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Radio session, 24 th of Feb.2013; AFRO FM 105.03 

by Sofi and Monika (soddemann@email.de) 

What I am gonna to talk about today is about Change Management 

The idea behind is  

- To enable you to understand change processes and the fear of people involved 
- Familiarise you with the different levels of change and phases of change process 
- Highlight the 6 main elements of success which are crucial within a change process 

The content we will look at is: 

1. What is Change Management 
a. Definitions 
b. Quotes 
c. What is it for you? 

 
2. What else to know about Change Management 

a. Why is Change Management needed? 
b. What is my motivation to talk about it? 
c. What are the problems of it? 
d. How Change Management should not been done 

 
3. Which “levels” and processes to follow? 

a. Process of CM 
b. Inner and outer skin 
c. Personal, team & organisational level 
d. Story: of “When comparing” does not work 

 
4. Some success areas of CM including stories, tools and methods 

I. Move people and organisation 
II. Find partners/ allies/ 

III. Start at the “right” end 
IV. Create right structures for change 
V. Develop a common future 
VI. Learning  

Sources:  

Book (German): Adventure Change Mangement, from Manfred Höfler, Dietmar Bodingbauer, 
Hubert Dolleschall 

Translation: Severin Weigend, Monika Soddemann 

Internet links: 

http://en.wikipedia.org/wiki/Change_management 

http://en.wikipedia.org/wiki/Peter_Senge 
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http://www.youtube.com/watch?v=__IlYNMdV9E 

http://en.wikipedia.org/wiki/Peter_Drucker 

 

 

What is change management? 

This radio session is about Change Management and the techniques and 
tools to implement changes in organisations and companies, the tools and 
stories you hear can also be used on a smaller level, e.g. for change 
management in business units, branches, or even on the personal level. 

But:“What is Change Management? What does the literature tells us 
about it? 

Answering the questions is crucial for understanding of change and for 
planning, implementing and evaluating change management processes. 

 

  

  

Change Management is the process, tools and techniques to manage the people-side of 
change processes, to achieve the required outcomes, and to realize the change 
effectively. 

It is a structured approach to transitioning individuals, teams, and organizations from a 
current state to a desired future state; it includes both organizational change management 
processes and individual change management models. 

There is a tight connection with the concept of learning organisations. Only if 
organizations and individuals within organizations learn, they will be able to master a 
positive change.  

Change Management works on 

• an individual level, i.e. change of individuals through the phases of change 
management and strengthening organizational development initiative in both 
government and corporate sectors; or 

• an organizational level. Organizational Change Management includes processes 
and tools for managing the people side of the change at an organizational level. 

 

What do others think is change management? 

Quotes: 

- Change Management means to me to work more efficiently with your employees ; 
you work on strategies and reforms which bring a coherent change to the 
organization or company you try to reform. (German student) 

- Change Management is something you do not see, while it is happening 
(Ethiopian Taxi driver) 
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- People don’t resist change. They resist being changed (Peter Senge, American 
Scientist)  

Thes quotes show: that it involves a process and it also shows how complex changes are. 

Exercise:  

What is for you change management? What do you asso ciate with it?  Have you 
thought about it?  

 
 

Why is change management needed? 

  

“Everybody has accepted by now that change is unavoidable. But that still implies that 
change is like death and taxes it should be postponed as long as possible and no change 
would be vastly preferable. But in a period of upheaval, such as the one we are living in, 
change is the norm.” 
(Peter F. Drucker 1909, American management guru)  

“If we want things to stay as they are, things will have to change.”  
(Giuseppe di Lampedusa 1896-1957, Italian writer in The Leopard)  

“The reasonable man adapts himself to the world; the unreasonable one persists in trying 
to adapt the world to himself. Therefore, all progress depends on the unreasonable man.” 
(George Bernard Shaw 1856-1950, Irish playwright and critic) 

The wish for change may arise from existing problems, foreseen challenges or positive 
visions. Whatever you change: you need to find out about the status quo. 

Typical situations where change is needed: 

- Building up a new business because the market shows the old buisness does not 
work anymore, does not bring any benefit or whatever 

- You personally feel the need for a change for instance in your business because 
maybe you are facing health problems 

- The government wants to save tax payers money and pushes the merge of 
different organisations. That has as consequence the restructure of different units, 
people need to get used to new ways of working etc. 

 

   

 

What is my motivation to talk about Change Manageme nt? 

- Like to motivate people: individuals as well as groups 
- I like to learn and professionalise myself – all this demands “Change” of behavior, 

accept critical feedback and the application of some change management tools 
- I work more than 15 years in development and this field is about supporting change, 

follow up on processes, etc. It is constant try to support individuals and organisations 
in their efforts to transform, change, do something different 
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What is the problem with Change and Change Mangemen t? 
  

This whole module is about change management... but what the heck it 
the problem with changing something?  

Why not simply analyse your situation, plan what has to be changed 
and order others to follow your plan? In the end you are the manager, 
aren’t you? 

Why to deal with change management as a separate management 
approach? 

What do you think is the problem with it? 
 

