Why Do Organizations Need
Change Leaders?

The rate of change is not going to slow down anytime soon.
If anything, competition in most industries will pfobably
speed up even more in the next few decades.

——lohn Kotter

T he future workplace is now <is your organization
ready?

Are you ready?

We need change leaders :.ow because the fast pace of change
has made it an imperative. Why?

Because fast ch4ange means there is a need for people to
adapt quickly. The eruth is that change involves human beings
who must be willing to move away from the familiar and move
toward the unknown and embrace it.

The art of change leadership is to understand the fundamen-
tal of change from a human point of view. When we as change
leaders consistently use strategies to improve our own approach
to change and then share those strategies with those we lead,
then we can effectively create sustainable organizational change.
That’s the goal of this book, to provide the human (feelings,
thoughts, and behaviors) and the structural (steps to be taken)
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strategies as well as the behaviors (action/execution) that will
drive transformation in our fast paced world.

In the past 10 years, there have been massive changes. The
Conference Board surveyed 1,020 global chief executive offi-
cers (CEQOs) in 2014 and asked them to rank their top business
challenges. Human capital, customer relationships, innovation,
operational excellence, and corporate brand and reputation emerged
as the top five challenges. Although these challenges may have
been similar a decade ago, at the core of these challenges is
the underlying theme—the need to change the solutions. The
solutions to the top five challenges are not the’same that would
have been applied even a year or so ago. Thie challenges require
new solutions, which in turn requires change.

Human capital is the biggest issiie Keeping many CEOs up
at night—it used to be that employees would find a career in
an industry, remain in that/industry for 20-some years, and
then retire. My, how things have changed! Now, employers are
faced with the reality.of  changing employee attitudes about
work and life. Thetincrease of technological innovation has
created greater\access for employees to educate themselves, to
seek out other opportunities, and to seek more meaningful and
impactfut:work. Generations of workers are finding that there
is value 1n working smarter not harder and having fun at work.
The changes needed to master the human capital challenge
include having change leaders who can drive transformation
in the fast paced and fast changing workplace reality. Imagine
organizations that have recognized the need to build the future
workplace today and to prepare their leaders for ongoing and
rapid change. Imagine organizations having leaders who are
able to inspire, share knowledge, and provide resources to their
teams while creating a work environment that is open, creative,
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collaborative, and focused on transformational experiences for
the employees and the clients.

The leadership skills that have been used for the past
decade are not the skills that are going to create next level
growth or expansion for organizations. We need change leaders
with upgraded operating systems to inspire and create new
approaches, new processes, and new ways of connecting to
create an organization with happy employees.

Customers have become right-now consumers who want
what they want and they want it now—not yesterday! Amazon
Prime and its two-day delivery is still not fast enough for some
of the drone-loving customers who want their deliveries today.
Years ago the customer could wait. I remember a ¢ituation when
[ worked in banking: I was right out of Wigt school and was
promoted from bank teller to side-counter customer service.
This was in the 1980s when customst service was not a “thing”
and a customer came to the side ciunter and [ jumped up ready
to serve him. My co-worker wio had been in customer service
for years yanked me back-down and said, “Don’t get up so
quickly or the customers will always expect us to jump.” I was
in my teens at the time and remember thinking how silly that
was. Fast forwatd «0 today and the customer IS king or queen
and drives all solutions from the business perspective and also
from the individual consumer perspective. In fact, I find that
customer expectation of stellar service has gone up so high
that there is a pervasive culture of never satisfied customers
out there. So what does that mean for organizations? It means
that the continued and increasing demands from customers
are creating the need for adaptable and customized solutions.
The ability to provide creative and innovative customer care
requires a change of mind-set around what constitutes good
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service and a change in customer delivery processes. We need
change leaders to transform customer processes.

Innovation is something that keeps many CEOs up at
night as he or she struggles with staying one step ahead of the
competition. An innovative culture requires teams of people
to be thinking in new ways that are continually focused on
creative solutions. Leaders and employees who may have been
working in a culture in which new ideas were not valued
are finding the new economy and new workplace demands
creativity and innovation mindsets. The approaches, strategies,
and processes all need to change in order to shift to a culture
of innovation. We need change leaders to{ocus and create
environments and structures that suoport innovation and
creativity. Organizational executives nieed to value new ideas
and create opportunities for eranioyees to share ideas, to
openly spend time creating, atii'to be rewarded for innovative
product ideas, customer service improvement ideas, employee
engagement ideas, and.maore. Many organizations are establish-
ing forums and lah¢ for innovation; for example AT&T and
the AT&T Foundiy™ innovation centers are fast-paced and
collaborative environments. AT&T and technology providers
work in the AT&T Foundry to deliver applications and services
to custoraers more quickly than ever before.

