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What makes a good 
manager of change?  
In response to evolving conditions, you came to 
realize your organization must change. You are 
now ready to move into action. As the 
organization’s chief, one of your first and most 
critical decisions is to appoint the team that will 
lead the project. Typically, the leadership 
consists of a project director with overall 
responsibility, seconded by project managers 
focusing on specific aspects. These people will 
be your change agents - the ones upon which 
the success of your initiative will rely. What 
makes a good change manager then? 

When assessing potential candidates, you need 
to ask yourself three questions: Do they have 
the right attitude? Do they possess the 
appropriate knowledge? And do they master 
the necessary skills? Let’s look at each of these 
viewpoints. 

The right attitude 
A change agent cannot succeed without great 
persistence. Change is a complex and laborious 
process that arouses strong feelings and 
emotions. Angry people, frustrated teammates, 
conflicting priorities, unforeseen problems or 
behind-the-scene resistance pose daily 
challenges. A project manager cannot lead her 
team through these minefields without 
determination and stamina. 

To avoid mid-course changes in leadership, the 
person must be fully committed to see the 
project through completion. A good way to 
ensure that is to appoint an ambitious individual 
who presents substantial potential for career 
advancement within the organization. She will 
look at the challenge as a terrific career-building 
opportunity and will be highly motivated to 
succeed. The benefits will actually extend well 
beyond the project’s time horizon. Indeed, the 
initiative will provide this high-potential 
employee with a broader understanding of the 
business, an extended network of relationships 
and stronger leadership skills. 

In term of attitude, there is one aspect that is 
often overlooked. The change manager must be 
prepared to stand up for the project, even if it 
means tactfully challenging powerful executives 
– including you. In a previous article (“From the 
abyss to the lighthouse – Six fundamental 
principles of effective change execution”), we 
stressed how critical the sponsorship role is in 
any change projects. We said that 
implementation problems are often due to the 
sponsoring executives underestimating the 
significance of their duties. 

Here are typical issues: 

 The sponsors might not be doing enough to 
sanction the change and build the case; 

 They might be reluctant to commit the 
necessary resources; 

 They might send conflicting messages about 
the importance of the change by failing to 
apply enough pressure to those who resist, 
or considering mid-way through the 
process a new ‘top-priority’ initiative. 

When any of this occurs, the project is in 
serious trouble. It is the responsibility of the 
change agent to raise the issue with the 
sponsors; otherwise the project will end up 
failing. An effective change agent we worked 
with captured this attitude as follows: “My 
primary goal is to ensure this project succeeds 
no matter what. My secondary objective is to 
preserve my personal relationships with all 
senior executives. If I must choose, I will have 
no hesitation: the former objective takes 
precedence”. This might sound extreme, but 
the best change agents really are “diplomats 
with a strong spine”. 

The appropriate knowledge 
The project director should be a seasoned 
change agent with a general understanding of 
the business. However, project managers 
should be subject-matter experts in their 
respective area of responsibility. Having 
someone with excellent project management 
skills is simply not enough.  They will crash due 
to lack of detailed understanding of the subject 
area. Expertise also brings the credibility and 
respect much needed to succeed in their role. 
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For example, if you have decided a 
major overhaul of your brand, you 
might consider appointing the 
following experts and breaking 
down the project accordingly: a 
marketing specialist to handle 
external and internal 
communications, a training expert 
to ensure employees can deliver 
the brand’s promise, an 
organizational development 
professional to align the 
management systems (e.g. 
performance assessment, rewards 
and recognition), and an 
operations specialist to adjust or 
redesign the pertinent processes. 

In addition to the relevant 
expertise, a change agent should 
be well connected throughout the 
organization. These active 
relationships are instrumental in 
communicating effectively with 
stakeholders, developing 
supporting coalitions, and 
designing a successful rollout. 

