feltas ifhe But change is not easy. Nor always

was experiencingéjavu all over again. successful. What it definitely is, however, is
Fresh off of his highly publicized rescue of personal. At the same time th&hosnwas
Nissann JapanGhosnfaced yet another struggling with implementing his major
challenging chapter in his career: how to change initiative at Renaultpgployees at
right the French companiRenault in the Renault were struggling todeffrey

face of achallenging economic Rothfederdescribes one such employeedn
environment. recent article:

Ghosnhad inherited distressing numbers. ©n a bleak day in February 2007,
Revenue in 2005 had risen ortiyo percent Raymond D., a technician at Renault

compared with the previous year, and hung himself in his twbedroom
WSyl dzf Q& YFN] S akkNB A PUGUNPHEEladg gf SardyF

dipped to less thamen percent for the first @le,@utside Paris. The technician left
. PP . P behind a wife and young son, who had
time in years.

gone out of town and expected him to
meet them the next day. His suicide was

Similar to his experience at Niss&@hosn unexpected in many ways. He had a
knew thatsignificant change was required. loving relationship with his family, and
Set against a background of stagnant his workshould have beenggally
Europearautomobilesales, whichMr. satisfying. The position at Renault was a
Ghosncalled "an unfavorable dream jobt he had been obsessed
environment" and facing headlines that with cars as a youth and had worked at
depicted Renault as 'too smaloo isolated the company since 1992, and Renault
Y R (22 th@meﬁqﬁﬂé@é[eﬂ was putting him through graduate

school for engineering. His performance
reviews were consistentpositive, and
he was on track to be promoted.

launched the most aggressive sales drive
that Renault has ever undertaken,
promising to sell an adddnal 800,000
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But in the monts before he died, the
technicianRaymond D., had been
sliding into an emotional abyss, largely
because of pressures at work. The
company was in the midst of a radical
turnaround plan implemeed by Carlos
Ghosnwho had taken over as C.E.O. in
2005. As a result, the workload had
aiSFRAf&@ AYyONBI &SR
employees, particularly those at the
design center where Raymond was
employed. Workdays became longer
and deadlines more inteasBefore he
killed himself, Raymond left a note on
KAa azyQa

iKS
- Portfolio, Aug 13, 2008

KIyRE S

This tragic story highlights how change is so
personal that it cartause good peopl®

take extrememeasures; whenpeople can

no longer bear the pressure that change is
creating for them. It also demonstrates the
tension that occurs when the unstoppable
force of change meets the immovable
object of emotions that resida the brain

of an employee.

Yes, this ismextreme casef the impact of
change yett begs he questions: $ it
possible to implement a success@llange
without a significantnegativeimpact and,
isit even possible to createffective change
at all?

All Change is Personal

In this white paper, we will examine:

of 01062 NR
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1. Whytwo out of three organizational
change initiatives fail

2. The difference between the
WrogranQ) I Y BperatikgSs W
systen{bf change and howan
employedd op#tating systerfcan
sabotageeven the besthought out

2Ny PKE YPBSag@nd, o 4 0a

3. Whatleaders can do thelpan
employed @perating systendeal
more effectivelywith changeg in
order to successfully initiate,
implement and sustain changwer

t Kﬂhé"]shért"aﬁdfﬁc%g ferin2 Y 3
a NJp
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Why Two Out of Three Change

Initiatives Fail

In 1996, John Kotter publishele book,
Leading Changevhichdescribed howover
70% of chang@rogramsfail. Twelve years
later, n 2008, a McKinsey survey of 3,199
worldwide executivedound similar results.
In this @se, their research showed thanhly
one transformation in three succeedsSad
but true, this news is even morsignificant
given the fact thamost companies or
divisions of major corporations find that
they must undertake moderate
organizational chares at least once a year
and major changes every four or file

What kind of change are we talking about?
According to Deloitte, most change
programs fall into one of three categories:

