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                 C hap te r 6
 O ve rc o m in g R esis ta n ce
 M y f ir s t w eek o n 
 th e j o b a s th e C IO o f M ed tr o nic , I s e t i n to m oti o n a c hange th at, a t f ir s t
 g la nce, s e em ed l ik e a n e asy w ay to s a v e th e c o m pany a l o t o f m oney. L ittl e d id I k no w , I w as
 k ic kin g o ff th e f ir s t s c uffle i n m y d ealin gs w ith a m an— we'l l c all h im S ty m ie S ta n— who w as
 d ete rm in ed to b e m y a d vers a ry . T his w ould b e th e f ir s t o f th re e ti m es i n m y f ir s t 9 0 d ays th at h e
 w ould a ct u nila te ra lly a gain st a te am d ecis io n. H e w as th e w ors t, b ut h e w asn 't th e o nly
 r e sis ta nce I f a ced a t M ed tr o nic . A ll c hange l e ad ers n eed to e xp ect r e sis ta nce— wheth er i t b e
 f r o m i n d iv id uals o r e nti r e b usin ess u nits — and b e p re p are d to o verc o m e i t.
 T he tr o ub le s ta rte d w hen, th e d ay I a rriv ed a t M ed tr o nic , I s a t d ow n a t m y n ew d esk a nd
 b oote d u p m y s h in y, b ra nd -n ew , c o m pany-is su ed P C . I w as a m aze d : H ere w as th e M ase ra ti o f
 c o m pute rs . I t w as p erfe ct f o r s o m eo ne i n R & D, e ngin eerin g, o r q uanti ta ti v e a naly sis w ho
 n eed ed r e al h o rs e p ow er. T ro ub le w as, m y to p d riv in g s p eed s, l ik e m ost p eo ple i n th e
 c o m pany, w ould b e e -m ail, s p re ad sh eets , a nd P ow erP oin t s lid es.
 I a sk ed a ro und a nd f o und o ut th at e v ery o ne i n th e c o m pany g o t th e s a m e c o m pute r. I T h ad s e t
 t h e s ta nd ard b ase d o n th e n eed s o f th e h ig hest- e nd u se rs , w hic h c o m pris e d a b out 1 5 p erc ent o f
 t h e c o m pany. M akin g m atte rs w ors e , I 
 fo und o ut w e w ere p ayin g th ro ugh th e n o se f o r th ese
 m achin es. T hey w ere th e s a m e o nes I h ad u se d a t G eo rg ia -P acific , p urc hase d f r o m th e s a m e
 s u p plie r f o r m ore th an tw ic e th e c o st.
 A fte r tr y in g a nd f a ilin g to n ego ti a te w ith th e s u p plie r, I r a is e d th e i s su e a t m y f ir s t c o uncil
 m eeti n g. F ir s t I e xp la in ed th at 8 5 p erc ent o f th e c o m pany c o uld a nd s h o uld d o th eir j o bs w ith
 m uch l e ss e xp ensiv e c o m pute rs . T hen I s u ggeste d w e p ut o ur b usin ess o ut f o r b id s f r o m n ew
 s u p plie rs .
 B y th is ti m e I k new th at th is c hange, l ik e a ny, w ould i n v olv e s o m e p oliti c s: I t w ould r e q uir e
 t h e v ario us b usin ess u nits ( B Us) to g iv e u p s o m e o f th eir a uto no m y a nd a lig n w ith e ach o th er
 a nd c o rp ora te o ver b uyin g d ecis io ns. T hey w ere u se d to h av in g to ta l c o ntr o l o ver th eir
 e q uip m ent b ud gets , a nd th ey h ad ti g ht r e la ti o nsh ip s w ith th e o ld s u p plie r. T his w ould b e
 a no th er s te p i n th e l a rg er s h ift to w ard i n te gra ti n g I T s e rv ic es a cro ss th e o rg aniz a ti o n, a m ove
 t h at w as a lr e ad y m eeti n g r e sis ta nce a m ong th e B U C IO s, w ho w ere n't u se d to h av in g to ta ke
 d ir e cti o n f r o m th e c o rp ora te C IO ( m e). A s I 'v e m enti o ned , th e e ffo rt p re ced ed m e, b ut i t w as
 a ls o a l a rg e p art o f m y m and ate .
 D esp ite a ll th at, a t th e c o uncil m eeti n g m y s u ggesti o ns s e em ed w elc o m ed . T hey a ll l is te ned to
 m y a rg um ents , a gre ed th at w e s h o uld f in d a n ew s u p plie r, a nd w e a d jo urn ed . S o y o u c an
 i m agin e m y f r u str a ti o n w hen I g o t w ord th at S ta n h ad p la ced a l a rg e o rd er w ith th e e xis ti n g
 s u p plie r a t th e s a m e p ric e w e'd a lw ays p aid . W hen I g o t h im o n th e p ho ne, h e to ld m e h e h ad
 “ changed h is m in d ” a b out th e n eed to f in d a n ew s u p plie r. A lth o ugh i t w as o nly S ta n w ho h ad
 o utr ig ht m uti n ie d , th e tr u th w as m any o f th e b usin ess u nit C IO s w ere c hafin g a gain st a n 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 13:39:19.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
 in iti a ti v e th at th ey f e lt th re ate ned th eir tu rf.
