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TRIBUTE TO PETER PETER DE PRINS

By Kurt Verweire and Geert Letens, co-authors

It was in January 2014 that we began our search for the holy grail of change management. Initially, we each did this separately, based on our own backgrounds in the management field. However, it soon became clear that the strength of our new approach would be found in combining our knowledge and integrating our expertise. After endless hours of reading, discussing and synthesizing, we gradually began to see the contours of what would become the Six Batteries of Change. The book is the result of a collaboration between three very different characters, each with his own views on the theme of transformation and change. It has produced a holistic change model that brings together the best of each of us and has opened the eyes of many readers, thanks to its simplicity and strength.

Within the overall process, each of us had his own role. Peter was the man for fresh ideas, imaginative metaphors and powerful one-liners. Searching for thirty descriptions of energy loss? Only a man like Peter could actually gain energy from such a task! Our meetings to discuss the book were always inspirational and constructive. Once again, this was one of the great merits of Peter. His knowledge of the emotional side of change management and his many personal stories often gave us new perspectives on the change process and he continued non-stop to challenge a too one-sided rational approach. Sometimes uncertainly, but often with great passion and conviction.

When the book was published, Peter was the main driving force behind the ideas to more widely publicize the model. For him, the book launch had to be (and was!) a unique event. Inspiring and entertaining, but also something that touched a chord. Peter orchestrated the entire thing, right down to the smallest detail. And it was indeed a memorable experience for everyone who was there (if you want to see for yourself, have a look at the film on YouTube https://www.youtube.com/watch?v=nUZ1Oe9qnKU). Even after the launch, Peter continued to be an excellent ambassador for the book. Wherever he could, he spread the ‘gospel’ of the six batteries in his energetic and passionate style. Together with Geert and Heidi, he even set up his own consulting company, LQ, with the aim of transforming the ideas in the book into practice. He was ready to spread the Six Batteries of Change ideology around the globe.

Imagine, then, our surprise and dismay, when we learnt of Peter’s death in August 2020. We were already starting to think about a follow-up book... Even today, it is still hard to comprehend what has happened and to give it a place. In addition to losing a good friend and a listening ear, we also lost an enthusiastic, inspirational and energetic colleague. We miss you, Peter, but we are so grateful for our many moments of co-creation together. We continue to carry you in our memories, in our hearts and in all we do…

This edition of the book is also a tribute to Peter.

– Geert & Kurt

By Heidi Theys, colleague and business partner

For me, Peter was a good friend, colleague and mentor. He was the most intense ‘people-person’ that I have ever met. He really knew how to listen and how to make his conversation partners bigger and better. Peter worked very hard but at the same time he had a huge lust for life. He gave us energy and inspiration, and had a lasting impact on our ‘being’.

My story with Peter starts twenty years ago, when I got to know him as a mentor in a leadership program. Peter knew how to be confrontational when he needed to be. He always gave me honest feedback, direct and straight to the point. He had the ability to turn the most complex matters into simple and powerful one-liners. During our first mentoring session, he immediately gave me two key words to remember: ‘BE THERE!’ He said: ‘Heidi, you can always choose where you are, and with whom and why, so make sure that wherever you are and whatever you are doing you always give the full 100%! Be there ...’ This is a life lesson that I still try to put into practice every day.

Two years ago, Peter and I decided to set up the company LQ with Geert Letens. The aim was to convert the ideas in the Six Batteries of Change into practice. LQ stands for L ‘lemniscate’ and Q ‘trigger’. It is our motto for continuous learning. Together with the LQ team and our customers, we intended to further perpetuate Peter’s legacy. Peter always set the bar very high, both for himself and for the team. He was constantly surprising us with new strategic insights, international opportunities and creative ideas.

Peter’s great passion outside of work was music. Music allowed him to find an ideal outlet for his intensity and vulnerability. With his musical stories, he wanted to make the world a pleasanter and more inclusive place. Every time he came into the office, he would say: ‘Let’s put some music on; you all look so serious!’ He always started and finished his workshops with music and in the future he wanted to make music an integral part of our coaching sessions.