Copyright 200dy The Institute for Health and Human Potential. All Rights ReservdbdChange is Personal



e enterprise transformationssuch as Trap #1. Not Getting Employee
a merger or acquisitigrturnaround
or restructurings;

e function transformationsvhich

Feedback onthe Plan

includerevamping specific business Most leaders oprate fram a place of good
functions, such as humanresources A Y USYUAZ2ZYy ® ¢CKSANI AyuSyua
or finance and, havea positive impacboth on the business
e sourcing transformations, or putting ~ and on thepeople they lead. Most are
in place shared services or constantly on the lookout for ways to make
outsourcing. a difference ando make their business and
people bette. But they constantly miss a
Given the wide range of changaetiatives crucial step when it comes to change. They
that exist and the fact thabrganizaions expect everyone to see the need for change
are continuously changingvhyare they and the plan for change just as they do.
not able to improve their ability to do so
more effectively? We have all witnessed it: the leader arrives

back from aconferencell KS& Q@S 2 dza
attendedor after reading a evocative

How Leaders Fail in Supporting business bookand they see hoihe

Change Initiatives businescouldbeR2 Ay 3 W Q 2 NJ W6 C
What are the main traps that leaders fall more effective way. Theenthusiasm for
into in their change initiatives? the ideais unbridled and as a result, change
1. ¢KSe Y18 | LX Iy islikely ievirrblegds, pesglikely in the
include other peopldor includes current environmef, the organization
them too late) even though experiences a 30% drop in sales, or
their plan affects those people. contracts stop coming in, or customers are
2. They fail to understanthe not paying their bills, leaving the company
operating system that drives cashstrapped. There could also have been
employeebehavior. a merger, downsizing, or closure.
3.¢KSe 101 SAFFAOASY i WSR3
the job doneje.g.they do not The next step involves the leadeorking
deal decisively with people who through how thenew plan fits within the
are barriers to change business model and offers them a
competitive advantage. They talk with other
[ S (b6kat eactof these trapsand see executives about the plan argkt their
how they carresult in a failed change feedback on how it can be improvetihey
effort. go to board members, shareholdeesd
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Sixty-three percent (63%)
of employees agree or
strongly agree that the

IHHP Survey Data, Oct.
2009

other membes of their executive for
feedbackandrework the plan

At this stage, most leaderseafeeling pretty
positive about the plajyetthis is where
they go wrong.
They allow their
enthusiasnfor
changeto get in
the way of the
important work of

NEFazy aOKhby: . . h
2.dzNJ 2 NBF y AT | ¢ esningoutine
580 dza s f S r¢ planwiththeir
listen to employees people.And so it
6R2y Qi O2yadz continues.

employees) about how
change might affect
them or howchange
might be done more
effectively.

When the leader

ideain a great
unveiling (and
possiblywith an
expensive
marketing
campaign) they
are met with blank staresOr, they mistake
shockanddismayfor acceptance. Sl
and dismayeventuallyturn to anger and
resistance.

In their enthusiasm for the new idea,
leaders danot stop long enough to include
their people in the crafting of the plan. They
have not sought input fronthe people this
change wilimpact

Whatthey miss is thathe formulation of
the plan impacts themplementationof the

plan. When people have input into the
formulation, there is a greater probability
that they will be more committed to it
when it is time to implement.

What leaders have alsoissed is that when
their employeedeel voicelessand or
powerlesstheir brain(the operating
system)goes into overdrivemoving to
defend and protectlt then becomes
impossible for theioperating systento run
the software of change, specifically vtha
required toexecut the plan and put new
strategiesand tactics into placeThis can
cause the most elegant and well crafted
plan to go off the rails when it comes to
execution.

WLINEG SYHKSA NI

What To Do?

What do we mean by including employees
in the planand gving them voice? Here is
whatg S R 2 y Qiviting 8nhplbyees to
engage in a detailediscussion abouall the
nasty details of the change.

Not only is it logistically impossible but it
can cause entrenchment that can impede
change Lengthy discussioralow for
employees to become fixated on their own
point of view based on seifterest. It can
lead to infighting about the best way
forward that favors their job or business
unit as opposed to what is best for the
organization. Too much voice can
complicate and impede change and these
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detailed discussions are best left for the
management team.