The AT&T Foundry works in projects combining business,
design, and technical resources.Since its launch in 2011,
the AT&T Foundry has started more than 200 projects and
deployed dozens of new products and services. Projects focus
on areas ofsignificant business or technology interest and
typically involve external start-ups, innovators, entrepreneurs,
academics, and inventors. Projects are organized in short
sprints designed to determine success or failure quickly.
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Another area that is undergoing massive change approaches
is the operational excellence of the organization overall. Many
organizations have policies and procedures that were established
decades ago and that may or may not have relevance to today’s
business reality. When our team conducts organizational assess-
ments with our consulting clients one of the questions asked is,
“What are the policies and procedures you have in place that
are not serving your actual objectives?”” A company may state
that their objective is for absolute customer satisfaction and yet
the operations and processes hinder that same objective.

For example a company that has been in business-for over
30 years or more may have had a policy to give @tsolutely no
refunds to the customer, and today that samé¢. company has a
direct competitor who does provide refunds {or the same prod-
uct. Does the policy need to change? Tliat may seem like a
stupid question and yet there are maiiy organizations in which
the operations and methods have not been changed, updated,
or modified to meet the currant customer or employee reality.
We need change leaders in‘sperations to lead operational excel-
lence and to help driveiransformation in the organization.

The corporate brand and reputation focus from the survey
mentioned earlicrisa key area for company success in the next
few years. It used to be that you could manage brand and reputa-
tion by “spinning” content to ensure the best possible image was
put forward. Now with social media and outspoken customers a
brand slipup can go viral in seconds. Larger corporations have
had social media staff for the past five years focus on brand
and reputation management by focusing on Twitter feeds,
YouTube video comments, and more. In addition, individuals
within companies are recognizing the need and value to have
a personal brand to promote skills for new jobs, for promotion
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opportunities, and more. I read recently that new parents are
buying URLSs for their babies either prior to birth or right after
birth to ensure brand protection. The need for rapid adaptation
to the brand and reputation challenge is an imperative. We
need leaders of change to lead everyone within the company to
be brand advocates, to leverage all channels of strategic brand
promotion, and to see the interconnection of company brand
with each individual’s representation of the brand.

A NEED FOR BREAKTHROU%
TRANSFORMATION

All the items discussed here provide insight into the areas that
CEOs will be focused on in the next few years. However, there
are new trends that are shaping the future of work and that have
to be factored in when looking it driving transformation in the
workplace.

The trends that are.impacting business today are increasing
technological innovation, Generation Y impact on the work-
place, and cloud-<omputing.

Technological Innovation

Let’s look at the impact of technological innovation: 10 years
ago if someone told you that you would share most of your
life both private and personal for the world to read, watch,
and hear, you would have said they were nuts. We now live
in a 24/7 information-packed reality where we can find out
virtually anything we want about anyone at any time. Who
would have thought that we would be living more public lives,
building online communities, sharing photos, videos, and
personal stories, communicating, collaborating, and accessing
information all through the use of technology? It is the impact
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of technology that is radically changing the way we live and
work, and organizations must be adapting to the technological
revolution that is upon us. The need for organizations and their
leaders to guide the change of technological transformation is
absolutely essential. Eric Qualman, the creator of Social Media
Rewolution videos, states a statistic that in the next few years
we will not have a Fortune 500; rather, we will have a Fortune
100. That is, the rapidity with which technology is impacting
business and the ability of businesses to respond will determine
whether the company will still be relevant in the next few years.

The organizations that are focused on technological trans-
formation are well positioned to be successful ard relevant.
Often when [ speak to groups of traditicnal’ organizations
(those who have been in business for over 30 years or more)
[ notice that there is an obvious opportumity for many of these
companies. The obvious opportunity is to get everyone in the
company on board with the technological solutions that can be
utilized. I was facilitating an executive retreat with a company
that had been in the telephone business for over 20 years and
now wanted to rebrand o let its customers know that they were
now a technology company. When we were going through the
SWOT (strengtins, weaknesses, opportunities, threats) analysis
with the executive team, the vice president of sales stated that
she did not need to know the technology because her team had
full knowledge of it. I stopped and looked directly at the VP
of sales and then the CEO and said nothing. I waited for the
CEO to say something to the VP and then [ said, “Let me get
this straight. You are rebranding to be a technology firm and
yet you don’t need to know the new technology?”” The room
was silent. Then I went on to say, “In the past it is true that
a leader did not need to know the technicalities of the work
that the team members did, but in today’s reality the leaders
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must know as much as they possibly can about the technology
in order to have relevance with the team.” The CEO had been
accepting the approach of the VP of sales because he was not
willing to engage in a dialogue with her about how she needed
to step up and be more proactive in her role and to learn as
much as she could about the technology. This company had a
need for breakthrough transformation in order to achieve the
objective of being a technology firm rather than a telephone
firm. The attitudes and the behaviors of the executives needed
to fundamentally change in order to transform and drive
business forward. I am happy to say that as a result of that
two-day retreat, the company went on with the rebrand and a
new commitment to training and upgrading of leadership skills
to ensure the focus remained on iranstormation and making
positive change.