In Peter’s case, there is no such thing as ‘goodbye’. It is impossible to forget him. The LQ team would have loved to have worked with him for many more years to come, but it was not to be. However, he would be very proud if he could see how LQ and its customers are now making an impact worldwide. Peter continues to travel with us as we make this journey towards our dream of becoming a leading authority on business transformation and change with a global footprint. We are certainly going to do everything in our power to make this dream come true and we know that Peter’s spirit and ideas will be with us every step of the way. We will honor, preserve and extend his legacy and are so grateful for the limitless passion and energy he gave us.

– Heidi

By Patrick De Greve, colleague at the Vlerick Business School

For more than ten years I had the pleasure of knowing Peter De Prins as both a colleague and as a friend. What an inspirational man! His career was varied, to say the least: entrepreneur, business coach, adviser, trainer and finally professor in leadership at the Vlerick Business School.

He was able like no one else to build the bridge between theory and practice, always finding the right synthesis that few others could see. During his lessons, Peter succeeded in working his way into the hearts, hands and heads of our students, executives and alumni, allowing him to make a lasting impact on the way they look at leadership and change.

And when he started seven years ago to dream about writing a book with Kurt Verweire and Geert Letens – the title of their book, Six Batteries of Change, only emerged later – you knew that it wasn’t going to be just another run-of-the-mill work about leadership and change management, but would be ground-breaking and inter-disciplinary, setting new boundaries and bringing together the authors’ combined years of wisdom and experience, substantiated by the most recent supportive research.

The result was indeed a powerful synthesis dealing with strategy and making choices, culture, ambition and leadership, and stability and change. It was a book that not only provided inspiration, but also offered the necessary instruments and toolkits, as well as their revolutionary model based on six forces, which the readers could use as practical guidance that could easily be translated into their own particular situation.

Many authors write their books alone or occasionally with a co-author. Books with three authors are very much the exception. Even so, Six Batteries of Change brought together the different and wide-ranging expertise of Peter, Kurt and Geert in a manner that created a unique book and an equally unique central model; a model with real impact and the right balance between the rational and emotional aspects of life that connect us all.

With this book, Peter continues to inspire us each and every day. Because what is written, remains. And the writer always lives on...

– Patrick
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How do companies implement change in rapidly changing times?

Why would our integrative, inclusive model of the six batteries work better than traditional change models?

[image: ]


Spark for reflection: The mastery of Team Sky

Cyclist Bradley Wiggins looked out of the window of his private jet, as it left the French coastline behind and headed towards England. Accompanied by his wife and two children, as well as manager of Team Sky, Sir Dave Brailsford, he was flying home for the final stages of preparation before the 2012 Summer Olympics. In 10 days he would compete for gold in the individual time trial. Wiggins reflected on what had been an incredible year for him and Team Sky. He had won three important one-week stage races and a few hours earlier he’d stood on the podium as winner of the Tour de France, the world’s most prestigious cycling race.

Team Sky was a relative newcomer in the cycling peloton. It had been formed three years earlier by Brailsford, who had built credibility in Beijing 2008, where Great Britain won eight gold medals – a unique performance in British cycling history. Brailsford’s goal was to have the first ever British winner of the Tour de France. Mission accomplished.

Brailsford introduced a science-led approach that bred phenomenal success in the discipline of road racing. He and his team examined every aspect of cycling in minute detail for possible improvement, and the cumulative effect of those many small gains gave the team a considerable advance on the opposition. Team Sky had re-thought and worked hard on elements such as training, equipment, performance management, psychological support, nutrition, and racing tactics.

Team Sky had also established a special culture and connection among its riders. It provided individual psychological support and helped riders to deal with their emotional challenges and fears along the way.

In only three years of intensive hard work, their efforts had finally paid off. Wiggins realized that he and Team Sky had shown an almost complete mastery of sport’s most complex alchemy: the compelling amalgam of teamwork and individual effort…1



Really? Another model for change?

Getting an organization back on track and/or changing its course is always challenging. Managers try to instill new directions for their companies, but most of them fail to realize the strategic goals they have set. This is surprising, as there is plenty of help out there – including thousands of books that offer useful advice and numerous change management consultants.

