


CONTENTS

List of Figures, Tables, and Exhibits

Acknowledgments

Who Should Read This Book?

About This Book

How to Use This Book

Introduction by the Editors

Foreword

Part One: Transformational and

Large-Scale Change

Chapter One: Driving Change Through

Career Models

HR and Business Transformation

Integrated Talent Management Based on Career

Models

An Employee Engagement Framework

A Foundation for Strategic Workforce Analytics

Is It Working?

Lessons Learned



Conclusion

Chapter Two: Driving Cultural

Transformation During Large-Scale Change

Introduction

Conclusion

Chapter Three: Leveraging Musical

Experiential Learning for Organizational

Impact

Chapter Four: Navigating the White Water

of Organization-Wide Change

Reasons for Change Initiative Failure

Principles for Bringing about Organization-Wide

Change

Practicing the Principles Through Simulated

Experience

Chapter Five: Practice Positive Deviance

for Extraordinary Social and

Organizational Change

Introduction

Background

The Challenge

Testing the Hypothesis

Community Ownership of the Solution

Positive Deviance Inquiry



Designing the Intervention

Discerning and Disseminating: Keeping Score and

Scoring another Six-Month Visa

Same Paradigm, New Applications

From Condoms to Corporations—PD Amplified

From PD Practitioner to “Amplifier”

Conclusion

Chapter Six: Restoring Hope During Times

of Mistrust

Executive Summary

Introduction

Whole-Scale™ in Action

The Secrets to Unleashing Hope

Conclusion

Chapter Seven: The Borderless

Organization

Principles for Borderless Operation and Learning

Conclusion

Chapter Eight: The Costs of System

Blindness and the Possibilities of System

Sight

Middle Bashing has a long and less than Glorious

History

It’s not Personal

Living in a World of Tearing

The Space Can Do Us In



Middle Peer Group Strategy

Coda

Chapter Nine: Words Matter

Our Images and the Organizations We Live In

Building Blocks of Appreciative Inquiry

Impact of Appreciative Inquiry Intervention

Plan an Appreciative Inquiry

The Benefits of Appreciative Inquiry

Chapter Ten: Whole System

Transformation Through a Polarity Lens

Whole System Transformation Work Seen Through

a Polarity Lens

Tap Polarities: Get the Energy in your

Transformation Effort Working for you

The Rich History and Exciting Future of Polarities

Navigating your Way Through Key Polarities

Leveraging the Energy in all Polarities: Seeing,

Mapping, and Transforming

Getting Unstuck: A Five-Step Approach to

Accelerating Transformation Work

Polarity Thinking and Transformation: An Idea

Whose Time Has Come

Chapter Eleven: Whole Systems

Transformation

Today’s Transforming World

The Practice of Whole System Transformation



Elements of the Whole Systems Transformation

Model

Part Two: Fundamentals of Leading

Change

Chapter Twelve: Be a Skilled

Communicator

Introduction

Background

What Makes This Approach Different, Interesting,

and Innovative?

Summary

Chapter Thirteen: Build Expert Negotiators

Introduction

Conclusion

Chapter Fourteen: Change Leadership

Behavior

The Five Organizations and their Approaches

Five Key Learnings

Implications for Leadership Development

Chapter Fifteen: Change Through Smart-

Mob Organizing

Executive Summary



Suggestions for putting Peer-by-Peer Practices

into Place

Implications for Change Sponsors and Other

Leaders

Chapter Sixteen: Do Leaders Have Tools

and a Common Language to Work

Together for Sustainable Change?

Introduction

Leader’s Toolbox® Approach

Leadership Tools

Conclusion

Chapter Seventeen: How Nature Innovates

Introduction

Natural Wisdom

Change Changes

Rules for Success

The Process

Navigating Phase III

Conclusion

Chapter Eighteen: Liberating Structures

What is a Pattern Language?

