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                exte rn al s ta keho ld ers , i n p arti c ula r c usto m ers , to w ho m w e a re p ro vid in g s e rv ic es o r p ro ducts : 1 . 
 What a re th e to p th re e th in gs w e a re d oin g w ell?
 2 . 
 What a re th e to p th re e th in gs w e a re d oin g b ad ly ?
 3 . 
 What a re th e to p th re e th in gs w e n eed to d o to f ix th em ?
 The q uesti o ns 
 are s im ple o n th e s u rfa ce, b ut th ey p ro vid e v ery p ow erfu l i n sig ht n o t o nly i n to
 th e p ro ble m (s ), b ut a ls o i n to th e e xis ti n g p rio riti e s a nd h o w w ell th e te am i s d eliv erin g o n
 th em . N ote th at I a sk th e q uesti o ns i n p ers o n i n ste ad o f s e nd in g o ut a s u rv ey f o r p eo ple to
 co m ple te . I c ente r th e d is c ussio n a ro und a m eal, a nd I g o to th em i n ste ad o f h av in g th em c o m e
 to m e. T his h elp s m e g et th e b est a nsw ers a nd s ta rts b uild in g e ngagem ent e arly .
 Ofte n y o u'l l f in d th at b y th e te am 's o w n m etr ic s, th ey'r e d oin g g re at. “ O ur s u ccess r a te i s 8 0
 perc ent,” th ey'l l te ll y o u. “ W e h av e a tr a ck r e co rd o f f in is h in g p ro je cts o n ti m e a nd o n b ud get.”
 But th at's j u st p art o f th e s to ry . Y ou g et th e o th er p art b y i n te rv ie w in g th e c lie nts o r e nd u se rs —
 eno ugh o f th em s o th at y o u c an s p ot o utl ie rs a nd s e e th e p atte rn . O fte n, a t th at p oin t, a n e nti r e ly
 diffe re nt s to ry e m erg es. W hile a p ro je ct m ay h av e b een f in is h ed o n ti m e, i t d id n't m eet th e e nd
 use r's n eed s. I n th e c o urs e o f th ese s u rv eys, y o u'l l f in d o ut v ery q uic kly w here th ere 's a lig nm ent
 and w here th ere i s n 't .
 As y o u r e v ie w a nd i n te rp re t a nsw ers f r o m th e te am , y o u'r e g etti n g a s e nse o f th e p eo ple a nd
 th eir i n d iv id ual p rio riti e s f ir s t. B ut y o u'r e a ls o l o okin g f o r a g uid e to th e o rg aniz a ti o n's
 pra cti c al p ro ble m s. P rim arily th ese w ill b e:
 Opera tio nal is su es
 . A re w e h av in g c usto m er s e rv ic e i s su es, q uality i s su es, s u p ply c hain
 is su es, e m plo yee i s su es, r e gula to ry i s su es, o r e th ic al i s su es th at a re a d vers e ly a ffe cti n g o ur
 custo m er r e la ti o nsh ip s, e m plo yee r e la ti o nsh ip s, b ra nd , a nd s o o n?
 Lags a nd s h ortfa lls
 . A re w e b ehin d o n m eeti n g th e q uarte rly a nd a nnual b ud gets , b ehin d
 ti m e- o r d olla r-w is e w ith k ey p ro je cts , b ehin d o n m eeti n g r e gula to ry c o m mitm ents , a nd s o
 on?
 Str a te gic d ir e ctio n
 . W hat i d eas s h o uld w e p urs u e, w hat i m pact c o uld th ey h av e, w hat w ill
 su ccess l o ok l ik e, a nd w hat m ig ht b e th e p rio riti e s, p oliti c s, a nd p eo ple d ynam ic s
 in v olv ed ?