 The M an y F aces o f R esis ta n ce
 As I 'v e a lr e ad y w ritte n, p eo ple r e sis t c hange th at th re ate ns th eir b ound arie s. C hange c an c re ate
 genera liz e d u ncerta in ty , w hic h n o o ne l ik es, o r i t c an c re ate c le ar w in ners a nd l o se rs . G uess
 who r e sis ts ?
 What's m ore 
 uniq ue i s h o w p eo ple c hannel th eir o ppositi o n. M ost f o lk s ta ke th eir
 re sp onsib ility to w ard th e o rg aniz a ti o n s e rio usly . S ti ll, th ey c an b e u nco nsc io usly i n flu enced b y
 th eir p ers o nal s ta ke i n th e c hange, w hic h a ffe cts h o w th ey i n te rp re t a nd p rio riti z e th e f a cts a t
 hand . T heir r e sis ta nce ta kes th e f o rm o f r e aso ned a rg um ents a nd l e giti m ate p oin ts o f v ie w . I n
 my e xp erie nce, I s e e f o ur ty p ic al ty p es o f r a ti o nal r e sis te rs :
 1 . 
 Tho se w ho p ro pose s o m e a lte rn ati v e to y o ur v is io n o f th e f u tu re ( w hic h o fte n, b ut n o t
 alw ays, c o nv enie ntl y p re se rv es th eir b ound arie s).
 2 . 
 Tho se w ho a ccep t y o ur v is io n b ut b elie v e th ey h av e a b ette r w ay o f a chie v in g i t ( s e e
 pre v io us p are nth eti c al) .
 3 . 
 Tho se w ho d on't h av e th eir o w n s o lu ti o n b ut h av e l e giti m ate a rg um ents a gain st th e o ne
 yo u'v e p ro pose d .
 4 . 
 Tho se w ho h av e h ig her p rio riti e s a nd d on't h av e th e ti m e o r r e so urc es to i n v est i n th e
 change y o u a re p ro posin g.
 I'v e f o und th at p eo ple w ho f a ll i n to o ne o f th ese c ate go rie s a re g enera lly w illin g to e ngage w ith
 yo u. E ith er y o u c an w in th em o ver to y o ur p oin t o f v ie w , o r th ey'l l h elp y o u f in d a n e v en b ette r
 so lu ti o n, i f y o u c o m munic ate s u ccessfu lly . H ere 's m y s tr a te gic a p pro ach, b ro ken i n to f iv e
 prin cip le s, to w ork in g w ith d is se nte rs r a th er th an a gain st th em .
 1 . 
 Dro p th e w ord 
 co m pro m is e
 f r o m y o ur v ocab ula ry . Y ou'r e l o okin g f o r 
 mid dle g ro und
 .
 Com pro m is e s u ggests th at e ach p arty h as to g iv e u p s o m eth in g. M id dle g ro und s u ggests
 yo u'r e m ere ly f in d in g th e p la ce w here y o ur p ositi o ns o verla p a nd e v ery o ne's p rio riti e s a re
 re sp ecte d . T he f o cus i s o n p ro gre ss, n o t s a crific e.
 2 . 
 Take th e ti m e to th o ro ughly u nd ers ta nd a lte rn ati v e p oin ts o f v ie w . I t s h o w s r e sp ect, a nd i n
 pic kin g a p art th eir p ositi o ns, y o u'l l e ith er s tr e ngth en y o ur r e b utta l o r f in d o pportu niti e s to
 str e ngth en y o ur o w n v is io n w ith th eir s u ggesti o ns.
 3 . 
 Meet w ith i n flu enti a l 
 obje cto rs o ne-o n-o ne to h ear th em o ut. I t's v ery h ard to f in d m id dle
 gro und i n g ro up m eeti n gs. W ork th ro ugh th e d eta ils o ne-o n-o ne, th en b rin g th e r e su lt to y o ur
 te am s s e p ara te ly . O nce th at's d one, th e e nti r e g ro up c an m eet to geth er f o r f u rth er
 dis c ussio n.
 4 . 
 In y o ur i n iti a l m eeti n gs, l is te n c are fu lly f o r s h are d f e elin gs a nd b elie fs . I f y o u c an f ir s t g et
 alig nm ent o n th e “ w hat,” y o u'l l h av e a n e asie r ti m e a gre ein g o n m id dle g ro und c o ncern in g
 th e “ ho w ,” th e “ w ho ,” a nd th e “ w hen.” 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 13:39:19.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
 5 . 
 Don't tr y to r u sh to g et to m id dle g ro und i m med ia te ly . S pend ti m e u p f r o nt b uild in g
 re la ti o nsh ip s, p re fe ra b ly o ver m eals . W ait u nti l a t l e ast th e th ir d o r f o urth m eeti n g b efo re
 se tti n g a ny ti m elin es.