Conclusion

Chapter Nineteen: Maintain the Highest

Ethics and Integrity

The Ethics Landscape



Total Organizational Integrity

Individual Integrity

Conclusion

Chapter Twenty: Meetings

Meetings Matter

Make the most of Your Meeting Opportunities

Chapter Twenty-One: My Life on the

Learning Curve

Revisiting Lewinian Action Research

A New Myth: Learning from Experience

Change My Myths, Change My Practice

Chapter Twenty-Two: Open Space

Technology—And Beyond

Conclusion

Chapter Twenty-Three: Rethinking Scale in

Organizational Change

Seven Types of Mental Models

Discovering the Theory of Process

Looking at Team Process

Jumping to Thinking at an Organizational Scale

Chapter Twenty-Four: Ten Principles for

Changing the World One Meeting at a

Time



Introduction

Six Principles for Managing Structure

Four Principles for Managing our own Behavior

Conclusion

Chapter Twenty-Five: The Philosophic

Change Champion

Tutorial for a World That Works

Who We Are

Principles

What is Root-Cause Analysis?

Going Forward, your self is your Instrument and

your Organization is your Vehicle—in How you

Show up in the World. Are You Ready?

Out of a Job?

Your New Mind for the Post–it Age

Translation

Bringing it all Together

The Structure of Free Will

Authenticity in Leadership: The power of Free Will

Ask Yourself, “What is Happiness?”

Why Happiness

Supplement

At the edge of that which Is

The Edge of Thought

Chapter Twenty-Six: Understand and Apply

Sociology and Anthropology

What’s New?



Need for Innovation

Anthropological Research Strategies

Scenario Planning

Customized Consumer Panels

Emerging Technologies and Outsourcing

Scenario-Based Futures of Consumer Research

Chapter Twenty-Seven: Value Diversity

and Inclusion

Introduction

Conclusion

Part Three: Transformational

Leadership and Sustaining Results

Chapter Twenty-Eight: Changing

Organizational Culture Through Clear

Leadership

The Clear Leadership Model

Moving it Down and Changing the Organization’s

Culture

The Clear Leadership Model in More Depth

Chapter Twenty-Nine: Crucial

Conversations, Transformational Moments,

and Real Organizational Change

Introduction: What Should we Change?

The Pivot Point



Putting a Spotlight on the Human Barriers to

Change

Change Me—Change Us

One More Benefit—We Become Smarter!

Conclusion

Chapter Thirty: Develop Leaders Who

Build Market Value

Steps for Change Management

Conclusion

Chapter Thirty-One: Developing

Organization Change Champions

Throughout the Organization

The Urgent Need to Develop Skills in Managing

Change

Why Few Changes Succeed and a High-Payoff

Alternative

The Roles of Organization Change Champions

Guidelines for Training and Utilizing Organization

Change Champions

Conclusion

Chapter Thirty-Two: Early Traps in

Consulting Efforts

Introduction

The Messianic Form

The Doomsday Form

The Counter-Dependence Form



Conclusion

Chapter Thirty-Three: Keep Good

Company

Introduction

Project Platypus

Thirteen Ways to a Sustainable Creative Culture

The Individual and the Group

An Evolving Culture

Chapter Thirty-Four: Manage Your Work

and Values

Introduction

The Call to Action

Defining Succession Management

Managing Work

Managing Values and Ethics

Conclusion

Chapter Thirty-Five: Managing

Organizational Emotional Alignment for

Exceptional Business Performance Results

Introduction

Emotional Mismanagement

The Stress Effect

Revitalizing Performance While Reducing Stress

Assessment Instrument

Organizational Cost Savings

The Role of the Heart in Heartmath Interventions



Harnessing the Power of the Heart

Measuring Organizational Alignment

Business Heart

Coherence as a Key Performance Indicator

Conclusion

Chapter Thirty-Six: The Role of Leadership

in the Management of Organizational

Transformation and Learning

Learning Anxiety and Survival Anxiety

What Leaders Should not Do—Increase Survival

Anxiety

What Leaders Should Do—Decrease Learning

Anxiety

How Can Leaders Increase Psychological Safety?