 Fin ally , 
 yo ur i n te rv ie w s w ill y ie ld o ne m ore s e t o f k ey d ata : te am w in s. K eep w atc h f o r w hat
 th e te am i s tr u ly d oin g w ell. Y ou n eed to k no w s o th at y o u c an l e v era ge th o se s tr e ngth s a nd
 als o c ele b ra te th em . P eo ple f e el m uch m ore p ositi v e a b out c hange w hen th ey k no w th eir v alu e
 is r e co gniz e d .
 Asse ssin g t h e C ult u re
 As y o u c o lle ct a nsw ers to th e th re e q uesti o ns, y o u'l l b egin to g et a s e nse o f th e c ultu ra l
 im puls e s th at a re d riv in g p eo ple 's p rio riti e s. T o c hange p rio riti e s, y o u h av e to c hange th e
 cultu re . A s th e s a yin g g o es, “ C ultu re e ats s tr a te gy f o r l u nch a nd n ew i d eas a re th e a p peti z e rs .” Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
 Created from ncent-ebooks on 2020-07-22 13:38:16.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
 Org aniz a ti o nal c ultu re — th e s h are d b elie fs a nd b ehav io rs — ofte n c asc ad es f r o m th e to p d ow n,
 so c hangin g p rio riti e s u su ally s ta rts a t th e l e ad ers h ip l e v el.
 Over th e y ears , I h av e s e en th re e ty p ic al c ultu re s o f d ysfu ncti o n a gain a nd a gain w hen
 co m panie s o r te am s w ith in th em a re i n tr o ub le . F ig ure o ut w hic h y o u'r e d ealin g w ith , a nd ta ilo r
 acti o n a cco rd in gly .
 The P ow erP oin t M afia
 In a P ow erP oin t m afia , e xecuti v es a nd m anagers f o cus th eir ti m e a nd a tte nti o n o n s tu d ie s a nd
 asse ssm ents r a th er th an c o ncre te a cti o n. T hey a re n't i n te re ste d i n c hangin g b ecause th ey th in k
 th ey'r e a lr e ad y th e b est. T hese f o lk s l o ve to h o ld m eeti n gs a nd p re p are d eta ile d s lid e
 pre se nta ti o ns th at l e ad n o w here . I n d eed , th eir p re se nta ti o ns a re th e b est l o okin g a nd b est
 deliv ere d y o u w ill e v er s e e— in f a ct, th at's o fte n h o w th ey m easu re s u ccess. T he to p p rio riti e s
 here a re s h o rt- te rm p ro fita b ility a nd m arg in s, e v en a t th e e xp ense o f g ro w th . T hey a re l a rg ely
 ig no ra nt o f ( o r c lo sin g th eir e yes to ) c hangin g m ark et d ynam ic s a nd c usto m er n eed s.
 The r e aso n w hy I c all th em a m afia i s th at th ey a re v ery s k ille d a t ta kin g a nyo ne o ut w ho d are s
 to q uesti o n th eir w ay o f l ife . I n d eed , m any a 
 change l e ad er h as g o ne th e w ay o f J im my H offa ,
 nev er to b e s e en a gain , b ecause h e s u ggeste d c hangin g p rio riti e s a nd d oin g th in gs d iffe re ntl y .
 Even w ors e , s o m eti m es th ese o rg aniz a ti o ns s e e th eir c usto m ers a s th e e nem y. E xecuti v es a t o ne
 co m pany I o bse rv ed s u ggeste d th ey s h o uld s to p d oin g b usin ess w ith th eir b ig gest c usto m er, a n
 acco unt w orth n early a b illio n d olla rs , b ecause th e c usto m er w as d em and in g ( a nd h o nestl y
 dese rv ed ) b ette r v alu e.