Whatincluding employees in the platoes
mean isto seekinformationabout their
greatest anxieties, their sense of loss, their
excitement about opportunitiesas well as
pros and cons of the current situation.

It does mearistening tohow things could

be improved without committing to specific
actions at that stage of the process. It
means painting a picture of how not
changing igoing tocost the companylt
means listening but also communicating the
sense of ugency for change.

What can work well is to includselect
people who will participate in the full
planning procesandrepresentemployee
interests.

owith the furious
today, difficulty to manage relationships
sabotages more business than anything elée
it is not a question of strateqy that gets us
into trouble, It's a
- John Kotter

Trap #2. Failing to Understand an
%I D1 1 URekading S¢¥dtemdCan
Sabotage Change

If the first component of theHippocratic
OathA & irt2lo ré Rarnk tien the

brt Ay Qa Yz2al
WF A NR U >X>THe $r&ins Hiofodicall$

AYL2 NG Iy

designed to enhance our ability to survive,
sothatwecanpas 2y 2dzNJ WRS&A Iy §
to the next generationlf we are injured to

the point where our bodies only have

enough energy to support consciousness

or a heartbeat but not both, the brain

has no problem choosingit puts us into

a coma (survival before coa®usness),

rather than keep us alert but in a death

spiral (consciousness before surviVal)

The usual approach to change does not take
into consideration this neurological reality.
Leadersbring intheir W T A @S L2 Ay
such a¥ commmunicate thestrategy, put

into operation the appropriate design
systems required, recognize suceesslong
0KS gLex Si0z SiO0vdddé

a i NJ

TheseW T A @S L2 A Y lardtiel yQ & G NI
W 2 F (0 oflciai)@ That is, they are
effectivein creating changat atactical

level They are the progrens that

pace QYLIFEREE /Wit dd tHi€ Nzy © 6

YR GKSy @&2dz R2 GKI iXd¢

gHipweverif an Yoy A @ap@aimigsysiem ;

is not workingproperly because of feeling
threatened by changehe most detailed
planning process will have little ap
impact. Using the computer analogy, new
softwarewill not work if the hardware
system is in jeopardy This is the level that
great leadersnustwork atif they hopeto

be successful in something as difficult as

change. . .
Y29Rdzé 2LISNI Y RA
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What is the operating systeim a change containswhats krog y | & WSESOdziA @S
initiative? It isthe hard wiring of your T dzy Odithe2lli§ to initiate and stop
SYLX 28S8SSaQ oNIAYyaod actions, monitor and change behavior as

needed, and to plan future behavior when
facedwith novel tasks and situations.
Executive functiorallows us to anticipate
outcomes and adapt to changisguations.

Essentially, our braihastwo centers that
are important when it comes to changgie
amygdala and therefrontal cortex.

AMYSDALA HUACK: . Theamygdala(Latin for almond,
« Heightens sensory acuity

 Stops complex thought which is how it appears in the
o Triggers knee-jerk - . -
automatic responseDrain) is the emotional part of our

brain. Theamygdat2da 2206 Aa U2
us to danger.lt is hyper vigilant
about keeping us safe.\ltews

Pre-Frontal .

Cortex changeas a direct threat to ou

continued existence.

Not only does change make us fear

for our survival, but when the

amygdala perceives change as a

GKNBF Gz Ad 20SNIF1Sa
pre-frontal cortex, flooding working

memory and diminishing complex

thinking. We losevaluable cortich
realestatey’ 2 dzNJ Woft I O1 621 N
e A— move from six or seven bytes of

el i e working memory to, if we are

quick action. lucky, two or three. We literally

Oy Qi GKAY]l &adNIrAIKGP 2 S
thinking: black, whitegood, euvil; right,

wrong.