 The F if th T yp e o f R esis te r: T he M ach ia ve lli
 Most p eo ple f ig ht f a ir, f o cus o n th e f a cts , a nd c an e v entu ally b e p ers u ad ed . B ut th en th ere 's th e
 wors t k in d o f r e sis te rs , th e o nes w ho a re s o d riv en b y th eir n eed to p re se rv e th eir c o ntr o l,
 sta tu s, a nd s a fe ty th at th ey i g no re r e aso n a nd h o ld th eir g ro und b y a ny m eans n ecessa ry .
 Dete rm in ed to f ig ht, th ey u se d ir ty p oliti c s a nd a d h o m in em a tta cks to s u p port a n aked ly
 pers o nal a gend a. M y a d vers a ry a t M ed tr o nic , a t l e ast a t th at ti m e, w as th at k in d o f p la yer.
 I'v e f o und th at n o m id dle g ro und c an b e r e ached w ith th is c am p. Y our g o al i s to c o nta in , n o t
 co nv ert. P eo ple w ho f a ll i n to th is c ate go ry s h o uld n ev er, e v er b e u nd ere sti m ate d . T hey a re
 very s k ille d a t p oliti c s, w illfu lly d ecep ti v e, a nd e xp erts a t f in d in g w ays to a tta ck y o ur
 cre d ib ility .
 Because th ey'r e e xp erts a t h id in g th eir tr u e a gend a, th ey o fte n a t f ir s t s e em l ik e th ey'r e a m ong
 th e f a ir a nd r a ti o nal. E ven S ty m ie S ta n k ic ked o ff h is r e sis ta nce to th e c hanges a t M ed tr o nic
 with a d eta ile d w hite p ap er a rg uin g th at d im in is h in g th e a uto no m y o f th e b usin ess u nits w ould
 hav e d ir e c o nse q uences f o r th e c o m pany g o in g f o rw ard .
 Follo w in g a re 
 th re e s ta llin g ta cti c s th at M achia v ellis u se to w ork a gain st y o u, a nd s o lu ti o ns f o r
 dealin g w ith e ach.
 The R ope-a -D ope
 The b oxer M uham mad A li d ev elo ped th e r o pe-a -d ope to d efe at a m uch y o unger, l a rg er, a nd
 str o nger o pponent, G eo rg e F ore m an. F or m ost o f th e f ig ht, M uham mad l a id a gain st th e r o pes
 while G eo rg e w hale d a w ay a t h im . G eo rg e w ore h im se lf o ut i n th e p ro cess, a nd a fte r e ig ht
 ro und s, h e w as s o ti r e d th at M uham mad k no cked h im o ut. I n th e c o rp ora te v ers io n o f th e r o pe-
 a-d ope, y o u'r e a sk ed to d o a naly sis a nd m ore a naly sis u nti l y o u j u st g iv e u p . I g o t r o pe-a -
 doped a t th e o uts e t o f th e i n iti a ti v e to c o nso lid ate M ed tr o nic 's d ata c ente rs . S om e o f th e V Ps
 ra n th eir o w n d ata c ente rs , a nd th ey w ante d to k eep th in gs th at w ay. T hey h ad f o ught th e c hange
 by r e q uesti n g s tu d y a fte r s tu d y to r e fin e th e c o st- s a v in gs p ro je cti o ns. W hen th ey a sk ed f o r a n
 eig hth s tu d y, I p ut m y f o ot d ow n.
 “W hat p erc enta ge o f th e b enefits a re i n q uesti o n?” I a sk ed th em .
 “T w enty p erc ent,” th ey to ld m e.
 “A lr ig ht th en, l e t's s ta rt c o nso lid ati n g a nd g et th at 8 0 p erc ent th at y o u f e el s u re a b out— and th en
 do a s e p ara te a naly sis o n th e r e m ain in g 2 0 p erc ent.”
 They w ere ti c ked , b ut w hat c o uld th ey s a y? W e s ta rte d th e p ro cess b y w ork in g w ith th e
 busin ess u nits th at s u p porte d th e c o nso lid ati o n a nd c ir c le d b ack o nce s u ccess w as i n arg uab le .
 If y o u f in d y o urs e lf u p a gain st th e r o pes, a sk f o r c la rity : E xactl y w hat a sp ects o f th e e xis ti n g 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 13:39:19.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
 stu d y a re q uesti o nab le ? S end a te am to w alk th e r e sis te rs th ro ugh i t, p oin t b y p oin t. I f th ey s ti ll
 are u nsa ti s fie d , f in d a w ay to m ove f o rw ard a nyw ay. S ta rt i n a n a re a th at d oesn 't r e q uir e th eir
 ap pro val. A ckno w le d ge th eir c o ncern s, b ut l e t th em k no w th at y o u'r e g etti n g s ta rte d w here th e
 co sts a nd b enefits a re c le ar. W hate v er y o u d o, d on't g et tr a p ped i n to a no th er s tu d y.
