CHANGE MASTER SERIES

Circling the Pyramid of Change™

The five keys to commitment or resistance

By Edmond Mellina

mocom“ Cgf‘rpl;o I?EIGWc:rksuh..

This article first appeared on HR.com (www.hr.com), North America’s largest Web
destination for human resources experts.

It most recently appeared in Power Tools, the monthly newsletter published by
Workopolis (www.workopolis.com), Canada's leading provider of Internet recruitment and
job search solutions.

orchango

LEARN and EXECUTE

ORCHANGO is a division of TRANSITUS Inc. ® WWW.ORCHANGO.COM
Copyright © 2003 by TRANSITUS Inc. All rights reserved. ® WWW.TRANSITUSINC.COM

Unauthorized distribution, reproduction or presentation strictly prohibited.



CHANGE MASTER SERIES ® Circling the pyramid of change

Circling the pyramid

of change™

In any change initiative, the overarching
objective is to drive the lasting adoption of new
behaviours and  attitudes  within  the
organization.

The challenge can be framed through a series of
questions: What is the best strategy to build
commitment to the change! How do you
monitor the level of allegiance? What is the
difference between mere compliance and full
internalization? What drives resistance! How
can you turn resistance into support?

We have developed a model to help address
these issues. It has proven effective in a
multitude of change situations.

The pyramid of change

As illustrated in the figure below, the core of
the model is a pyramid projected from above.
The ground below and the corners at the base
of the structure correspond to specific states of
mind among the people in the organization.

They represent the five keys to commitment or
resistance to change.

I. Some degree of control and
predictability over the change: when
employees feel they have some control /
predictability over the change process and
its implications. If control / predictability
crumble, the pyramid collapses and
resistance spreads.

2. Convinced: when people understand and
agree with the rationale for the change;
when they come to realize the status quo
cannot be sustained.

3. Moved: when the change truly resonates
with the interests, values and beliefs of the
people in the organization.

4. Confident in the overall success of the
expedition: when people have confidence
in the ability of the organization to navigate
the change journey; when they believe the
leadership has the resolve to see the change
through.

5. Able to survive and succeed as an
individual: when people feel they can
survive the change, display the new
behaviours and succeed in the new
environment.

Change leaders need to create appropriate
conditions for employees to willingly adopt
fresh attitudes and behaviours, which the tip of
the pyramid represents.

OBJECTIVE:
Try = adopt new Convinced
behaviours, attitudes o=z -

and/or working practices

Some degree of control
and predictability
over the change

[ o

Able to survive
and succeed as
an individual

Copyright © 2002-2009 by ORCHANGO and TRANSITUS Inc. All Rights Reserved s WWW.ORCHANGO.COM

To get there, leaders must
promote the five states of
mind — therefore turning the

five keys.
They must: share with
Moved
S employees some control over
~ ﬁu=®
the process, or at least
\ .
\ communicate  clearly and
\ .
] honestly what will happen®;
: convince them®; get them
s excited®; earn their
0, confidence in the overall

success of the initiative®; and
overall success of ensure they are able to
the expedition operate both during and after
the change®.

Confident in the
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Circling the pyramid

These five states of mind constitute the critical
ingredients to producing lasting commitment to
change and minimizing resistance.

To illustrate why, let’s consider a few examples.

A service organization decided to redesign its
core business processes. The objectives were
to increase efficiencies, improve customer
service and capitalize on new strategic
opportunities. The corporate leaders did an
outstanding job articulating the case for the
change, thus convincing the leadership teams in
the various business units. Because the company
had a very strong customer-service culture, the
initiative resonated with everyone’s beliefs and
a general sense of excitement quickly developed
(moved). Nevertheless, resistance surfaced
shortly after the transition plans were
communicated. The general managers of the
business units were leading the rebellion. They
had come to realize a significant portion of the
implementation costs would affect their profit &
loss for the current year. It was bad news for
their bonus. Their initial excitement quickly
collapsed, replaced with anger and resentment.

In a professional services firm, the finance
department had been complaining for years
about the accounting software. When the
company finally decided to replace the
technology, the finance group welcomed the
news with genuine excitement (moved). It was a
case of preaching to the convinced. They had
confidence in the technical abilities of their I.T.
colleagues. Yet, the rollout of the project didn’t
go smoothly. The training provided by the
vendor was too generic and superficial.
Resentment and resistance grew among the
accounting clerks. They were unable to function
effectively with the new systems. Like a chain,
their commitment was only as strong as the
weakest link — i.e. their ability to operate the
software.