Many of the traditional recipes for success have lost much of their value, though, as firms increasingly face more turbulent environments. John Kotter, Harvard Business School authority on change and inventor of the famous Eight-Step Model For Leading Change, acknowledges that traditional change tools can deal with tactical and strategic issues in a changing world only up to a point. These tools and approaches are effective when it is clear that you need to move from point A to a well-defined point B, and when the distance between the two points is not enormous.2

That linear world is gone. With that insight, it becomes dangerous to see change as a top-down, sequential process. As Figure 1 suggests, it’s no longer a top team who dictates what has to happen; meaningful activity is taking place at the grassroots level. Managers and employees at all levels are experimenting, and their orders and instructions are increasingly ambiguous. Companies today need to be ambidextrous: efficient in managing today’s business and adaptive to tomorrow’s demands.

The sequential, linear approach tends to look at managing change as a primarily rational process, overlooking the importance of the emotional side – for successfully implementing or dealing with change today is largely about influencing and convincing people. Employees of today have a habit of not conforming to the rational arguments and orders of top managers. Change is much more unpredictable than we often take for granted.

[image: ]

Figure 1 • New approaches to change management

A new change model must take into account this evolution in thinking about change. A contemporary and relevant change model needs to be inclusive.

[image: ] It specifies the roles of top and middle managers and employees in the change process.

[image: ] It reveals how the efforts of both top managers and lower-level employees contribute to effective change.

In addition, the new change model needs to be integrative.

[image: ] It reconciles rational with emotional aspects of change.

[image: ] It allows for continuous change, rather than a once-and-for-all approach to change.

We need to replace the linear and sequential approach to change with an approach where we think in terms of rhythm, not steps. Managers need to continuously evaluate their change efforts and processes, and adapt them as circumstances change.

At Vlerick Business School, we have developed such a model in collaboration with the Royal Military Academy of Belgium. We, the authors of this book, all with different academic backgrounds, met with change consultant Carel Boers, who has managed several corporate turnarounds, for a much-needed discussion on change models of today. The diversity of perspectives when discussing various change cases was striking. All of us had something to bring to the table – most valuable though, and especially to corporate managers, is the integration of our ideas in what follows.

Energy as the main driver of change

The starting point of our change model is that effective transformation is about managing organizational energy. When we look at the history of organizational change efforts, we come to the conclusion that the most common reason a company’s leaders fail to reach their desired outcome is because their change efforts run out of energy… they fizzle out. Leaders who are able to tap into the existing energy for change that exists in the company’s culture and in its people, and unleash this energy for the benefit of achieving organizational goals, typically get better outcomes. Building and maintaining energy for change for the long haul is a key requirement for leaders with transformational ambitions.

While the concept of energy features surprisingly little in the business press, we are all witness to its importance in the corporate world. Southwest Airlines, Apple, Google, Haier, IKEA… these are ambitious, vital and agile companies, known for being innovative and entrepreneurial, hitting the market with successful products and services, and being driven by a passionate, positive and dynamic workforce. Energy abounds in these companies; they are energized. Contrast this with low-energy companies, where there is a lack of challenge, lost opportunities, waste of talent, cynicism and frustration, and where mediocrity rules.3

Energy is an important characteristic of great leadership, too. Effective leaders are able to harness the energy of their people to create a better future. Management writer Peter Drucker claimed: “Your first and foremost job as a leader is to take charge of your own energy and then help to orchestrate the energy of those around you.” Tony Schwartz and Jim Loehr, authors of the book The Power of Full Engagement, shared this view: “Above all else, a leader is the Chief Energy Officer. Leaders are the stewards of organizational energy; they invest energy from all the connected cells in the service of the corporate mission.”4

But the energy of a leader is not enough to achieve great results. The entire organization needs to be energized to achieve change success or breakthrough performance; i.e. what is required is organizational energy.

Organizational energy can be defined as “the extent to which an organization has mobilized its collective emotional, cognitive, and behavioral potential to pursue its goals”.5

[image: ] The emotional component is the extent to which people are passionate and enthusiastic in their pursuit of the company’s goals.

[image: ] The cognitive component refers to the capacity to be alert to, and creative in the face of, new opportunities or threats.

[image: ] The behavioral component is the extent to which employees will go the extra mile, or stretch themselves to achieve shared goals.