 The M oon w alk
 Rem em ber M ic hael 
 Ja ckso n's s ig natu re m ove? T he p ers o n d oin g th is d ance i s m akin g a ll th e
 moti o ns o f m ovin g f o rw ard , a nd y et g lid es b ackw ard . Y ou'l l s e e th is w ith p eo ple r e sis ti n g
 change, to o. T hey n o d a nd s a y y es a nd g o th ro ugh a ll th e m oti o ns o f s u p porti n g y o ur e ffo rts , b ut
 th ey'r e n o t y o ur a llie s. F or e xam ple , y o u m eet w ith “ B ob” s e v era l ti m es a nd h e g iv es y o u th e
 str o ng i m pre ssio n th at h e's w ith y o u. S oon y o u'r e i n a m eeti n g to w in m ore p eo ple o ver to y o ur
 in iti a ti v e. Y ou tu rn to B ob a nd s a y, “ H ey, te ll th em a ll a b out h o w th in gs a re g o in g to b e b ette r.”
 You h ear s ile nce. Y ou th en a gain s a y, “ B ob?” T he n ext th in g y o u k no w , B ob h as l e ft th e
 build in g. H e's m oonw alk ed o n y o u.
 The w ay to p ro te ct y o urs e lf f r o m m oonw alk ers i s to g et p eo ple to g iv e y o u th eir th o ughts i n
 writi n g w henev er p ossib le . I t's e asy e no ugh to d o. A fte r a m eeti n g, o utl in e th eir r e sp onse i n a n
 e-m ail, s a yin g, “ I'd l ik e to c o nfir m w hat I th o ught I h eard d urin g o ur c o nv ers a ti o n, a nd l a y o ut
 th e n ext s te p s.”
 If y o u c an't g et th e p ers o n to c o m mit i n w riti n g, o r i f th e a nsw er i s th at y o u m is u nd ers to od,
 don't p anic o r g et f r u str a te d . A polo giz e f o r g etti n g i t w ro ng a nd s u ggest a no th er m eeti n g to
 cla rify i t. I n o th er w ord s, b lo ck a nd b rid ge.
 Frid ay t h e 1 3th
 In e v ery s in gle m ovie i n th e F rid ay th e 1 3th f r a nchis e , th e h ero es th in k th ey'v e k ille d th e
 villa in , J a so n, a nd th en J a so n c o m es b ack to l ife to te rro riz e th em o nce m ore . L ik ew is e ,
 re sis te rs w ill f in d s o m e p ast i s su e th ey c an u se to p ut y o u o n th e d efe nsiv e a nd s h ake p eo ple 's
 co nfid ence i n y o ur l e ad ers h ip . A nd e v ery ti m e y o u th in k y o u'v e p ut i t to r e st, th ey'l l tr o t i t o ut
 again , l ik e J a so n s u rg in g o ut o f th e l a ke. Y ou'r e f o rc ed to s p end m ore ti m e e xp la in in g a nd
 se llin g, i n ste ad o f m ovin g f o rw ard a nd m akin g th in gs h ap pen.
 At M ed tr o nic , “ Ja so n” c am e 
 in th e f o rm o f a b ad d ecis io n I m ad e w hen tr a nsiti o nin g o ur f ie ld
 sa le s g ro up to s m artp ho nes. T he p la n w as g o od: S m artp ho nes w ould a llo w s a le s r e p s to
 access c usto m er, p ro duct, a nd s h ip m ent i n fo rm ati o n i n sta ntl y w ith o ut h av in g to c all c usto m er
 care . I n c erta in m ark ets r e p s w ere a lr e ad y u sin g th e p ho nes, a nd e v ery th in g w as w ork in g g re at.
 Very s u re o f o urs e lv es, w e p ic ked a n am e-b ra nd p ro vid er a nd r o lle d th e p ho nes o ut n ati o nally .
 Very q uic kly w e w ere i n c ris is : th e p ho nes w ork ed f in e i n s o m e r e gio ns, b ut i n o th ers th ey
 dro pped c alls r ig ht a nd l e ft. B oth th e r e p s a nd th e c usto m ers w ere f u rio us. I t w as a h uge m ess.
 We r e so lv ed i t q uic kly b y c hangin g p ho nes a nd p ro vid ers , b ut i t d id n't m atte r. E very ti m e w e
 anno unced a n ew i n iti a ti v e, r e sis te rs b ro ught u p th e p ho ne d eb acle a s a w ay to q uesti o n m y
 ju d gm ent.