 Pow erP oin t m afia s te nd to b e l a rg e, p re v io usly s u ccessfu l o rg aniz a ti o ns th at a re n o w
 sta gnati n g o r a d rift. T hey a re r id in g th e w av e o f a p re v io us i n no vati o n th at h as g iv en th e
 org aniz a ti o n a d om in ant m ark et p ositi o n; h o w ev er, g ro w th h as s ta rte d to s lo w . W hen y o u
 su rv ey p eo ple w ith in th e o rg aniz a ti o n, y o u'r e l ik ely to h ear a b out h o w th ey a re th e i n d ustr y
 le ad er, h o w p ro fita b le th ey a re , a nd h o w g o od th eir p ro ducts a re . T hey a re o bliv io us to o r
 dis m is siv e o f th eir c o m peti ti o n. T hey m ay h av e th in gs to c o m pla in a b out i n te rn ally , b ut w hen i t
 co m es to h o w to f ix th o se th in gs, th ey d on't h av e m uch to s a y. T hey'r e a ls o g o od a t te llin g y o u
 why a ny g iv en s o lu ti o n y o u m ig ht o ffe r i s b ound to f a il.
 Custo m ers o f a P ow erP oin t m afia s a y th in gs l ik e, “ hard to d o b usin ess w ith ,” “ slo w to
 re sp ond ,” o r “ p ro vid es s o lu ti o ns w ith o ut u nd ers ta nd in g o ur p ro ble m s.” T hey'r e l ik ely to b e
 se arc hin g f o r a lte rn ati v es, w hic h c an a ctu ally b e a b le ssin g b ecause i t c an p ro vid e a n eed ed
 wake-u p c all. T his i s tr u e w heth er y o u'r e ta lk in g a b out a c o m pany o r a s p ecific s e rv ic e g ro up
 with in a c o m pany. F or e xam ple , w ork in g w ith o ne c o rp ora te I T d ep artm ent, w e th o ught w e h ad
 sta nd ard iz e d th e c o m pany o n a l e ad in g c usto m er r e la ti o nsh ip m anagem ent ( C RM ) p ackage. I n
 in te rv ie w in g th e i n te rn al c lie nts , w e f o und th at w e h ad o ver 3 0 i n sta nces o f p eo ple “ go in g
 ro gue” a nd u sin g a no th er C RM p ro gra m . W ho c o uld b la m e th em ? T hey to ld u s th ey c o uld
 in sta ll i t m ore q uic kly a nd r u n i t c heap er th an w e c o uld a t c o rp ora te . O vera ll, i t w as a b ette r
 so lu ti o n, a nd th e C RM c o m pany w as m uch m ore r e sp onsiv e to th eir n eed s th an w e w ere . T hat
 wake-u p c all w as b ette r th an a ny s p eech I 
 co uld m ake to c o nv in ce p eo ple th at w e h ad w ork to
 do.Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
 Created from ncent-ebooks on 2020-07-22 13:38:16.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
 When d ealin g w ith th is k in d o f c ultu re , c hange a gents n eed a n e xte rn al f ir e to l ig ht a n i n te rn al
 one. M ove to o e arly a nd y o u'l l f in d y o urs e lf i n a b ag i n th e r iv er. W ait f o r th o se f ir e s— lo ss o f
 mark et s h are to c o m peti to rs , c lie nts j u m pin g s h ip — and u se th em to s h ift th e a tti tu d e o f
 le ad ers h ip . O nly a t th at p oin t w ill y o u h av e th eir f u ll s u p port a nd p ro te cti o n i n c hangin g
 prio riti e s a nd p ro cesse s.
 This c ultu re i s i n c o ntr a st to th e n ext o ne, i n w hic h i t ta kes a b ig i n te rn al f ir e to c hange th e
 prio riti e s.