A company’s organizational energy is a collective dynamic force that is much stronger than the sum of individual forces or motivation. The intensity of energy differs from company to company; in some organizations that collective force is strong, in others it is barely present. High-energy companies have mobilized all their employees to work together to achieve great results. Low-energy companies lack such energy. Their people may feel emotionally distant from the company’s goals or they may feel little excitement or hope. They are in “sleep mode”, happy with the status quo. They lack the vitality and ambition to improve or to reach for something new or different.6

Energy, however, can be positive or negative. As a result, high energy is not always better. Some organizations have high levels of energy but use it in a destructive way: employees and managers may have internal fights; marketing fights product development; or sales is at odds with operations. Energy is wasted internally. Staff is overwhelmed by projects, without clear definitions of scope or appropriate resources. Other organizations lose energy when strategic projects fail to inspire employees. In this case, new initiatives are met with skepticism and employees oppose moving in the new strategic direction or resist adopting new so-called best practices.

It is important to create energy that is channeled into purposeful action. Only then is high energy productive and will it yield organizational benefits.

Although organizational energy is an emerging concept in the academic and business literature, there is evidence that productive energy is positively correlated with company performance. Productive energy affects profitability and productivity, and has a significant effect on customer loyalty and employee commitment.7 Our research confirms that energy today drives tomorrow’s performance. Companies with high levels of (productive) energy are better performers but are also better at change.

Six sources of organizational energy

Having established that organizational energy is a critical factor in successful adaptation, we were led to ask: why do certain companies have such low or negative energy levels, and what are the sources of energy loss that make strategic change projects fail? We found multiple sources of energy loss in organizations (see Figure 2), which we grouped according to meaningful themes that we’ve come to call our ‘six batteries of change’.

[image: ]

Figure 2 • Sources of energy loss in change8

These themes help us to explain why change efforts fail or succeed. If you charge the ‘batteries’, they generate enough energy to get the change project moving in the right direction. Change management is about managing the batteries of change.

Specifically, we contend that these batteries help to explain two key change dilemmas faced by managers.

The first is the distinction between top and bottom. Change tends to be initiated at the top, where senior executives create visions for their organization and develop strategic plans to realize those visions. Having both a purpose and a plan are undoubtedly important. However, many change projects fail because there is a gap between top management’s announcements and action plans at the bottom.9 Executives need to be aware that a change plan is often translated into many local initiatives that need to be managed in turn by local change agents. In reality, top executives don’t always spend enough energy translating their visions and blueprints into concrete actions to be launched within different departments and sub-units of the organization. Conversely, many change projects cannot surpass the operational level. Change is initiated at a local level by enthusiastic individuals who want to improve the functioning of the organization, but is never taken to a more strategic level. The result is change initiatives that remain local initiatives with limited impact. In other cases, local change initiatives conflict with one another, leading to internal fights and destructive energy. Successful change requires that change occurs both at the strategic level and at the operational level.

A second change dilemma occurs when change leaders are unable to connect what we describe as the ‘formal’ and ‘informal’ sides of change. Specifically, they prioritize the rational over the emotional. Change strategies, project management, and change management infrastructure must of course be sound – this is the hardware of change. But even the best hardware cannot work properly without adequate software – the people and culture of an organization.

Many organizations are too focused on the formal (rational) aspect of change at the expense of the informal (emotional). We contend that these are equally important. In The Happiness Hypothesis,10 Jonathan Haidt illustrates the battle between emotions and rationality with a metaphor based on a (fictitious) premise that elephants love ice cream. The riders on the elephants symbolize the rationality of the mind and expect to go from point A to point B. The six-ton animal symbolizes the emotions of people. If someone would stand along your path holding an ice cream cone, your elephant would be very tempted to get it. As a rider you would be pretty helpless and have little chance of getting the elephant to move in any direction but towards the ice cream. The conclusion is that the rider is an advisor or servant, not a king. The emotions of the elephant make it reach for short-term satisfaction (getting the ice cream), which momentarily blocks the long-term goal of getting to B. Put differently, change leaders need to be aware of the emotional aspects of the organization and master these often hidden dynamics of organizational change in order to succeed.11

[image: ]

Figure 3 • The Six Batteries Model

The resulting framework in Figure 3 illustrates an ideal balancing of the formal and the informal and the strategic and the operational:

[image: ] Battery ‘Clear strategic direction’: provides focus and ensures that change energy is oriented in the right direction.