Generation Y

The Generation Y impact is a profound change that I identi-
fied and that [ havehelped clients with over the past five years.
When I wrote my book, 101 Ways to Make Generations X, Y
and Zoomers Happy at Work in 2010 it was as a result of clients
telling wie that they were being majorly challenged by this new
younger demographic who was in the workforce.

By 2020, Generation Ys are expected to make up around 50
percent of the workforce; by 2025 this number is projected to be
75 percent. Yes Generation Ys bring new approaches, innova-
tions, unique values, and ways of working, and they are going to
be the dominant demographic in the workplace, which means
what they want will rule. This is a generation that has tech-
nological intelligence and innateness and that is focused on
working smarter with the use of technology rather than harder
(aka longer hours).
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Many Generation Ys will live at home until the average age
of 35; they are willing to live at home longer until they find
a company that they truly want to work for. Gen Y are either
staying home longer until they find work they love or they are
working at what they want but it doesn’t quite pay enough for
them to move out. The implication for organizations is that they
must shift from creating an environment in which they assume
people need to work to one in which people want to work.

We need to transform the workplace and the culture to
include the viewpoints and ideas of Generation Y and to be
engaging for all of the generations. Generation Ys.are not
the reason companies need to transform; the reason for the
transformation imperative is technology, and Generation Y
happens to be the generation infiltrating tive workplace that
has been born with technology as a pare ~f their life since birth.
Generation X or Baby Boomer pareiies taught Generation Ys
to do what they love, to ask for what they want, and that life is
too short to be in one job for life; Because of this, Generation
Ys show up at work and want the workplace to segue to their
lives; they want it t¢-ba'fun, to be collegial, to be creative,
and to have the ahility to enjoy life while having a career. The
art of change leadesship includes the ability to adapt to the
Generation Y influence and to incorporate their ideas as well
as their creative solutions for driving transformation forward.

Cloud Computing

The other trend that is impacting the need for transformation
is cloud computing. Big data, the cloud, robots, real time,
video, collaboration tools, and open-source platforms are
changing everything. The cloud puts the power of technology
in the hands of employees. Robotics is forcing us to rethink
the jobs that humans can and should do. Recently, I was a
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keynote speaker for the American Manufacturing Excellence
conference on finding and keeping good people, and robotics
was a big item of focus because many mundane and repetitive
tasks in the manufacturing industry are being replaced with
robotics. Interestingly a 2015 statistic by Fortune 500 magazine
says that 82% of CEOs of the biggest companies plan to employ
more people two years from now than they do today even with
robotics entering the workplace. The change of bringing on
robotics is in response to one of the biggest challenges for many
traditional industries, namely finding talented new people,
and many Generation Ys are happy to do_iobs that involve
technology such as operating robots and mot so happy doing
jobs of repetitive labor (the jobs that rebocs do).

Big data is also giving us insights into the metrics of how we
work and how customers intera<twith us. Collaboration tools
give us the ability to connect pzople and information together
anywhere, anytime, and-on any device. Data collection as a
focus has shifted into.¢ara action—leveraging information from
data mining to imptrove customer deliverables and business
results.

Business agility has become the primary advantage being
delivered hy the cloud, says a new survey by Harvard Business
Review Analytic Services of 527 Harvard Business Review
(HBR) readers in large and midsize organizations. Business
agility is the main objective for adopting cloud computing,
with nearly a third of respondents (32 percent) saying it was
their primary reason for pursuing the cloud. This was followed
by increased innovation (14 percent), lower costs (14 percent),
and the ability to scale up and down in response to variations
in business demand (13 percent). So you can see the need for
breakthrough transformation in this fast-paced and changing
world. The human requirement is for all of us to master the art
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of change leadership. This requires the ability to be responsive
and quickly adaptive to change and to have the mental agility
and the emotional agility to lead people to the exciting future
of business that lies ahead.