Conclusion

Chapter Thirty-Seven: You Can’t Become a

Champion Unless You Keep Score

Introduction

The Benefits of Metrics

The Top Ten Reasons Why HR Should Utilize

Metrics

Other Reasons Why HR and Talent Management

must Champion the use of Metrics

Understanding Why HR Metric Efforts have

Produced Limited Results

Steps in Developing Metrics

Conclusion



Part Four: Case Studies of Change

Methods in Action

Chapter Thirty-Eight: Case Study 1: Action

Learning in Action

Crack the Code Objectives and Approach

Overall Process

Implementation and Key Findings

Measurement and Analysis

Metrics and Implications for Learning Analyses

Recommendations

Key Learnings

Conclusion

Chapter Thirty-Nine: Case Study 2:

Appreciative Inquiry in Action

Chapter Forty: Case Study 3: Culture

Change in Action

An Accountability-Based Approach to Change and

Culture Transformation

Phase 1: An Accountability Assessment

Phase 2: Culture Change Based on Cross-

Functional Accountability

Epilogue

Chapter Forty-One: Case Study 4:

Developing Leaders in Action



Building the Business Case

Being the Change you want to See

Summary

Chapter Forty-Two: Case Study 5:

Emotional Intelligence in Action

Background and Objectives

Project Implementation

Outcomes

Next Steps

Chapter Forty-Three: Case Study 6: Open

Space in Action

A Search for a Strong Identity

Opening Space in a Solid Container

The Longer-Lasting Impact

Chapter Forty-Four: Case Study 7:

Transformational Change Moments in

Action

The Challenge

The Path Forward

Results

Chapter Forty-Five: Case Study 8: Whole

System Transformation and Polarity in

Action

BBC News



Presenting Issues

Key Events

Recommendations

Sustained Impact

References and Suggested Readings

Name Index

Subject Index

About the Contributors

About Best Practice Institute



Praise for The Change

Champion’s Field Guide, Second

Edition

“Written by founders in the field, this new edition is easily

one of the best and most practical resources for

implementing individual, team, and organizational

change. Both internal and external change agents should

adopt the sage advice in this book and champion

change!”

—Brian Fishel, senior vice president, Enterprise Leadership

Development, Bank of America

“These renowned authors provide superb collections of

experiences, insight, and tools to help you successfully

navigate and lead change. Very timely reference manual

for us all!”

—Dan Hawkins, corporate vice president, Talent &

Organization Development, Ingersoll Rand

“The Change Champion’s Field Guide is like having a

practical change expert in your pocket, coaching you on

how to lead change well.”

—Dottie Brienza, chief diversity officer, Merck/MSD Inc.,

and professor of business ethics, Rutgers University

“The Change Champion’s Field Guide is filled with real-

world tools and advice to enable us to get through a crisis,

transform a team, and to reach our highest vision.”

—Kevin Kruse, author of Employee Engagement 2.0

“The Change Champion’s Field Guide is a must-have

resource, full of sage wisdom, luminary vision, and



practical insights and captured by our most respected

leaders in the field.”

—Richard A. O’Leary, corporate vice president, Human

Resources, Iris International

“The new edition will remain the ‘go to’ reference and

resource for those of us learning about, leading, or just

stuck in the muck of organizational change. Whatever

your role, you will find valuable tools, observations, and

case studies to help your change management efforts. You

will also find honesty, solace, and support from its

authors.”

—Patrick Carmichael, co-editor of Learning How to Learn

“The authors leverage their formidable years of expertise

to make sense of how organizations and people can

manage change. Whether you are leading or following,

you need this book to drive change.”

—D. Zachary Misko, co-author of New Rules of Recruiting

“A practical ‘how to’ for serious change leaders, written by

seasoned professionals who have clearly been in the

trenches, not just the classroom.”

—Deborah Lipman Slobodnik, founder and principal,

Options for Change

“This book provides all the trends, tools, and key

strategies for leading successful and results-driven

change.”

—Tanya Clemons, chief talent officer, Worldwide Research

and Development, Pfizer Inc.