[image: ] Battery ‘Powerful management infrastructure’: comprises the organization’s structures and systems needed to balance running and building the business as well as maintaining and improving performance. It is the energy control system that bridges the high-level strategy and the many operational projects and processes undertaken in the organization.

[image: ] Battery ‘Action planning and implementation’: covers project and process management; this is where energy is transformed into clear customer benefits or improved organizational capabilities.

[image: ] Battery ‘Ambitious top team’: covers the top team that generates energy for change; a cohesive top team inspires with vision and aspiration. This team brings passion, purpose and meaning to the table while serving as a role model for change.

[image: ] Battery ‘Healthy culture’: amplifies change energy by building an open and transparent environment that brings people closer together. This drives the organization to stretch its goals and to seek opportunities for individual and organizational growth.

[image: ] Battery ‘Strong connection with employees’: focuses on the connection with the people in the organization. There is no organizational change without individual change. Connecting with the emotions of employees gradually increases their desire and ability to embrace change and become fully committed to it.

Each battery of change is in turn associated with six energy domains:12

[image: ] ‘Clear strategic direction’ is the source of intellectual energy. It is the company’s choice of direction based on analysis, insight, thinking and synthesis. It is the energy generated by understanding your internal and external environment, planning ahead, and making consequent strategic decisions.

[image: ] ‘Powerful management infrastructure’ contributes to the organization’s systemic energy. It is derived from the company’s systems, structures and procedures that prioritize and support change efforts while improving on them continuously. It is about figuring out how to get more out of the whole rather than out of the constituent parts.

[image: ] ‘Action planning and implementation’ provides physical energy. It is the drive to make things happen, by way of sound data analysis and thoughtful experimentation that identifies the best way forward. It is also about making progress visible and the vitality this creates. Here lies the kinetic force of change.

[image: ] ‘Ambitious top team’ is the source of spiritual energy. It is the commitment of the company’s leaders to build a common vision and to create confidence in a compelling and meaningful ambition.

[image: ] ‘Healthy culture’ is the source of social energy. It is the energy people get from positive relationships with others, their feeling of ‘us’ instead of ‘I’ and their common search for victory.

[image: ] ‘Strong connection with employees’ generates psychological energy. It is the trust among employees and leaders, and the courage to embrace the change. It is the feeling of safety and support when making changes that ultimately translates into a belief in the power of ‘self’, ‘team’ and ‘organization’.

[image: ]

Figure 4 • The six batteries and their associated types of energy
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BACKGROUND SNAPSHOT: BEHIND THE SCENES OF OUR RESEARCH

We started this research project in the winter of 2012, three academics and one change manager. We had different backgrounds, but all of us had had regular contact with the business world – whether as a teacher, consultant, or business manager. What drove us together was the realization that we all looked at change from a fragmented perspective. If we brought our ideas together, we believed, we could bring something more valuable to the table.

When we developed our batteries model in 2014, we presented it to hundreds of managers in talks, in our classes, and in our consulting meetings. We received positive feedback: the model was simple, but not simplistic. It helped managers to discover the blind spots in their change approaches. Often they brought examples of how they had tackled particular change problems. We started to document these cases to show how the batteries of change could be used to explain successful change.

In 2016, realizing it was time to empirically validate whether the concept of organizational energy was linked to change success and change effectiveness, we approached managers who had been exposed to the batteries model, asking them and their executive colleagues to fill out a questionnaire. We collected information from 112 companies: subsidiaries of famous international companies – like Medtronic, Merck, Yusen, KBC and ING – and many smaller local firms; companies from different industries, including construction, financial services, logistics, automotive, postal services, technology, and professional services. We collected information on their batteries of change, but also on the characteristics of their change projects and the effectiveness of their change journeys. For example, some change projects helped companies to improve their performance. Other change projects helped companies to get ready for a digital world. With some of the companies from our sample, we had follow-up meetings to discuss the findings and validity of the results.
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TEAM SKY AND THE BATTERIES OF CHANGE

Being successful in cycling – as in most sports – is about more than attracting a bunch of top athletes and paying them well. Our batteries model helps to better understand why Team Sky has been able to achieve such remarkable success over the last couple of years.