THE INCREASING NEED FOR
INNOVATION AND SPEED

In addition to the need for breakthrough and transformation,
there is the ongoing reality of the speed of change and the need
for rapid innovation. In the example of the AT&T foundry a
structure was created to focus on innovation as @ main driver
for the business. There is an opportunity for an oiganization of
any size to create its own innovation hub: ‘There are innova-
tion hubs available for start-up companies, but what if exist-
ing companies created their own ititiovation hubs similar to
AT&T’s. An example of an innovation incubator is Innovation
HUB—Florida Innovation HUB at the University of Florida.

The mission of the Innovasion HUB is as follows:

The Florida Innavation Hub was created to serve as catalyst
for start-up =caipanies whose technologies emanated from
laboratoriez at the University of Florida and throughout the
state. Our mission is to provide them with the infrastruc-
ture, logistics, and resources needed to get up and running
effectively and efficiently. In doing so, the Innovation Hub
hopes to help those companies and others bring research
discoveries to the marketplace, creating additional jobs for
Floridians.

The Florida Innovation HUB is modeled after successful
entrepreneurial-focused commercialization centers. According
to the National Business Incubation Association (NBIA),

11
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companies that graduate from a business incubator create jobs,
revitalize neighborhoods and commercialize new technologies,
thus strengthening local, regional, and national economies.
Historically, NBIA member incubators have reported that
87 percent of all firms that have graduated from their incubators
are still in business.

What is great about innovation centers such as the Florida
HUB is that it provides a format for continual research and
innovation. Many organizations say they want to be innovative
and speedy and yet they have not created a format or environ-
ment for both of these things to be focused ori. ‘We need future
focused change leaders who will not only question whether they
have processes aligned with what the c-mpany and executives
say they want to create but who will actually lead the change
to create the solutions and the fafrastructures to ensure that
innovation is a consistent fccus. The manufacturing industry
has recognized the need ¢t innovation hubs; in 2014, three
Manufacturing Innovation Institutes were announced, each
geared toward a particular field of manufacturing development
and funded in' & similar fashion. At North Carolina State
University t -Raleigh, an innovation hub known as the
Next Generation Power Electronics National Manufacturing
Innovation Institute was launched in January 2014 and tasked
with improving energy efficiency. N.C. State and its partners
will tackle the broad challenge by advancing the technology
and production of special power-oriented semiconductors to
improve efficiency in applications ranging from electronic
devices to electric vehicles.

Innovation today is not innovation of the past. In the past,
innovation was led by the senior leaders who would then report
back to the employees about the innovations that were going to
take place. Today, innovation requires open-source. Think Tesla
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and this excerpt from a June 12, 2014 blog post from Elon Musk
on the philosophy of sharing for the sake of innovation:

Excerpt from All Our Patents Belong to You

Elon Musk, CEO, June 12, 2014

If we clear a path to the creation of compelling electric vehi-
cles, but then lay intellectual property landmines behind us
to inhibit others, we are acting in a manner contrary to that
goal. Tesla will not initiate patent lawsuits against anyone
who, in good faith, wants to use our technology.

Elon Musk is an example of a change leader wha is focused on
the bigger picture of innovation and speed; iits-overwhelming
objective is to have more electric cars a reaiity sooner than later.

So what if we applied Tesla’s appreai to innovation in our
companies today? Innovation as.a-coilaborative approach not
only solves the transformation dilemma, it also creates greater
engagement for all employess within the company. In order to
create speedy innovatior;-it takes more than a few people; it
takes a village. Steve 1obs acknowledged that he had creative
vision and he was quick to state that he had a team of talented
developers and-cieators that worked together and in a dynamic
way that encouraged sharing ideas, challenging the ideas in a
healthy way, and then sharing the innovation as quickly as they
could to the market.

In fact, it is speedy innovation that keeps Apple as one of the
world’s top performing organizations. No sooner do they release
a new version of the iPhone, they are consistently and con-
stantly creating new products with new features that are right
on target with the consumer needs. In fact, one of Apple’s many
successful business approaches is anticipating what the customer
wants before he or she even knows they want it.

13
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Innovation and speed is not limited to technology. You and
[ both know that technology needs humans to operate it (well,
at least so far!). As change leaders who drive transformation,
we as humans need to increase our speed of thinking, of link-
ing unknown things together, of connecting with each other in
helpful and productive ways, and in adding value to employees
and customers. How? There will be more about that later on in
the chapters that follow.

WHO IS RESPONSIBLE FCR
LEADING CHANGE?

[ know it’s an obvious question, and yet, s it?