 
  

1.) The current situation is comfortable  
 
Nobody likes to change without a reason. As long as people don’t recognize the 
current situation as dangerous, we don’t like to move to new lands. Often we 
already realize the dangers  (e.g. climate change) but aren’t emotionally affected 
by them (the enviromental catastrophes are still far away).  
 

2.) The company’s working culture is like that of a prison 
 
New and vital managers arrive at a company in crisis but everything stays about 
the same as it has been before. The comany’s culture, that means the unwritten 
laws, are determining the possibility for change: What is getting rewarded, what 
gets punished and how are we percieving the world? In those circumstances, new 
persons will have a hard time when trying to work against that culture – unless 
they shatter everything. 
 

3.) There is a lack of credible guidance 
 
Many managers demand new ideas of their employees, but don’t change their 
own behaviour. Some only have their own career and their own goals in mind but 
expect at the same time that their employees get involved with innovation that 
could bring uncertainty for them. 
 

4.) People don’t want to be objects 
 
Most of the people want to take their fate into their own hands. They want to 
participate in decisions and don’t want to be an object of anonymous plans. 
Nobody expects participation in topics that are far out. But when it comes to your 
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own work, you want to be asked and participate. If that’s not the case, people will 
resist those decisions. 
 

5.) Letting go is the hardest 
 
People are not afraid of innovation but the fear to let go of the already known. For 
example if there is a restructuring ahead: Who thinks it’s easy to let go, to 
suddenly be without any security or well-known social surroundings? The agents 
of innovation only talk about the new but nobody helps when we have to let go. 
 

6.) Interests differ 
Many messages of Change remain useless. The one sending them out wants to 
reduce costs to raise the value of the company. The ones receiving the message 
want job security, a secured income and an exciting job. A classic case of 
differing interests!  
 

7.) The innovation doesn’t make sense 
Presentations made by managers about planned Change processes speak of 
“world class, service champion, global leaders, best in business” or similar 
slogans. But nobody explains the point of the change process to those who are 
affected by it or how an attractive vision of the future could look. People are 
expected to change, bursting of energy. But who likes to engage himself for a 
pointless project?  
 

8.) I don’t want to hurt anybody 
The desire for harmony and dependencies are the greatest enemies of 
constructive Change. Who likes to hurt others and thereby also himself? He’s my 
friend so I can’t fire him as a manager and because I own my job to her, I too 
have to help her. Because he had done the job so well five years ago, I don’t want 
to criticize him. That’s exactly the way how things stay as they are.  
 

9.) Everything is unstable 
The times when companies or public administration could work in more stable 
circumstances for many years again after many change processes are over. 
Markets, technology and values are in constant fluctuation. Two negative 
reactions to that: Starting numerous actions without proper planning or falling into 
a state of paralysis. 
 

10.) Clinging to your own world 
Many people live in their own world and would give everything to keep it that way. 
Three examples: Teachers never had any other job experience after twelve years 
of school and five years of studying; managers communicate only with the likes of 
them and not with “normal workers”; European managers witness the rapid 
change in India and China only from the balconies of their hotels.  
 

11.)  Fears determine your actions 
Fears are something deeply personal and have no space in the elbow-ruled daily 
life of the market. They still determine our behavior when it comes to Change – be 
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it existential fears such as losing one’s job, the fear of loss of identity or the fear of 
losing your social surroundings.  
 

12.)  Daily business is dominating  
 
Many managers invest all their energy in tackling daily challenges. They solve 
problems and there are certainly enough of them. But there is barely any time left 
for reflection and working strategically on the future at the end of the day. 

 

How Change Management should not been done … 

If you drop a frog in a pot of boiling water, it will of course frantically try to clamber out. But if 
you place it gently in a pot of tepid water and turn the heat on low, it will float there quite 
placidly. As the water gradually heats up, the frog will sink into a tranquil stupor, exactly like 
one of us in a hot bath, and before long, with a smile on its face, it will unresistingly allow 
itself to be boiled to death. 

Version of the story from Daniel Quinn's The Story of B 
 
The boiling frog story is a widespread anecdote describing a frog slowly being boiled alive. 
The premise is that if a frog is placed in boiling water, it will jump out, but if it is placed in cold 
water that is slowly heated, it will not perceive the danger and will be cooked to death. The 
story is often used as a metaphor for the inability of people to react to significant changes 
that occur gradually.  

The boiling frog story is generally told in a metaphorical context, with the upshot being that 
people should make themselves aware of gradual change lest they suffer eventual 
undesirable consequences. This may be in support of a slippery slope argument. It illustrates 
the idea that change needs to be gradual to be accepted. 
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What processes and levels of CM have to considered?  

Successful Change Management process follows a seve ral step “logic” : 

The questions you might raise are 

1. Do we manage/ do we have a common understanding of the situation? Where are we 
now? Why should we change? 

2. You need to develop an attractive vision of the future respectively a view of how it 
should be in the future: Where should we change to? What is our vision?  