 The w ay f o rw ard i n s u ch a s c enario i s v ia th e b lo ck a nd b rid ge te chniq ue I i n tr o duced e arlie r. 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 13:39:19.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
 Fir s t, a ckno w le d ge a nd ta ke a cco unta b ility f o r w hat h ap pened ( i.e ., b lo ck), th en b rid ge i n to th e
 le sso ns y o u l e arn ed , h o w th o se l e sso ns h av e b een a p plie d s u ccessfu lly s in ce, a nd h o w th ey
 will b e a p plie d a gain w ith th is n ew i n iti a ti v e. W hen a n o pponent to c hange b ro ught u p th e
 pho nes, I 'd s a y to h im o r h er, “ Y es, th at w as th en.” T hen I 'd b rid ge b y s h ifti n g m y g aze to
 ev ery o ne e ls e i n th e r o om /a ud ie nce a nd s a yin g, “ W hat d o y o u th in k o f th e n ew p ho nes a nd
 ap plic ati o ns th at a re o n th em ?” E very o ne i n th e r o om w ould g iv e a th um bs-u p , s in ce th e c ris is
 was i n f a ct l o ng p ast. I 'd th en m enti o n th at a s n ew a p plic ati o ns w ere b ein g i n tr o duced , th ey
 were te ste d b y p eo ple i n e v ery r e gio n: “ O nce th ey g iv e u s th e th um bs-u p , w e s ta rt r o llin g i t o ut
 to e v ery o ne.” I e nd ed b y p oin ti n g o ut tw o s a le s p eo ple i n th e r o om w ho c o uld a nsw er a ny
 fu rth er q uesti o ns a b out th e te sti n g a nd th e b enefits o f th e n ew a p plic ati o ns. B y s h ifti n g th e
 co nv ers a ti o n to th e p re se nt a nd f u tu re , a nd m y a tte nti o n to th e e nti r e r o om , I e sse nti a lly
 co nfin ed J a so n to th e p ast.
 Som eti m es, y o u m ig ht f in d s o m eo ne i s n 't j u st r e hash in g y o ur m is ta kes, b ut e m bellis h in g th em to
 make y o u l o ok b ad . W hen th at h ap pens, s ta y c alm . D on't g et d efe nsiv e o r c all 
 th em l ia rs .
 In ste ad s a y, “ I r e ally l e arn ed f r o m th at, a nd l e t m e te ll y o u h o w .” U se th at i n tr o ducti o n to te ll
 th e s to ry e xactl y a s i t h ap pened , c o rre cti n g th e f a cts w ith o ut c allin g th e o th er p ers o n o ut.
 Rem ovin g a T o xic P la yer
 To p ro te ct th eir a gend as, M achia v ellis w ill o fte n r e so rt to p ers o nal a tta cks o n y o ur c re d ib ility ,
 parti c ula rly i f y o u a re m ovin g f o rw ard d esp ite th eir e ffo rts to s ty m ie c hange. F or m e, th at's
 ofte n th e p oin t w here I s to p tr y in g to m anage th e p ers o n a nd i n ste ad f in d a w ay to r e m ove h im
 because h e i s to xic to th e p ro gre ss.
 That's w here th in gs l a nd ed w ith S ty m ie S ta n. A fte r I i n te rc ed ed to m ake a d ecis io n i n th e c ase
 of th e tw o te chno lo gy s u p plie rs , h e w ro te m e a n e -m ail a ccusin g m e o f ta kin g a b rib e f r o m th e
 win nin g s u p plie r. I t w as a d ir e ct a tta ck o n m y c hara cte r a nd i n te grity . I t c o nfir m ed th at h e
 would d o w hate v er i t to ok to c o nti n ue o pera ti n g i n a s ilo i n ste ad o f b ein g p art o f th e o vera ll
 te am . I r o nic ally , h e c o uld h av e b een a v ery e ffe cti v e l e ad er f o r th e c o m pany a s a w ho le , a nd
 pote nti a lly th e n ext C IO , i f h e th o ught b ro ad er a nd w as a b le to w ear b oth h is B U h at a nd th e
 ente rp ris e o ne.
 When d ealin g w ith a to xic a d vers a ry , p ro te ct y o urs e lf. F ir s t, b uild a c o aliti o n o f h ub s. T hey
 will s p eak f o r y o u w hen y o u a re n o t i n th e r o om . N oth in g i s m ore p ow erfu l th an h av in g
 so m eo ne w ho i s r e sp ecte d c o m e to y o ur d efe nse . T he h ub s w ill n eutr a liz e p eo ple w ith
 pers o nal a gend as f a ste r a nd m ore e ffe cti v ely th an y o u e v er c o uld , b ecause n o o ne q uesti o ns
 th eir m oti v es.
 Seco nd , k eep y o ur e ar to th e g ra p ev in e. I f a d vers a rie s a re m akin g p ers o nal a tta cks to y o ur
 fa ce, y o u c an b et th ey'r e r e p eati n g th em to o th ers b ehin d y o ur b ack a s w ell. D ev elo p y o ur
 defe nse s o th at y o u c an r e sp ond q uic kly a nd e ffe cti v ely w hen y o u h ear th at n egati v e g o ssip i s
 cir c ula ti n g. T im in g i s k ey: I f y o u w ait to o l o ng, th e r u m ors a nd p ers o nal 
 atta cks w ill g et
 str o nger i n th e r e te llin g, a nd th e l a ck o f r e b utta l f r o m y o u o r o th ers w ill s e em to c o nfir m th em .
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 Med tr o nic 's C FO a nd a to p H R p ers o n, b oth o f w ho m w ere h ub s a nd p eo ple w ho se a d vic e I
 valu ed a nd tr u ste d . I th en m et w ith th e C EO a nd C O O. F in ally , I m et w ith th e s e nio r v ic e
 pre sid ent o f th e b usin ess u nit S ta n w as i n . A ll u nd ers to od a nd s u p porte d th e d ecis io n I m ad e to
 re m ove h im f r o m th e te am .
