An Action Plan for Leading Change�





"The critical issue is not 'managing change,' it's 'leading change.'"


—John P. Kotter





Highly successful, nonincremental change in organizations—from the factory


floor to the boardroom—is 75% a leadership process and 25% a management


process. This process includes eight steps that look like this. No step can be


skipped; no step minimized.





 1.   Establish a sense of urgency: Examine market and competition realities.


       Identify and discuss crises, potential crises, or major opportunities.


       Eliminate obvious examples of corporate excess (i.e., company planes,


       catered lunches). Change won't occur where there is complacency.





2.    Create the guiding coalition: Pull together a group with enough power to


       lead the change, and urge them to work together as a team. No one


       person has the credibility, expertise, or skills to provide the necessary


       leadership alone.





3.    Develop a vision and strategy: Provide a vision that gives the change


       effort direction and motivates people. Set stretch goals achievable through


       great effort. Give clearly focused goals, yet be vague enough to allow for


       individual initiative and flexibility.





4.    Communicate the change vision: Use every vehicle possible to get the


       message out: big or small meetings, memos, company newsletters,


       formal and informal interactions. Communicate the vision in terms that


       will be understood in a five-minute discussion. Make sure the behavior of


       key players in the change program consistently and constantly reinforces


       the vision.





5.    Empower broad-based action: Change those systems or structures that


       seriously undermine the vision. Emphatically encourage risk taking and


       nontraditional ideas, activities, and actions.





6.    Generate short-term wins: Plan for visible performance improvements


       and early evidence that sacrifices are worth it. Recognize and reward


       people who make wins possible.





7.    Consolidate gains and produce more change: Use increased credibility to


       change all systems, structures, and policies that don't fit together and


       don't fit the transformation vision. Reinvigorate the process with new


       projects, themes, and change agents.





8.    Anchor new approaches in the corporate culture: Firmly anchor changes


       into the culture by making sure that employees see how new approaches


       to satisfying customers, improving productivity, etc., are linked to


       improved results. Also, be sure to alter promotion and succession to


       reflect the new vision.








� Excerpted from Leading Change by John P. Kotter. Harvard Business School Press, 1996.





Downloaded http://www.hbsp.harvard.edu/frames/groups/press/index.html 


15 March 2003.