Copyright © 2013 by John Wiley & Sons, Inc. All Rights

Reserved.

Cover Design: JPuda

Published by Wiley

One Montgomery Street, Suite 1200, San Francisco, CA

94104-4594

www.wiley.com

No part of this publication may be reproduced, stored in a

retrieval system, or transmitted in any form or by any

means, electronic, mechanical, photocopying, recording,

scanning, or otherwise, except as permitted under Section

107 or 108 of the 1976 United States Copyright Act, without

either the prior written permission of the Publisher, or

authorization through payment of the appropriate per-copy

fee to the Copyright Clearance Center, Inc., 222 Rosewood

Drive, Danvers, MA 01923, 978-750-8400, fax 978-646-

8600, or on the web at www.copyright.com. Requests to the

Publisher for permission should be addressed to the

Permissions Department, John Wiley & Sons, Inc., 111 River

Street, Hoboken, NJ 07030, 201-748-6011, fax 201-748-

6008, or online at http://www.wiley.com/go/permissions.

Limit of Liability/Disclaimer of Warranty: While the publisher

and author have used their best efforts in preparing this

book, they make no representations or warranties with

respect to the accuracy or completeness of the contents of

this book and specifically disclaim any implied warranties of

merchantability or fitness for a particular purpose. No

warranty may be created or extended by sales

representatives or written sales materials. The advice and

strategies contained herein may not be suitable for your

situation. You should consult with a professional where

appropriate. Neither the publisher nor author shall be liable

for any loss of profit or any other commercial damages,

http://www.wiley.com/
http://www.copyright.com/
http://www.wiley.com/go/permissions


including but not limited to special, incidental,

consequential, or other damages. Readers should be aware

that Internet websites offered as citations and/or sources for

further information may have changed or disappeared

between the time this was written and when it is read.

For additional copies/bulk purchases of this book in the U.S.

please contact 800–274–4434.

For additional copies or bulk purchases of this book or to

learn more about Wiley’s Workplace Learning offerings,

please contact us toll free at 1-866-888-5159 or by email at

workplacelearning@wiley.com.

Wiley publishes in a variety of print and electronic formats

and by print-on-demand. Some material included with

standard print versions of this book may not be included in

e-books or in print-on-demand. If this book refers to media

such as a CD or DVD that is not included in the version you

purchased, you may download this material at

http://booksupport.wiley.com. For more information about

Wiley products, visit www.wiley.com.

Library of Congress Cataloging-in-Publication Data

The change champion’s field guide : strategies and tools for

leading change in your organization/co-editors, Louis Carter,

Roland L. Sullivan, Marshall Goldsmith, David Ulrich, and

Norm Smallwood foreword by W. Warner Burke, Ph.D. ; with

contributions by David Cooperrider, Edgar Schein, Marv

Weisbord, Peter Koestenbaum, Harrison Owen, Harvey

Hornstein, William Rothwell, John Sullivan, Barry Oshry, Dick

Axelrod, David Ulrich, Marshall Goldsmith, and many

more.’Second edition.

pages cm

Includes bibliographical references and index.

ISBN 978-1-118-13626-3 (pbk.); ISBN 978-1-118-41637-2

(ebook); ISBN 978-1-118-41920-5 (ebook)

mailto:workplacelearning@wiley.com
http://booksupport.wiley.com/
http://www.wiley.com/


1. Organizational change—Management. 2. Leadership. I.

Carter, Louis.

HD58.8.C4535 2013

658.4′063—dc23

2013010182



LIST OF FIGURES, TABLES,

AND EXHIBITS
Chapter One

Figure

1.1.

Common Standards That Leaders and Employees Care About

Figure

1.2.

The Simple and Elegant Idea Behind Career Models

Figure

1.3.

Behavioral Standards That Align the Desired Future State with

Performance Expectations

Figure

1.4.

Engaging Employees: What Matters?

Figure

1.5.

How Career Models Anchor Talent Processes and Practices

Figure

1.6a.