 I d id n't f ir e S ta n; I r e m oved h im f r o m h is I T l e ad ers h ip p ositi o n a nd th e I T o rg aniz a ti o n. T he
 BU h e w as i n g av e h im a no th er, m uch s m alle r p ositi o n i n th e b usin ess. H e l e ft th e c o m pany
 with in a y ear. I s tr o ngly b elie v e th at h e l e arn ed f r o m th e e xp erie nce, b ecause I h eard r e p orts
 th at h e i m pro ved h is l e ad ers h ip s ty le c o nsid era b ly a fte r h e l e ft.
 Cle an in g U p t h e S lu dge
 Fir in g o r d em oti n g s o m eo ne r e q uir e s a th o ughtf u l a nd p ro acti v e c o m munic ati o n s tr a te gy to
 move f o rw ard . Y ou m ay u nd ers ta nd w hy th e p ers o n h ad to g o , b ut i t m ay n o t b e i m med ia te ly
 cle ar to th e p eo ple h e m anaged ; th ey'r e s ti ll s tu ck i n th e to xic s lu d ge. S ta n, f o r e xam ple , w as a n
 extr e m ely p opula r l e ad er w ith in h is b usin ess u nit. O nce a gain , i t's y o ur j o b to h elp p eo ple
 und ers ta nd h o w th in gs w ill c hange— or o th erw is e p ut, to h elp p eo ple r e b uild th eir b ound arie s.
 Sta rt w ith th ese th re e s te p s:
 1 . 
 Id en tify i n te rim l e a dersh ip
 . N am e th e i n te rim l e ad er a t th e s a m e ti m e y o u tr a nsiti o n th e
 pers o n o ut. Y ou c an't a ffo rd a v oid i n l e ad ers h ip w hile y o u s e arc h f o r th e p erm anent
 re p la cem ent. D on't a ct a s th e i n te rim l e ad er y o urs e lf; y o u c an't r u n th e p ers o n's g ro up a nd
 als o l e ad th e e nti r e o rg aniz a ti o n. C ho ose s o m eo ne w ho r e p orte d to th e p ers o n w ho w as
 re m oved a nd w ho i s tr u ste d b y h er te am . W hen p re p pin g th e i n te rim l e ad er, d on't ta lk a b out
 th e s p ecific s th at l e d to th e c hange i f th ey a re b ehav io r r e la te d . A s th e l e ad er, y o u h av e to
 opera te i n c o nfid ence a nd 
 keep th e p ers o nal o ut o f th e d is c ussio n, e v en w hen o th ers d on't .
 2 . 
 Announce t h e t r a nsitio n
 . W ith in a n h o ur o f i n fo rm in g th e tr a nsiti o nin g p arti e s, h o ld a to w n
 hall m eeti n g w ith e v ery o ne w ho w ork s u nd er th e i n te rim l e ad er. N ew s w ill s p re ad e v en
 fa ste r th an a n h o ur, s o d on't w ait. E xp ect p eo ple l o yal to th e r e m oved p ers o n to b e
 fr u str a te d , a ngry , a nd c o nfu se d . T hey'v e l ik ely h eard a v ery o ne-s id ed v ers io n o f th e s to ry .
 Afte r a nno uncin g th e tr a nsiti o n, y o ur f o cus w ill b e o n th e f u tu re . I n ste ad o f ta lk in g a b out th e
 re aso ns th e c hange w as m ad e— re m em ber, y o u'r e n o t g o in g th ere — in ste ad l e t p eo ple k no w
 th e d ir e cti o n th e o rg aniz a ti o n i s h ead ed i n . E m phasiz e th e c o re b ehav io rs th at s h o uld g uid e
 ev ery o ne i n th e o rg aniz a ti o n, i n clu d in g th eir n ew l e ad er.
 Don't b e s u rp ris e d i f a p ers o n o r tw o c ro sse s th e l in e w ith h is o r h er c o m ments a nd
 beco m es d is re sp ectf u l. H av e H R i n th e r o om to a d dre ss s u ch c o m ments . D on't a sk th e
 in te rim l e ad er to s p eak. Y ou w ant p eo ple to d ir e ct th eir f r u str a ti o n a t y o u, n o t a t th e n ew
 le ad er. Y ou d on't w ant th e n ew l e ad er p erc eiv ed a s a tr a ito r. L et e v ery o ne k no w w hat th e
 pro cess a nd ti m in g w ill b e to s e le ct a p erm anent l e ad er.
 3 . 