Sir David Brailsford had an ambition for Team Sky that was inspiring and motivating: to have a British rider win the Tour de France within five years. Brailsford then went one step further in a sport mired in doping scandals: he added that he wanted a clean (drug-free) winner. He attracted not only great riders, but also top sport experts, such as Rod Ellingworth, Tim Kerrison and Steve Peters, to rally behind that aspiration. He built an ambitious top team that worked towards realizing a shared ambition.

After a disastrous Tour de France in 2010, Team Sky analyzed where it had gone wrong. Their conclusion was that Bradley Wiggins and Team Sky needed a different game plan, one that meant a break with cycling tradition. Kerrison was the mastermind behind the new strategy: intense training at high altitude and reverse periodization – less racing and more training – turning the idea of gradual build-up to the Tour on its head. In the races, Team Sky adopted a defensive racing style, especially in the mountain stages. This racing style leveraged Wiggins’ strengths as a time trial specialist and allowed him to cope better with the acceleration of the star climbers of the peloton. Team Sky’s strategy was clear to everybody in the organization.

But strategy without action is merely a daydream. Team Sky needed an overview of their action portfolio as well as a sound performance management system to keep track of progress on actions. For Team Sky, the aggregation of marginal gains principle unified all efforts to make the dream come true. Brailsford and his team put performance and training programs in place, worked on nutrition, and introduced technological innovations to boost rider performance, among several other initiatives: the grouping of all those initiatives becomes a program, that needs to be monitored and screened. (Just like a strategy map groups all activities, this is a program for all Team Sky’s activities). In other words, Team Sky developed a powerful management infrastructure to turn the strategy into results. Ellingworth, Sky’s performance manager, was responsible for recording what everybody was doing and monitoring how it was done. There was also commitment to discussing the lessons learned along the way.

Ellingworth and Kerrison put together a method of internal communication, essential (though often neglected) if your team is spread across Europe. The pair also put advanced planning and logistics systems in place.13 Whether rider or member of staff, each individual had absolute clarity concerning roles, responsibilities, structure and tactics – a rigorous application of action planning and implementation.

It’s important to note that the application of the marginal gains principle was also a cultural thing. In an interview in Harvard Business Review, Brailsford commented: “Perhaps the most powerful benefit [of marginal gains] is that it creates a contagious enthusiasm. Everyone starts looking for ways to improve. People want to identify opportunities and share them with the group. Our team became a very positive place to be. One caveat is that the whole marginal gains approach doesn’t work if only half the team buy in. In that case, the search for small improvements will cause resentment. If everyone is committed, in my experience it removes the fear of being singled out – there’s mutual accountability, which is the basis of great teamwork.”14 As we will show later, teamwork, accountability and a strong drive to achieve excellence are key elements of a healthy culture.

Finally, Brailsford realized that more was needed than a healthy culture and top support. He chose to spend a significant amount of time and resources on individual coaching, investing heavily in supporting the athletes. This included employing the best technology and providing psychological support from Peters, Team Sky’s psychiatrist. Specifically, Peters taught Wiggins and the other riders to control their ‘chimp’, the emotional and irrational part of the brain, which has the potential to inhibit performance. No other cycling team invested so heavily in this kind of coaching. Arguably no team had a stronger connection with its employees than Team Sky.

Of course, Team Sky had the money to invest in all this, and clearly Wiggins had, and today Froome has, the legs of a champion. But we believe that it takes more than money and stars to build a successful organization. The six batteries of change help to explain why Team Sky has been so successful. As in other successful organizations we have worked with, we believe their success is largely determined by design, not by chance. Team Sky has consistently built an organization that continuously feeds energy into all six batteries of change.



New insights on change management

Our change model offers new insights on how to manage change in rapidly evolving times. This is how our model differs from other change models:

Change involves marshaling energy throughout the organization

Transforming organizations is about creating energy in your organization so that it becomes a better organization, able to produce better results for your customers. You create energy by charging the six batteries of change.

Change is multidimensional

It’s important to develop a comprehensive view of the energy status of your company. The six batteries, with their different focus points, help you to get a more detailed and nuanced view of your level of organizational energy. Some concern the rational aspects and have an impact on the formal side (‘the hardware’) of the organization. Others touch on the informal and deal with the software of the organization. Some of the batteries are charged at the top; others deal with operational issues and are charged by lower-level employees at the bottom of the organization.