 The F ir e h ou se
 With in th is c ultu re , e m plo yees k no w th in gs a re b ro ken a nd th at th ey a re i n tr o ub le ; h o w ev er,
 ev ery o ne th in ks i t's s o m eo ne e ls e 's f a ult. T he to p g uys a re n't l e ad ers , th ey'r e f ir e fig hte rs . T hey
 don't e v en w ant to ta ke th e ti m e to m eet w ith y o u to a nsw er th e th re e q uesti o ns. T hey'r e to o
 busy f ir e fig hti n g— as th ey s e e i t, h ero ic ally s a v in g th e o rg aniz a ti o n a gain a nd a gain f r o m th e
 fa ilu re s o f o th ers . Y ou n o rm ally f in d th is c ultu re i n m atu re i n d ustr ie s o r i n d ep artm ents th at
 are n't h ig h o n th e e xecuti v e te am 's l is t o f s tr a te gic p rio riti e s.
 The to p p rio rity w ith in th is c ultu re i s — no s u rp ris e — putti n g o ut f ir e s. T hey w ill r e call w ith
 fo nd ness th e f ir e s th ey h av e p ut o ut a nd h o w h ard th ey w ork ed to d o s o . T hey a re p ro ud th at
 th ey a re a lw ays r e ad y to a nsw er th e c all. L ead ers i n th is c ultu re c an te ll y o u th in gs th at n eed
 fix in g, b ut th e f ix es a re a ll ta cti c al a nd g enera lly r e la te d to th e l a te st f ir e . U nlik e th e
 Pow erP oin t M afia , th ey w on't h av e a ny p re se nta ti o ns o r o th er a naly se s to s h o w y o u b ecause
 th ey d on't h av e ti m e to d o s tu d ie s. T hey d on't w ant y o u to d o s tu d ie s, e ith er— th ey w ant y o u to
 eith er p ut o n y o ur f ir e fig hte r h at o r c heer th em o n.
 Custo m ers u su ally h av e g o od th in gs to s a y a b out a f ir e fig hte r c o m pany b ecause i ts l e ad ers a re
 very g o od a t s to ppin g f la m es b efo re th ey r e ach c usto m ers . A ctu ally , th is 
 cultu re i s c usto m er-
 fo cuse d to a f a ult. T hey h av e s o c usto m iz e d th eir a p pro ach th at th ey h av e f r a gm ente d , o ne-o ff
 pro cesse s, s y ste m s, a nd p eo ple ( h ence th e f ir e s).
 The m ain p ro ble m w ith th is c ultu re i s th at g ro w th s to ps b ecause th e u nd erly in g i n fr a str u ctu re ,
 pro cesse s, a nd s y ste m s c an't s c ale . L ead ers r e sis t “ w asti n g” ti m e o n s tr a te gic p la nnin g a nd
 org aniz a ti o nal a lig nm ent. M eanw hile , th e f r o nt- lin e a nd m id dle m anagem ent a re d esp era te ly
 su p porti n g b ro ken s y ste m s a nd a re o n th e d efe nsiv e. T hey b la m e l e ad ers h ip a nd e xte rn al
 fa cto rs a nd a re w orrie d th at a ny c hange to th e l e gacy s y ste m a nd p ro cesse s w ill th re ate n th eir
 jo bs a nd , m ore i m porta ntl y , th eir h ero s ta tu s w ith in th e c ultu re . T hey a re f ir e fig hte rs , to o.
 Scra tc h th e s u rfa ce a nd w hat y o u o fte n f in d i s th at s tr a te gic p la nnin g h asn 't b een a p rio rity
 because l e ad ers h ip i s l a ckin g th e s k ill s e t. Y our f ir s t ta sk i s to j o in i n th e f ir e fig hti n g w hile
 yo u'r e f ig urin g o ut w ho h as th e a b ility to h elp d ev elo p s tr a te gy a nd w ho d oesn 't . Y our
 opportu nity to s h ift p rio riti e s w ill c o m e w hen a f ir e o ccurs th at th e te am c an't p ut o ut b efo re i t
 affe cts c usto m ers . A t th at p oin t, th e l e ad ers h ip w ill s u p port y o u. B rin g to geth er th e p ote nti a l
 str a te gis ts y o u'v e a lr e ad y i d enti fie d to d ev elo p a p la n f o r c hange.