A manufacturing company decided to drastically
revamp production in one of its plants. The goal
was to improve quality and time-to-market. The
Regional Vice-President and the plant’s General
Manager were absolutely committed to the
initiative. They invested the necessary resources

and assembled a team of respected experts to
run the project (confidence). They met with the
various shifts of workers to communicate the
rationales for the project. They also made it
clear to everyone the only option was to come
along: the executive concluded each town-hall
meeting by declaring, “Those who don’t change
will have no future here!” This statement alone
convinced the workers that compliance was in
their best interest. The project team designed a
thorough training program so that the
employees were fully equipped to operate in
the new production environment (able). They
involved workers’ representatives at each stage
of the initiative (control / predictability). The
project was a great success, at least on the
surface. Once the new processes were in place
and running smoothly, the project managers
returned to their regular duties. A few months
later, the sponsoring Vice-President relocated
to another region as a result of a promotion.
Shortly after, pockets of resistance emerged
throughout the plant. Some workers started to
complain  vehemently about the new
procedures. Others quietly reverted to the old
way of running the production. The tension
grew steadily between employees and
management. The plant experienced a sharp
decrease in quality and significant production
delays. Why these late-stage setbacks! The
change leaders had overlooked the need to
build emotional commitment throughout the
change process (moved).

As 19t century French writer Joseph Roux
once said, “Nothing vivifies, and nothing kills,
like the emotions”.

The lesson is that change leaders must work on
turning all the five keys in order to build lasting
commitment to change.

It means: to provide employees with some
control /| predictability over the change process;
convince and move people; earn their confidence
in the organization’s aptitude to navigate the
change journey; and ensure they are able to
operate both during the transition and in the
new environment.
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We refer to this process as “circling the
pyramid”.

How you go about it is less important than
ensuring you cover each of the bases, the sine
qua non of proper change internalization.

Change implementation strategies

There are six entry points to start circling the
pyramid: through any of the five keys, or
through the top of the pyramid. We can map
each entry point to a generic change strategy, as
described in the table below.

There is no single-best approach to implemen-
ting change. Each strategy emphasizes one of
the building blocks of change commitment.
However, as previously discussed, lasting
commitment is built by circling the entire
pyramid — i.e. by addressing all five states of
mind (“by turning the five keys”). Consequently,
the best approach is to adopt a portfolio of
strategies and tailor its application, first to the
overall situation and second to the target
populations.

As with a marketing campaign, the change
leaders  should segment the  various
stakeholders into groups sharing specific

attitudes toward the initiative. They should
leverage their insights into these segments to
develop customized implementation plans.
Furthermore, they should craft individualized
plans designed to win over the key players in
each segment, such as the top executives, local
managers and opinion leaders.

Commitment building activities

Commitment to change is built over time,
through a series of activities performed during
the entire implementation. The sample below
links activities and strategies.

Involvement strategy: two-way
communication with employees on an
ongoing basis; involving them in refining
the vision and in developing plans to
make it a reality.

Persuasion strategy: making the case
for the change (for more on this, please
refer to the Abyss & Lighthouse
concept described in our article titled
“From the Abyss to the Lighthouse —
The Six Fundamental Principles of
Effective Change Execution”); explaining
why the status-quo cannot be sustained;
producing tangible arguments; providing
incentives to change.

Seduction strategy: articulating the
need for change in terms (often
intangible) that resonate with the
interests, values and beliefs of the target
population. For example, in an
organization with a strong customer service
culture, by stressing how the change will enable
employees to better serve their clients.

Confidence-building strategy: ensuring the
project is led by talented and respected people;
communicating the implementation plans and
how they were developed; designing a program
of change aiming at generating “quick wins”;
running pilot projects.

Training strategy: providing effective training

and tools to ensure the workforce is fully
equipped to succeed in the new environment.
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Role-Model, coercion or try-out strategy:
appoint in visible positions of leadership
managers who exemplify the new behaviours;
forcing people to change through the use of
power and punishments (which should be a last
resort); or making a deal along the line: “instead
of arguing, let’s try it for a while and then we’'ll
talk about it”.

Conclusion

Building lasting commitment to change is a
multi-dimensional undertaking that requires a
multi-pronged approach. We recommend you
leverage the pyramidal model to think through
the challenge; craft customized plans; and
monitor change internalization.

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 Ecoles” 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

© 2003 by TRANSITUS Inc. All rights reserved. ® WWW.TRANSITUSINC.COM ® WWW.ORCHANGO.COM


http://www.orchango.com/�

	Change Master Series
	Circling the Pyramid of Change™
	The five keys to commitment or resistance
	By Edmond Mellina


	Circling the pyramid of change™
	The pyramid of change
	Circling the pyramid
	Change implementation strategies
	Commitment building activities
	Conclusion
	About the author
	Tel: (1) 416-607-6474





<<

  /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