Change is integrative

The batteries are connected and interdependent. They are mutually supportive or destructive: the energy or lack of energy in one battery affects other batteries. For example, if you launch new performance initiatives and set up an appropriate management infrastructure, you will only generate great results if you also possess a healthy culture. It’s not sufficient to focus all your efforts on charging one change battery. Working for two years on a strategic masterplan won’t work if you’re not starting to translate it into concrete projects, or if the strategy is not supported by every member of the top team. Effective change requires charging a series of connected batteries.

Change is not one-size-fits-all

We don’t believe in managing change with a predetermined step-by-step model. There is no standard approach to tackling change. Organizations differ in how their change batteries are charged. Companies have a legacy; they all have their own change history. Managers need to know which batteries generate energy and which drain energy. The content of your change program and your change process varies depending on the energy status of your six batteries. Where or what is the engine of your change? This differs from company to company.

Change is inclusive

Successful change is never the result of the Herculean efforts of one person. A change leader is crucial, but successful change requires that you build a critical mass of change leaders at all levels in the organization. Top-down change does not generate long-term results – neither does pure bottom-up change. Successful change requires that top managers, middle managers and employees all have a role to play in the change process. Top executives are the sponsors of the change program; they create awareness and set the pace and the direction of the change. Change managers ensure that the program helps to realize the intended goals and control whether projects are delivered in time and within budget constraints. They also manage conflicts, provide feedback, recognize and reward. The champions coach their team members to actively contribute and support the change as individual projects are delivered.

The mythical 70%

It is a commonly held belief, and one frequently reported in literature, that 70 percent of all change initiatives fail. We contest this figure, which our research shows is inflated. We developed a measure for overall change success, which included measures of initial performance dips, project timing, whether desired benefits were achieved, and whether change results were sustained. We also examined the impact of the change program on hard performance items, such as financial performance, customer benefits, and operational measures, as well as on soft performance measures, such as employee satisfaction and leadership-related measures.15

Depending on the change effectiveness measure, we see failure rates ranging from 30 to 58 percent, far lower than the traditional 70 percent predictions. Of course, concluding that more than 30 percent of change initiatives therefore succeed is too bold a statement. While more than 30 percent of the initiatives don’t fail, only a minority of firms report overall success. Most firms have ‘low positive’ change success scores. This means that while they may have done well on some of the change effectiveness criteria, they may not be fully satisfied with the performance on some of the other criteria.

Executives do report, however, that charging the batteries of change is correlated significantly with change success. The higher the number of batteries charged, the more likely executives are to rate the transformation a success.

[image: ]

Figure 5 • Number of batteries charged and change success

How to read this book?

The following six chapters are dedicated to each of the six change batteries and aim at understanding the energy status of each battery. The chapters also offer recommendations on how to charge each change battery. You might want to consider spending more time on the chapter that details the battery of most concern in your organization. Note that we will discuss the batteries from left to right, alternating rational with emotional batteries. We emphasize that this sequence is not our recipe for successful change, but resembles a top-down approach that many readers will be familiar with. Each of the battery chapters includes a quick scan that allows assessing your energy level in this particular battery. The main purpose of these chapters is therefore twofold: first, to provide you with a quick energy health check of your organization, and secondly to inspire you with ideas to recharge the various batteries.

The final three chapters discuss what to do next. Chapter 8 describes the components of a good organizational energy analysis. It examines why it is important to look at the most significant energy drainers and gainers in your company. It provides an overview of the most common change pathologies and shows why it makes sense to have a look at your change context and history. This ‘diagnosis’ will provide valuable insights in preparation for chapters 9 and 10 as you build a customized roadmap to charge all of your batteries.

Chapter 9 moves from analysis to launching change interventions. It helps you to design change interventions that manage both the rational and emotional side of change, and that span the spectrum from strategic to operational. This chapter presents two major energy design principles: balance and flow… both useful concepts when building a portfolio of change initiatives.

The last chapter examines your change ambition level. Are you considering setting up a change project just to get your organization back on track? Or do you aspire to develop change capabilities that help you to deal with fast-changing and turbulent environments? If the latter, arguably the only way to survive and secure sustained performance is to build capabilities that allow you to renew yourself faster than the competition does. We finish this chapter with a case study of a large financial institution, KBC, which transformed itself into an entity capable of dealing with the digital disruptions in its industry.
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