 Sta y p ositiv e w hile t h e h ubs w his p er
 . A fte r th e m eeti n g, l e t y o ur p re se nce b e k no w n b y
 vis iti n g th e p ers o n's s ite o fte n a nd w alk in g th ro ugh i t. M eanw hile , l e t y o ur h ub s w ork th e
 in fo rm al c hannels . T hey c an s a y w hat y o u c an't . T hey'l l k no w th e f u ll s to ry n o t b ecause y o u
 to ld th em , b ut b ecause th ey a re s o w ell c o nnecte d . H ub s k no w o rg aniz a ti o nal h is to ry , Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
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 in clu d in g w ho th e o ffic e b ullie s a re . C hances a re y o u'r e n o t th e f ir s t p ers o n w ho h as
 in curre d a b ully 's w ra th . L ed b y h ub s, th e w ate r-c o ole r a nd g ra p ev in e ta lk w ill q uic kly
 change f r o m h o w y o u d id th e p ers o n w ro ng to w hat th e p ers o n d id w ro ng— no t o nly to y o u
 but to o th ers i n th e p ast.
 As f o r y o u, y o u'l l k eep i t p ositi v e. E very o ne w ill r e sp ect y o u f o r c o m munic ati n g p ro acti v ely a t
 th e to w n h all m eeti n gs a nd ta kin g th e h ig h r o ad 
 and n o t g etti n g i n to th e p ers o nal s p ecific s.
 That's w hat l e ad ers d o. I n a m onth o r s o , th e to xic s lu d ge w ill s u b sid e. B y th e ti m e y o u s e le ct
 and a nno unce th e p erm anent l e ad er, th e h alls w ill b e c le ar.
 That's e xactl y w hat h ap pened a t M ed tr o nic . U lti m ate ly , w e g o t o ur n ew c o m pute rs a nd th e
 su p plie r o ffe re d p ric es e v en l o w er th an w hat I h ad p aid a t G eo rg ia -P acific ; th is w as a h uge
 win th at I w as a b le to c re d it to th e p eo ple w ho m anaged th e b id din g p ro cess, m akin g th em th e
 hero es.
 Tho se c o m pute rs w ere a n i m porta nt w in b eyo nd th e c o st s a v in gs. N ow e v en th e m ost s k ep ti c al
 of p eo ple w ere b eco m in g b elie v ers th at q uality a nd l o w c o st w ere n't m utu ally e xclu siv e.
 In flu en cin g t h e N arra tiv e o n t h e F ro nt L in e
 Fro nt- lin e p ers o nnel a re w hat I c all th e “ la st m ile ” o f c hange i n iti a ti v es, w here th e r u b ber
 meets th e r o ad . T hey'r e th e o nes m akin g th e p ro ducts , s h ip pin g th em , a ccep ti n g p aym ents , a nd
 in te ra cti n g w ith c usto m ers . I f th ey d on't a d opt th e n ew p ro cesse s a nd b ehav io rs y o u'r e l e ad in g,
 th e d is o rd er te nd s to l a nd d ir e ctl y i n th e c usto m er's l a p .
 Conse q uentl y , i t i s v ery i m porta nt th at th e l e ad er k eep s h is f in ger o n th e p uls e o f h o w
 pers o nnel a re f e elin g a nd w hat th ey a re s a yin g, s te p pin g i n w hen n ecessa ry to i n flu ence th e
 narra ti v e. T hese d ays, i n fo rm ati o n r e ad ily f lo w s u p a nd d ow n, e sp ecia lly i n th is a ge o f s o cia l
 med ia , i n w hic h r e m ark s— both p ositi v e a nd n egati v e— can g o v ir a l i n a n i n sta nt. C ontr o llin g
 messa gin g i s i m possib le , s o e xactl y h o w 
 do
 y o u i n flu ence th e n arra ti v e? N o a m ount o f
 pro pagand a w ill s ile nce th e r a nk a nd f ile , w ho h av e n o r e aso n n o t to te ll i t l ik e th ey s e e i t.
 Giv en th at, I s u ggest y o u d o th e e xact o pposite . I n ste ad o f tr y in g to ta lk l o ud er, I w ant y o u to
 lis te n
 .
 Go to th e p la ces w here th e f r o nt l in e w ork s a nd h o ld l is te nin g s e ssio ns, b oth i n g ro up s a nd
 one-o n-o ne. B y s p end in g ti m e w ith p eo ple , y o u w ill 
 le arn h o w th ey f e el. Y ou'l l g et v alu ab le
 in fo rm ati o n a nd b e a b le to d is c uss th eir c o ncern s d ir e ctl y . B ut a gain , y o u'r e m ostl y l is te nin g;
 th ey'r e th e o nes w ho w ill i n flu ence th e n arra ti v e. W hile y o u'r e v is iti n g th ey'r e n o t o nly ta lk in g
 to y o u; th ey'r e a ls o te xti n g, p osti n g s ta tu s u p date s, a nd ta ggin g p ho to s, l e tti n g o th ers k no w th at
 yo u a re th ere w ith th em . T he m essa ge to e v ery o ne i s l o ud a nd c le ar: Y ou c are a b out w hat th ey
 hav e to s a y a nd h o w th ey a re b ein g e ffe cte d . T heir l e ad ers a re l is te nin g. T hat's a m essa ge y o u
 want
 to g o v ir a l.