You may already inherently know chat you are responsible
for leading change, you are the-ae reading this book, you are
the one who is a leader eithet with the title or without the title
in your workplace. It is m7 p hilosophy that everyone is a leader!
Being a leader of chanpc is very different than being a reactor
to change. One drives success forward, the other resists the fast
pace of change and slows down progress. Do me a favor and right
now pick up@wven or use your personal device with a writing app
and writc your name using your opposite hand. Now, if you are
ambidextrous, you have an advantage, but must of us are not.
Notice that the writing is not as legible, smooth, or pretty as
when you write with your dominant hand? Why?

Because we use our dominant hand to write, writing with our
dominant hand has become an unconscious competency we just
do. This is how many people respond to change: he or she has a
way of reacting to change and that way either creates progress
or it hinders it.

If you were to practice writing with your nondominant
hand for about 30 to 90 days, you would be able to write more
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competently with your opposite hand and you would be able to
increase your skill set to write with either hand you chose to
use. The same is true for change.

If you focus on being more responsive, flexible, open, and
creative for a minimum of 30 days you will begin to create a
new level of unconscious competency.

So if you are responsible for being a leader of change, what
is it going to take for you to be a master leader of change?

First, it takes desire; do you want to be more responsive, more
creative, more engaging, and create more dynamic results?

Next, it takes commitment; are you willing to do-what it
takes to create the next level of flexibility and adaptability
knowing that it will create more excitement.2nd energy for
yourself as well as for those you influence’?

Last, it takes a calling; do you know.t}iat your legacy, the rea-
son you are here is to make a lasting/irnpact with how you show
up and with how you inspire aria imotivate others to navigate
these times of fast-paced chaigs?

If you answered yes to-these three questions, then you have
answered what Joseph Campbell calls the heroes’ journey: the
desire to be a mastér of change leadership and to make an even
bigger impact et tiie world than you already have.

The other answer to who is responsible for change leadership
is everyone.

As a change leadership expert, | have found that, for many
people, change is hard. Many people say they want to change
and they make an effort and then inevitably they fall back to
the previous way of doing things.

Psychologically change can be overwhelming. This is be-
cause we are wired for fight or flight. These reactions are helpful
when we are in a life or death situation but not so helpful when
we want to navigate change with speed and innovation!

15
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Depending on personality and the amount of change someone
has had in his or her life and work they may view change as
a threat or as an opportunity. As a leader of change, the art
of change leadership is to better understand how people can
succeed at it and to inspire them to move with it.

[ often tell my clients and audiences that, to be a successful
leader today, we must all become better psychologists to better
understand why people might be resistant to a specific direction
and to understand to a deeper level how to shift them to be a
part of the change.

Leaders must also better understand behavioral economics—
the study of how human thought and behzvior affect decisions
provides us with clues for why creatinig lasting change is so
difficult. Factors such as status quo-tias (a preference for keep-
ing things the same) and loss avession (the tendency to prefer
avoiding pain more strongly thian acquiring progress) interact
to stack the odds againsteniployees acting very differently for
very long.

Gallup conducted-a study of effective change management
using the Change Management Index, and found that man-
agers in the top quartile engaged 77 percent of their employees
on averace” Managers in the bottom quartile engaged only
1 percent of their employees on average, and 54 percent of
their employees were actively disengaged. Even when an
organization’s leaders advocate for change, when more than
half of the employees on a given team do not participate, it’s
difficult to make that change happen.

Talented managers who engage their teams and assist their
employees to see how their work connects to the vision for the
future are key to every successful change approach. Talented
managers deliver daily focus to keep employees moving in the
change direction rather than waiting for annual performance
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reviews to help them correct their course. In these times
of fast change, we use technology to be a part of our tools
for keeping everyone focused on the new change direction.
A great example of this is real-time performance tools that
recognize and reward people for the activities we want to
establish as the new norm. Companies like www.work.com and
https://www.7geese.com/welcome/ provide instant feedback
through texting, e-mail or group messaging to employees
when they are exhibiting the actions aligned with the desired
behaviors that are aligned with the change direction of the
company. Tools like this increase the speed of feedbdcl as well
as reinforcing desired behaviors by those in the conpany.

SO WHY DO ORGANIZAT's2NS NEED
CHANGE LEALLRS?

We need change leaders because-vie are living and working in
times of major transformaticn. We must have change leaders
because change leaders wre transformers helping to drive
innovation forward. ¥We need change leaders because change
is challenging and-we need change leaders to model how to
thrive and innovate.and create positive outcomes.

In the next.chapter, we consider why you and why now,
which will include a few quizzes and self-assessment tools to
help you get clear on your strengths as a change leader and
your areas for development. There will also be an opportunity
to practice what you learn and to set a personal plan for 30, 60,
and 90 days so that you can further enhance your unconscious
competency as a change leader.
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