The necessary skills 
Change is not for the faint of heart. With so 
much at stake, the pressure on the project 
leadership is always tremendous. A change 
agent has to operate under a huge amount of 
instability and uncertainty. She has to manage 
conflicting priorities, multiple constituencies and 
fast-approaching deadlines. She is responsible 
for guiding the organization through the 
numerous challenges of the transition. 
Therefore, in order to survive, a project leader 
must possess the proven ability to remain highly 
effective under intense fire. We have seen 
otherwise outstanding project managers 
collapse under the escalating pressure. Most 
often, the breakdown occurs when that person 
is overseeing a critical phase, so the whole 
project can be delayed. And beyond the 
individual drama, a burnout has a negative 
impact on the morale and cohesion of the 
project team. 

As with any other projects, the days of a change 
agent are filled with problems to solve. 
Consequently, the project leader needs 
outstanding analytical skills in addition to be 
very organized and disciplined, both in her 
thinking and her actions. At the same time, a 
good change agent must be flexible enough to 
workaround roadblocks and handle evolving 
priorities. In other words, a disciplined yet 
flexible approach to tackling challenges. Lastly, 
because the devil is in them, attention to details 
cannot be overlooked. 

Note: the change leadership team should adopt 
a common project management framework in 
order to ensure effective communication, 
coordination and monitoring throughout the 
initiative. Ideally, each leader will have been 
formally trained in project management and 
they will have mastered the methods. 
Otherwise, the project director should organize 
a crash course. In any case, the director must 

WHAT MAKES A GOOD MANAGER OF CHANGE? 
Use the following check-list next time you have to assemble a 
change leadership team: 

The right attitude 
• Persistence, fuelled by high stamina 
• Committed to see the project through completion 
• Prepared to stand-up for the project, even if it means 

tactfully challenging powerful executives 

The appropriate knowledge 
• Respected subject-matter expert in area of project 

responsibilities 
• Well connected throughout the organization 

The necessary skills 
• Proven ability to remain highly effective under fire 
• Excellent analytical skills 
• Very organized and disciplined, yet flexible 
• Project management, attention to details 
• Outstanding team building, interpersonal 

understanding and communication skills 
• Participative leadership style, switching to a directive 

style when necessary 
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facilitate a session with all change agents to 
discuss the chosen framework, clarify the roles 
and responsibilities, and define the core 
processes (project reviews, scope and risk 
management, conflict resolution, stakeholder 
communications, etc.). This critical meeting 
should be organized within days of the project 
kick-off. 

Team building, interpersonal understanding and 
communication represent another mandatory 
set of competencies. To understand why, let’s 
look at the people dynamic. 

The change agent has to build a core project 
team and leverage numerous coworkers across 
the entire organization. To succeed, she must 
create a strong sense of identity, purpose and 
joint-ownership among them, as well as a high-
performance mindset. In order to engage these 
people, her natural leadership style should be 
participative. However, she must have the 
ability to be directive when arbitrage or swift 
decisions are required. 

To manage resistance - a natural part of the 
change process - you must start by 
understanding it. The project leader hence 
needs a great dose of empathy. She must be 
able to put herself in the shoes of the people 
affected by the change. Resistance is most 
damaging when it remains unnoticed. It usually 
occurs when the feelings and concerns of 
employees are ignored or when change is 
forced upon them. In order to mitigate the risk 
of hidden resistance, the change agent must 
engage the target groups in open discussions 
about their feelings. Whenever possible, she 
must also involve these groups in 
implementation decisions - another reason why 
a participative style is crucial. 

During any change initiative, communication is 
the glue that keeps the organization moving 
towards the desired state. For that reason, a 
good project manager must be able to 
communicate effectively at all levels and across 
functions. 

Conclusion 
After reviewing the above requirements with 
change sponsors, we often get a reaction along 

the line: “This is a hell of a long list!” Yes, it is. 
However, keep in mind that change is never 
easy and the failure rate is high. To maximize 
your chance of success, take a hard look at your 
candidates. Make sure the project director 
matches the above requirements as closely as 
possible, and that her core team is well 
balanced across all dimensions. You will avoid 
yourself a lot of trouble down the road. 