Amygdala

Working memory of the brain sits in the SO di S (KS aogome 04 T A NK
prefrontal cortex. Known & the ' za u d\arotlegt Q a

Wot I 01 02+ NRworRify mBriad Y A \ fe'fzcﬂaggf becg_mers tftéaclioev!,md "
isiKS oNIAyQa ONJaliowsdl ¢ "8¥P9I%2 %}hg R)“u?y GaRAfo an
. . have trouble Seeing beyond protection and
us tohold on to six or seven ideas any e A A oA o e A A oA
. . . RSTSyasSoe I OIQAQmdaZaa3 of S
giventime. It is whatenablesus to engage RO _
. . change initiative. Or how the change might
in complex thinking. Ae prefrontal cortex
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actually be a good thing for the cqrany, or
for us

Fifty-eight percent (58%) of employees agree or
AGNRYy3Ite FINBS GKFEG adK
2NBFYyAT FGA2YyE A& 0SOI dza
account how change affects employees
¢ Willthe change affect my social personally.
status?
e Wil I have less influence?
e Will this change affect who I really
am?
¢ What will happen now Can | see a
new future?

In its ancient role ohumansurvival, the
amygdalacauses us ttook for answers to
guestions like:

IHHP Survey Data Nov. 2009

You can start to see hoshange becomes

highly personal. & Raynond D, the

pressureof change at Renault triggered his
amygdalanto hijack mode causing

behavior that may have seemed right to

him in the moment as a way savingP ¥ I 0SS Q
from hisperceivedoss of social status,
influenceand, seeminglya future.

Thesequestions trigger theamygdala,
causingpeople toavoidrather than
approachchange. And of coursthe
probability of success goes dowh.sends
employeesnto a default, defensive
behavior as a means of gextion.

According to Dent & Goldberg (1999),
individualsmay not beresisting the change
itself, but rather they may be resisting the
loss of status, loss of pay, or loss of

comfort"
Will my social status change? Self promotion, making big issues of small points
Will I have less influence? Taking up the ‘underdog’ cause, work hoarding, building cliques or

power bases, making big issues of small points, etc

What does this mean aboutwho | really Lack of confidence, loss of ‘face’, decreased engagement, anger
am? and blaming, self justification
What will happen now? Canl see a new Clinging to current responsibilities, ‘wait it out’ attitudes, feeling
future? dispirited, looking for otherwork, shutting down or worse...
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Steps Leaders Can Take they have seen far more leaders focus on
monitoring individual pedrmanceg even

though they see this style édadership as

oThe day sol diers stop Lely QA o] hel r
problems is the day you have stopped leading ong of the I%aslnhglpfl.)ﬂ Wé/ys 6f mgnagjhg

them. They have either lost confidence that
you can help or concluded you do not care.

Either case is a failBuléabrifigel eader shi p. o

- Colin Powell Py A A A L
¢dzyAya Ayiu2z2 SYLI 22SSaQ 2

starts by building a bridg® greater
understanding of what they are
experiencing.Butthis cannot be done in

This isone of thecritical momensin
change:a leaderhas an opportunity to
make a differencén not only the change

i P , the usual way. R . B
AYAUALFUAGS O0dzu AY | LISNA2YyQa ftATS® LT UKSée OF
tune in to whatthat individual is feeling ah When we see the need to connect to
understand as opposed to judgjrthey another person or find a way to overcome
have a chance to help thestabilize 'y dzy RSNBR G YRAymEIdAF LJIZ S
manage their amygdala and help them bridgeCto them. We begin to explain,
through a difficult timeThis is what we call describe, account why the change is
dzA Ay 3 WKSIFNIQ Fa ¢St t impaitandrSrRaliS@y ofthinkihg. Thisl y 3 S
initiative. makes sense and is the natural thing to do.

G Qa II2RRG 2N a | €AGOE !