Results from Microsoft’s Annual Career Development Assessment

Figure

1.6b.

Norm Results for Program Managers at Microsoft

Chapter Two

Table

2.1.

Key Principles for Cultural Transformation

Figure

2.1.

A Framework for Addressing the Three Levels

Figure

2.2.

Heckleman’s BEAR Model

Chapter Three

Figure

3.1.

The Experiential Learning Cycle

Exhibit

3.1.

Greenway’s Debriefing Framework

Chapter Four

Figure

4.1.

The Eight Dimensions of Organizational Capacity for Change

Table

4.1.

A Conceptual Framework for Planning a Change Initiative

Figure

4.2.

Typical Normal Distribution of Employee Reactions to Proposed Change

Initiatives

Table

4.2.

Change Levers for the Change Management Simulation



Chapter Six

Figure

6.1.

Equation for Change

Figure

6.2.

The Star of Success Model

Figure

6.3.

MCG Model

Chapter Seven

Exhibit

7.1.

A Tool for Applying Principles of the Borderless Organization

Chapter Eight

Figure

8.1.

A Person Entering a Middle-Tearing World

Figure

8.2.

Four Peers Entering a Middle-Tearing World

Figure

8.3.

A Person Being Torn in a Middle-Tearing World

Figure

8.4.

Four Peers Becoming a Non-Group

Figure

8.5.

Middle Peers Dispersing and Integrating

Chapter Nine

Figure

9.1.

The 4-D Cycle

Chapter Ten

Figure

10.1.

Burning Platform

Figure

10.2.

An Either/Or Lens

Figure

10.3.

Both/And Lens

Figure

10.4.

Continuity and Transformation Effort

Figure

10.5.

Polarity of Beliefs

Figure

10.6.

Guide to Polarity Map Content

Figure

10.7.

Polarity Map

Figure

10.8.

Polarity Map



Figure

10.9.

Leveraging Polarity Energy Systems

Figure

10.10.

Seeing

Figure

10.11.

Polarity Map

Figure

10.12.

Continuity/Transformation Polarity

Figure

10.13.

Mapping

Figure

10.14.

Transforming: Assess Present Realities

Figure

10.15.

Transforming: Action Steps

Figure

10.16.

Transforming: Early Warnings

Figure

10.17.

Both/And Point of View

Chapter Eleven

Figure

11.1.

The Model of WST

Figure

11.2.

The WST Star

Chapter Twelve

Figure

12.1.

A Group Moderator

Figure

12.2.

Sample Meeting Layout

Figure

12.3.

Flashmark

Table

12.1.

Types of Assertions/Questions

Chapter Thirteen

Figure

13.1.

Mutual Gains Approach to Negotiation

Exhibit

13.1.

Negotiation Preparation Checklist

Exhibit

13.2.

Creating Value: A Checklist

Exhibit

13.3.

Anticipating the Problems of Follow-Through: A Checklist



Chapter Fourteen

Figure

14.1.

Co-Worker Did No Follow-Up

Figure

14.2.

Co-Worker Did a Little Follow-Up

Figure

14.3.

Co-Worker Did Some Follow-Up

Figure

14.4.

Co-Worker Did Frequent Follow-Up

Figure

14.5.

Co-Worker Did Consistent or Periodic Follow-Up

Chapter Fifteen

Exhibit

15.1.

The Value of Peer-by-Peer Practices as Defined

Figure

15.1.

Peer-by-Peer Practices

Exhibit

15.2.

What If?

Exhibit

15.3.

Rules of the Road for The Beat

Chapter Sixteen

Figure

16.1.

A Comparison of the Competency Approach and the Leader’s Toolbox
®

Approach

Table

16.1.

A Comparison of the Traditional Training Approach and the Leader’s

Toolbox
®
 Approach

Figure

16.2.

The Leaders’ Map

Table

16.2.

Overview of the Leadership Challenges

Table

16.3.

Examples of Leader’s Toolbox
®
 Tools

Table

16.4.