Last but not least: once you find the right 
individuals, make sure they can dedicate the 
bulk of their time to the initiative. If the project 
is large, the change leaders must be full-time. 
 
 

ABOUT THE AUTHOR 
Edmond Mellina is president of 
ORCHANGO – a provider of 
innovative and proven learning 
programs especially developed for 
organizations in transition. With 
its flagship Change Master 
Program, ORCHANGO is known 
for world-class change 
management training. 

Edmond is internationally recognized as an expert in 
the field of change and transition management. He is 
the creator of the ORCHANGO Change 
Management System™ and the ORCHANGO 
Learn-and-Execute System™. 

Edmond’s articles have appeared in leading business 
publications around the globe; the media regularly 
interview him as an expert source. 

As a speaker, Edmond addresses audiences on 
change management, leadership development, 
multicultural teamwork and the art of influence. 

Edmond holds a Master of Engineering from the 
prestigious “Grandes Écoles” of France, and is a 
graduate of the Ivey Executive Program. He is fluent 
in both English and French. 
E-mail: emellina@orchango.com 
Tel: (1) 416-607-6474 
Website : www.orchango.com  

 

http://www.orchango.com/�

	Change Master Series
	What makes a good manager of change?
	By Edmond Mellina

	What makes a good manager of change?
	About the author
	Tel: (1) 416-607-6474


	What makes a good manager of change?
	Use the following check-list next time you have to assemble a change leadership team:
	The right attitude
	The appropriate knowledge
	The necessary skills



<<

  /ASCII85EncodePages false

  /AllowTransparency false

  /AutoPositionEPSFiles true

  /AutoRotatePages /None

  /Binding /Left

  /CalGrayProfile (Dot Gain 20%)

  /CalRGBProfile (sRGB IEC61966-2.1)

  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)

  /sRGBProfile (sRGB IEC61966-2.1)

  /CannotEmbedFontPolicy /Error

  /CompatibilityLevel 1.4

  /CompressObjects /Tags

  /CompressPages true

  /ConvertImagesToIndexed true

  /PassThroughJPEGImages true

  /CreateJobTicket false

  /DefaultRenderingIntent /Default

  /DetectBlends true

  /DetectCurves 0.0000

  /ColorConversionStrategy /CMYK

  /DoThumbnails false

  /EmbedAllFonts true

  /EmbedOpenType false

  /ParseICCProfilesInComments true

  /EmbedJobOptions true

  /DSCReportingLevel 0

  /EmitDSCWarnings false

  /EndPage -1

  /ImageMemory 1048576

  /LockDistillerParams false

  /MaxSubsetPct 100

  /Optimize true

  /OPM 1

  /ParseDSCComments true

  /ParseDSCCommentsForDocInfo true

  /PreserveCopyPage true

  /PreserveDICMYKValues true

  /PreserveEPSInfo true

  /PreserveFlatness true

  /PreserveHalftoneInfo false

  /PreserveOPIComments true

  /PreserveOverprintSettings true

  /StartPage 1

  /SubsetFonts true

  /TransferFunctionInfo /Apply

  /UCRandBGInfo /Preserve

  /UsePrologue false

  /ColorSettingsFile ()

  /AlwaysEmbed [ true

  ]

  /NeverEmbed [ true

  ]

  /AntiAliasColorImages false

  /CropColorImages true

  /ColorImageMinResolution 300

  /ColorImageMinResolutionPolicy /OK

  /DownsampleColorImages true

  /ColorImageDownsampleType /Bicubic

  /ColorImageResolution 300

  /ColorImageDepth -1

  /ColorImageMinDownsampleDepth 1

  /ColorImageDownsampleThreshold 1.50000

  /EncodeColorImages false

  /ColorImageFilter /DCTEncode

  /AutoFilterColorImages true

  /ColorImageAutoFilterStrategy /JPEG

  /ColorACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /ColorImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000ColorACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000ColorImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasGrayImages false