So when you come across behaviors that
seem out of character for andividual, be
mindful ofyour own reactionTry not to
take the default behaviors that you see

great. It deludes us into thinking that we
are conneting with our employeewhen
weNEB | f f EThdreNsk padtér way.

personally. Try not tbecomejudgmental What we need to do is start from tiveside
andWOSNI FAYQ | 62dzi (G KS ofahe KridgggfranNthedr pedspettidaSand
observing. Remember to think of it as an build each step of the bridgeackwards
operating systeng not just a behaviorh towards us This one change in approach
problem. can make alltie difference in getting

people to adopt changdt helps the leader

understand that resistance is the norm, not

the exception, and that it should not be

interpretedag aL 62 yRiaSOKILY 3 S ¢
YySSR KStL) 642 OKIFy3aSo¢

When people resisthangejt is easy tdeel
impatient andbeginto micromanage. A
new survey by McKinsey recently
investigatedndividual leadership style and
how it has changed during ¢hpast 18
months of the challengingconomic When we start from the other sidef the
environment Respondentindicated that bridge, we start by thinking abotiteir
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needs In the context of change, it means
thinking about what people need in order
to be ableto step in and take a riskVhat
they need igo:

o feel like they have a voice
o feel valued and
e know where they stad (feedback)

‘_‘ W AW,

Trap #3. Lacking Sufficient Edge to
Get the Job Done

Amanagtl) 2 NJ f S RSNDRa 220 Aa
least of all during change. They have to

work hard to deliver results, quarter after

quarter. Theyneed tostay on top of

changing customer and partner needs and

they need to pay attention tthe morale

levels of their emjpyees.

Your 2

2 Their

Understanding

Understanding

Understanding Gap

Your view of
the situation...
their behavior

When an individual senses that their
manager cares about them in this way, they
begin tofeel valued andhe foundation of
deep trustcan bebuilt. This beginning
allows them to riskAs the leader continues
to work on a better nderstanding of how
change is impacting their employedise
best new software can be used to
advantage, beause now the operating
systems of their employees begia work
more effectively.

Their view of
the situation. ..
their intention

Of course, at the same time that they are
attempting to implement changdheyare
experiencinghe impact ofchange
themselves. Their bradnlike their direct
reportsQare attempting to help them
survive through uncertaintyMake no
mistake there is significant risk for a
manager or leader who is trying to change
their business unibr organization. They
mustmanage their own doubts about
whether they have the right plan, the right
implementation strategy and/or the right
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peopleto carry it off. And, they are being
evaluated on iby those above them.

LT GKAAa A ayadddespitd et K
best attempts to tune into their employees
during the planning and implementation
stages, theyare going taencounter people
alongthe waywho simplywill not change
C2NJ NBlazya oSe2yR
f S RSNRa O2y (iNRf X
to get over the emotiorthat the changeis
creating in them

No matter what a leader does, these people
will not adaptc they will dig their heels in

and refuse to changelt is at this stagef
encountering barriershat the vast majority
of leaders fall short.

Folger & Skarlicki (1995) found that "resent
based resistance behavi@shich can

range from subtle acts of necooperation

to industrial sabotage, are often seen by the
perpetratars as subjectively justifiablea

g & gétaverd for perceived
mistreatment and a way for employees to
exercise their power to restorjistice to
perceived injusticé

This is especially true wNeS 6 SA y 3 LIJ)p/Q

one of the dominant values in an
organizatioral culture or where the
2NHI yYATIFGAZ2Y KI a
some time. Organizations who fit this
description and who aspire to be world
class have a very difficult time changing.
Not impossible, but difficult. Theeason?

KIR

K& thrt g(—i‘e %emti\r&s 3%)’\28@ployees g}gree or

az2vYs

v
- (\'/ -\

Their leaders often do not have the skill or
the courage to engage in the difficult
conversations required to deal with the

S peppleIvKowill not change.

a i

employeeswho are barriers to change
accountable.

IHHP Study, Ne 2009

A case in point; iarecentstudy,""

researchers found tha80%of leaders

routinely experience direct reports who let
them down,andwhoR2 y Qi T2t t 2 4
on their required tasks in order to

implement a change project.

While ths may seem surprisingjhat is a

larger,evenmore surprising number is the

factthat only 14%o0f these same leaders

have the difficult conversations required to

address problerm This means thaiver

% (g rﬁsiss\ani or difficult employees are

not dealt with. Andapparently on a

WNER dzii A yTBezondehuericés®

- Sg4o e fimpeddineg agemissed:
73%o0f the time budgets go ovdime;
77%o0f the time there is a failureot
meet functionality or quality, and,;
69%o0f the time team morale gets
damaged.
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