Examples of Leadership Tools and Their Purpose

Chapter Seventeen

Figure

17.1.

Natural Patterns

Figure

17.2.

Phase I

Figure

17.3.

Phase II

Figure

17.4.

Phase III



Figure

17.5.

Bifurcation

Figure

17.6.

The Creative Process

Figure

17.7.

Phase I—Invention

Figure

17.8.

Phase II—Improve

Figure

17.9.

Phase III—Innovation

Figure

17.10.

Transformation

Chapter Eighteen

Exhibit

18.1.

Buy-In vs. Ownership

Exhibit

18.2.

Discovery and Action Dialogue Sample Worksheet

Exhibit

18.3.

Methods That Shift Interactions

Exhibit

18.4.

Liberating Structure Example: Impromptu Speed Networking

Exhibit

18.5.

Partial List of Liberating Structures

Exhibit

18.6.

Facilitator’s Design

Chapter Nineteen

Exhibit

19.1.

The Three-Point Ethics Checklist

Chapter Twenty

Figure

20.1.

The Meeting Canoe™

Chapter Twenty-One

Figure

21.1.

The Learning Curve

Chapter Twenty-Three

Figure

23.1.

The “S” Curve

Table

23.1.

Seven Frameworks for Thinking

Figure The Arc of Process



23.2.

Figure

23.3.

Drexler/Sibbet Team Performance Model

Figure

23.4.

Stages of Organizational Growth

Figure

23.5.

Sibbet/Le Saget Sustainable Organizations Model

Chapter Twenty-Five

Exhibit

25.1.

Tour Guide: The Twelve Deep Structures of Being

Exhibit

25.2.

Concept Slide

Figure

25.1.

The Leadership Diamond
®

Exhibit

25.3.

Sample Discussions and/or Diagnoses

Exhibit

25.4.

The Change Process

Figure

25.2.

Illustration of Stretch Diamond Mapping

Figure

25.3.

Field of Consciousness

Figure

25.4.

The Fourfold Bottom Line

Figure

25.5.

Inventory

Chapter Twenty-Six

Figure

26.1.

Consumer Research Company Future Options

Chapter Twenty-Seven

Table

27.1.

Twelve Inclusive Behaviors

Table

27.2.

Individual Competencies

Figure

27.1.

The Way of Life Model

Chapter Twenty-Eight

Figure

28.1.

The Experience Cube

Chapter Thirty



Figure

30.1.

Architecture for Intangibles

Table

30.1.

Actions for Intangibles

Figure

30.2.

Steps in Leadership Development

Chapter Thirty-One

Exhibit

31.1.

Benefits of Well-Managed Change and Costs of Poorly Managed Change

Exhibit

31.2.

Example of Change Principles

Exhibit

31.3.

Sample Change Planning Form

Exhibit

31.4.

Fundamentals Necessary to Train Skilled Change Champions

Chapter Thirty-Two

Figure

32.1.

Target Selection Matrix

Chapter Thirty-Four

Figure

34.1.

The STAR Model

Exhibit

34.1.

A Worksheet for Considering Alternative Approaches to Accomplishing

Work

Chapter Thirty-Five

Figure

35.1.

Stress Risk Reduction

Figure

35.2.

Clinical Stress Risk Reduction

Figure

35.3.

Cost Savings from Lower Turnover

Chapter Thirty-Eight, Case 1

Figure

38.1.

Process Map for Crack the Code

Exhibit

38.1.

Learning Administration Process Map

Exhibit

38.2.

Learning Design and Development Process Map

Chapter Forty, Case 3

Exhibit Agreements



40.1.

Chapter Forty-Two, Case 5

Figure

42.1.

Biometric Results of the Program

Figure

42.2.

Reduction in Psychometric Symptoms Post-Program

Figure

42.3.

Effects of the HeartMath Intervention

Figure

42.4.

Symptom Reduction Due to the Intervention

Figure

42.5.

Reduction in Stress Symptoms Due to the Program

Chapter Forty-Five, Case 8

Figure

45.1.

Alternatives for BBC News