 Lis te nin g to th e f r o nt l in e h as a n a d diti o nal b enefit: Y ou'l l e m erg e f r o m th ese i n te ra cti o ns w ith
 so m e c lo se r e la ti o nsh ip s. T ho se p eo ple b eco m e y o ur c o m munic ati o ns f r o nt l in e, s h o oti n g y o u
 te xts i f th ey s e e i s su es o r r e sis ta nce a s th e c hanges u nro ll. Y ou'l l b e a b le to tr o ub le sh o otDallas, 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 13:39:19.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
 quic kly , b efo re p ro ble m s h it th e c usto m er o r n egati v e i n fo rm ati o n f lo w s u p to th e to p.
 In fo rm atio n F lo w s U p
 Recep ti o nis ts a nd s e curity g uard s c an b e i n cre d ib ly v alu ab le s o urc es o f i n fo rm ati o n i f y o u
 ta ke th e ti m e to h av e g o od r e la ti o nsh ip s w ith th em . T hey a re p ra cti c al h ub s, w ell
 positi o ned to o bse rv e e v ery th in g th at's g o in g o n. T hey a re v ery p erc ep ti v e, a nd w ith th at
 bro ad v ie w , th ey c an c o nnect d ots f a ste r th an a nyo ne. T hey c an g iv e y o u a h ead s u p s u ch
 as, “ I s a w s o -a nd -s o i n th e b uild in g to day.”
 Take th e ti m e to b uild r e la ti o nsh ip s w ith th ese p eo ple . G re et th em i n th e m orn in gs a nd s a y
 go od-b ye i n th e e v enin gs. F in d o ut w hat's i m porta nt to th em , p ro fe ssio nally a nd
 pers o nally . A nd i f th ey e v er a sk , “ H ow i s e v ery th in g g o in g f o r y o u?” s to p d ead i n y o ur
 tr a cks. T hat q uesti o n o fte n m eans th at th ey h eard s o m eth in g n egati v e, s o l is te n c are fu lly .
 Vis iti n g th e f r o nt l in e 
 beco m es i n cre asin gly d iffic ult a s y o u m ove u p th e l a d der. I t ta kes ti m e to
 in te ra ct i n p ers o n, a nd th e h ig her u p y o u g o , th e m ore c ro w ded y o ur s c hed ule g ets w ith
 meeti n gs i n th e c o rp ora te h ead quarte rs . Y ou'l l n eed to p rio riti z e i n o rd er to m ake f r o nt- lin e
 vis its p ossib le . E nlis t y o ur e xecuti v e a ssis ta nt to h elp . M in e u se d to s c hed ule “ w alk a ro und ”
 ti m e f o r m e s e v era l h o urs e ach w eek. T ho se ti m es c o nsis te d o f m e j u st w alk in g a ro und th e
 cam pus, c hatti n g p eo ple u p . I a lw ays l e arn ed a l o t th at w ay. I n s c hed ule d m eeti n gs, p eo ple
 hav e r e hears e d a nd a re o n th eir g uard to s a y th in gs i n th e m ost p oliti c ally c o rre ct w ay. W hen
 yo u c an c atc h th em o n th e w ay to th e r e str o om , th e i n fo rm ati o n y o u g et i s c and id — and
 in cre d ib ly s u ccin ct.
 Of c o urs e , th e i n fo rm ati o n y o u g et i s o nly a s g o od a s th e r e la ti o nsh ip s y o u h av e. 
 Part I II
 ,
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 Chap te r 6 in T w eets
 Engage p eo ple w ho o ppose c hange w ith r a ti o nal a rg um ents ; th ey m ay i m pro ve y o ur
 pla n.
 Don't l e t y o ur c hange i n iti a ti v e g et s tu ck i n a no th er s tu d y. S ta rt s m all a nd s h o w r e su lts .
 Get p eo ple 's p ositi o ns i n w riti n g to p ro te ct y o urs e lf f r o m m oonw alk ers .
 When p eo ple f ig ht c hange w ith p ers o nal a tta cks, th e b est u se o f y o ur e nerg y i s to l e t
 th e a tta cks g o .
 Don't w ait to a nno unce a p ers o nnel c hange; y o u'v e g o t a n h o ur b efo re th e g ra p ev in e
 does th e j o b f o r y o u.
 Spend in g ti m e w ith th e f r o nt l in e c re ate s a m essa ge th at g o es v ir a l: Y ou c are a nd th ey
 matte r.
 Coach in g M om en ts
 All “ no ” a nsw ers n eed 
 to b e a d dre sse d .
 Questio n
 Answ er
 (Y es o r
 No)
 1 . 
 Hav e y o u d ev elo ped r e la ti o nsh ip s w ith r e cep ti o nis ts , s e curity g uard s, a nd
 oth ers w ith a b ro ad v ie w i n to th e o rg aniz a ti o n?
 2 . 
 Hav e y o u i d enti fie d , c ate go riz e d , a nd d ev elo ped a p la n f o r e ngagin g th o se
 who a re r e sis ti n g c hange?
 3 . 
 If y o u h av e a “ S ty m ie S ta n” o n y o ur te am , h av e y o u e ngaged H R a nd
 dev elo ped a p la n to r e m ove th e p ers o n a nd tr a nsiti o n to n ew l e ad ers h ip ?Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
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