  /CropGrayImages true

  /GrayImageMinResolution 300

  /GrayImageMinResolutionPolicy /OK

  /DownsampleGrayImages true

  /GrayImageDownsampleType /Bicubic

  /GrayImageResolution 300

  /GrayImageDepth -1

  /GrayImageMinDownsampleDepth 2

  /GrayImageDownsampleThreshold 1.50000

  /EncodeGrayImages true

  /GrayImageFilter /DCTEncode

  /AutoFilterGrayImages true

  /GrayImageAutoFilterStrategy /JPEG

  /GrayACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /GrayImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000GrayACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000GrayImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasMonoImages false

  /CropMonoImages true

  /MonoImageMinResolution 1200

  /MonoImageMinResolutionPolicy /OK

  /DownsampleMonoImages true

  /MonoImageDownsampleType /Bicubic

  /MonoImageResolution 1200

  /MonoImageDepth -1

  /MonoImageDownsampleThreshold 1.50000

  /EncodeMonoImages true

  /MonoImageFilter /CCITTFaxEncode

  /MonoImageDict <<

    /K -1

  >>

  /AllowPSXObjects false

  /CheckCompliance [

    /None

  ]

  /PDFX1aCheck false

  /PDFX3Check false

  /PDFXCompliantPDFOnly false

  /PDFXNoTrimBoxError true

  /PDFXTrimBoxToMediaBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXSetBleedBoxToMediaBox true

  /PDFXBleedBoxToTrimBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXOutputIntentProfile ()

  /PDFXOutputConditionIdentifier ()

  /PDFXOutputCondition ()

  /PDFXRegistryName ()

  /PDFXTrapped /False



  /CreateJDFFile false

  /Description <<



    /BGR <>

    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>

    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>

    /CZE <>

    /DAN <>

    /DEU <>

    /ESP <>

    /ETI <>

    /FRA <>

    /GRE <>



    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)

    /HUN <>

    /ITA <>

    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>

    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>

    /LTH <>

    /LVI <>

    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)

    /NOR <>

    /POL <>

    /PTB <>

    /RUM <>

    /RUS <>

    /SKY <>

    /SLV <>

    /SUO <>

    /SVE <>

    /TUR <>

    /UKR <>

    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)

  >>

  /Namespace [

    (Adobe)

    (Common)

    (1.0)

  ]

  /OtherNamespaces [

    <<

      /AsReaderSpreads false

      /CropImagesToFrames true

      /ErrorControl /WarnAndContinue

      /FlattenerIgnoreSpreadOverrides false

      /IncludeGuidesGrids false

      /IncludeNonPrinting false

      /IncludeSlug false

      /Namespace [

        (Adobe)

        (InDesign)

        (4.0)

      ]

      /OmitPlacedBitmaps false

      /OmitPlacedEPS false

      /OmitPlacedPDF false

      /SimulateOverprint /Legacy

    >>

    <<

      /AddBleedMarks false

      /AddColorBars false

      /AddCropMarks false

      /AddPageInfo false

      /AddRegMarks false

      /ConvertColors /ConvertToCMYK

      /DestinationProfileName ()

      /DestinationProfileSelector /DocumentCMYK

      /Downsample16BitImages true

      /FlattenerPreset <<

        /PresetSelector /MediumResolution

      >>

      /FormElements false

      /GenerateStructure false

      /IncludeBookmarks false

      /IncludeHyperlinks false

      /IncludeInteractive false

      /IncludeLayers false

      /IncludeProfiles false

      /MultimediaHandling /UseObjectSettings

      /Namespace [

        (Adobe)

        (CreativeSuite)

        (2.0)

      ]

      /PDFXOutputIntentProfileSelector /DocumentCMYK

      /PreserveEditing true

      /UntaggedCMYKHandling /LeaveUntagged

      /UntaggedRGBHandling /UseDocumentProfile

      /UseDocumentBleed false

    >>

  ]

>> setdistillerparams

<<

  /HWResolution [2400 2400]

  /PageSize [612.000 792.000]

>> setpagedevice