 The s a v in g g ra ce o f b oth th e f ir e ho use a nd th e P ow erP oin t m afia i s th at l e ad ers w ill r e sp ond to
 wake-u p c alls . U nfo rtu nate ly , w ith th e th ir d a nd l a st c ultu re , th ey j u st k eep h itti n g th e s n o oze Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
 Created from ncent-ebooks on 2020-07-22 13:38:16.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
 butto n.
 The T hum b-S uckers
 This i s th e w ors t- c ase o rg aniz a ti o n f o r a ny a gent o f c hange. T he th um b-s u ckers a re d is e ngaged
 and c o m pla cent. P ro ble m s e xis t a nd e v ery o ne k no w s i t, b ut n o o ne i s l o okin g to tr o ub le sh o ot
 or i m pro ve th in gs, th o ugh th ey'l l te ll y o u th ey'r e “ w ork in g o n i t.” I f th ere 's c hange, i t's
 in cre m enta l a nd r a re ly f o cuse d w here i t's m ost n eed ed . B usin ess u nits i n s u ch a n o rg aniz a ti o n
 are ty p ic ally s ilo ed , f a ilin g to c o lla b ora te , a nd th ere fo re 
 obliv io us to o pportu niti e s to i m pro ve
 and i n no vate . T heir to p p rio rity i s to s ta y u nd er th e r a d ar s c re en o f e xecuti v e l e ad ers h ip . T hey
 re sis t d ir e cti o n a nd r e je ct a ssis ta nce. T he f r o nt- lin e a nd m id dle m anagem ent h av e g iv en u p
 because th ey f e el th eir l e ad ers h ip h as f a ile d th em a nd th at th ey'r e p ow erle ss.
 When a sk ed a b out th eir c o m pany's d eclin e, th um b-s u ckers s h o w a v ic ti m m enta lity :
 Com peti to rs a re n't p la yin g f a ir. R egula to rs h av e th em h am str u ng. I n te rn ally , th ey'v e b een c ast
 unfa ir ly . T hey a re h elp le ss to i m pro ve, i f th ey e v en a d m it th ere i s r o om f o r i m pro vem ent.
 Unlik e th e P ow erP oin t m afia , th ey a re n o t a t w ar w ith th eir c usto m ers o r a nyo ne b ecause th ey
 don't h av e a ny f ig ht l e ft i n th em . T hey a re b eyo nd f ig hti n g f ir e s b ecause e v ery th in g i s b urn in g.
 They'r e p la yin g th e w aiti n g g am e, b ut th ey a re o n th e d efe nsiv e a nd th ere fo re tr u st n o o ne.
 That's w hy th ey o nly l is te n to e ach o th er.
 Moti v ati n g th um b-s u ckers to c hange th eir p rio riti e s a nd to d o th e h ard w ork o f c hange i s
 im possib le . D on't e v en w aste y o ur ti m e h ere ; n o a m ount o f m essa gin g w ill b e h eard . Y our
 effo rts w ill f a ll f la t u nle ss th ere 's a c o m ple te c hange i n l e ad ers h ip . M ove o n to a n o rg aniz a ti o n
 or d iv is io n w here y o u h av e s o m e h o pe o f p ro gre ss.
 The o ne g o od th in g a b out th is c ultu re i s th at c hange i n s e nio r l e ad ers h ip h as a m ajo r i m pact o n
 fr o nt- lin e p ers o nnel a nd m id dle m anagem ent. S ud denly , th ere 's h o pe, a nd p eo ple a re w illin g to
 ro ll u p th eir s le ev es a nd m ake th e c hanges h ap pen. H ow ev er, u nti l th at p oin t, c hange l e ad ers
 need to f o cus th eir ti m e s o m ew here e ls e . Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
 Created from ncent-ebooks on 2020-07-22 13:38:16.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
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