3. Develop a joint journey, a tailor-made way in order to bring or guide people from “Is to 
“should”. 
 

- Such processes are never straight and “linear”. Development always needs 
observation, corrections and a “systemical way” to see things. This means you need 
to respect that there are many reasons to change and many reasons which have an 
impact on the results.   

- So you can not drive “change” you need to go with the people and you need to find 
out what are their concerns, how they see the things , etc. 

 
  

 

 

 

 

What is the inside and outside the skin in Change M anagement? 

Successful change processes need an adequate balance  of attention 
between the  

- visible issues e.g. structures, processes, systems etc. – we call it 
the “outside skin” and 
 

- the “invisible issues” like behavior, dogmas, belief systems, 
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feelings assumptions of success ; called the “inside the skin” 

Structures and processes are only implementable, if those involved are 
really touched and concerned. Because personal development and 
transitions follow the logic of the psyche /mid. Developing structures, 
strategies or management systems are following more the logic of 
cognitive  processes.(this is a part in your  mind where you learn, make 
experience, etc.) 

 

Important is that: do not initiate new concepts or ways without involving 
your people or who are also concerned about the change. That means that 
development “inside and outside the skin” need to be done synchronically. 

 

What are the different levels of Change Management?  

Let us have a closer look at the different levels where change 
management applies... 

 

 

 

 
  

Change and thus Change Management can be divided into three levels. Those levels are 
to some (or a major) extent involved in the change process. Do not think that the 
management in general, is the main group or even only group involved. They might 
identify needs for change, plan the changes and implement change processes, but the 
change itself influences other levels even more. 

The three levels involved are: 

• the self (i.e. self-level or “individual perspective school”) – in other words YOU 
• the team or the organisation (i.e. team-level or “group dynamics school”) and 
• the wider system that surrounds the team / organisation (i.e. system-level or 

“open system school”) 
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Exercise: Which change project is related to which level  
 

  

Exercise 

Have a look at the following change project: 

It is planned to change the beginning of school 
in your country from 8:00 h to 7:00 h in order to 
give children the change to spend the afternoon 
at home. 

Whom would you include in the effort to 
change? 

Please tick the correct answers. 

 Pupil 

 Teachers 

 Parents 

 Government 

 General Public 

 Companies 

 
  

 

You are right: Somehow all levels are concerned. 
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Hint/Tip: 
Attention: First one might think, that only pupil will have to change as they will go to school 
earlier. However, it is clear that also parent will have to change and get up earlier and 
teachers need to be in school earlier as well. Will all of these accept that? Why should they? 
Why not? 

Finally also managers of enterprises will have to change, as some staff might not have the 
chance to come in time as they have to bring their kids to school or might have problems in 
the afternoon finding a babysitter. 

 

All in all:  Change management is a complex process, the following stories shows that. 

 

When comparing doesn’t work  - a story  

A shoemaker, who suffered from severe back pain and seemed to be close to dying, visited a 
doctor. The doctor tried hard to find the right medication to help him, but couldn’t find 
anything that would be of use anymore. Timidly the patient asked him: “Isn’t there anything 
left that could save my life?“ The doctor replied: „Unfortunately, I wouldn’t know of any other 
possible drug.“ The shoemaker then replied: „If nothing is going to help me anymore, I still 
have one last wish: I want a stew with four pounds of of beans and one liter of vinegar.“ The 
doctor shrugged his shoulders in resignation and answered: „ I don’t think high of those 
ideas, but if you think it helps you, you should try.“ All night the doctor waited for the news of 
the shoemakers death. But on the next morning, he was still alive and seemed very healthy 
again. So he wrote in his diary: „Today a shoemaker came to me who had no hopes of 
surviving anymore. But four pounds of beans and a liter of vinegar helped him.“ Shortly after, 
the doctor was called to see a very sick tailor. Also for his case he didn’t know any remedy. 
Since he was a hones man, he admitted this to the tailor, who begged: „Don’t you know of 
any other possibility?“ The doctor thought about it again and said: „No, but not a very long 
time ago a shoemaker came to me, who suffered from similar pain as you do now. Four 
pounds of beans and a liter of vinegar helped him.“ „If nothing else helps anymore, I might try 
that just as well“ replied the tailor. He ate the beans with vinegar and was dead on the next 
day. The doctor thus wrote in his diary: „Yesterday a tailor came to me and he was about to 
die. He ate four pounds of beans with a liter of vinegar and he died. Something that helps a 
shoemaker, doesn’t help a tailor.“  

For successful change management there are  no  general recipes. Each leader or person 
who initiates change must to find its own way.  

Gandhi said: We need to be the Change, which we wan t to see in the world. 

This session here wants to give you some tools which should help you on your personal 
Change Journey! 
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What are the success factors of Change Management? 

The management of changes is not an easy task. The situation and the context of people are 
very different, manifold and diverse. You find many books, models and tools and many 
recipes if you look around. But what we have seen in the story before: what works for one 
person, does not automatically work for another one.  

Therefore in order to have an overview I decided in this radio session to highlight 6-8 most 
important subject areas, which are crucial for a successful Change process.  

Each topic will be highligthed with stories or examples and will provide some hints and tips. I 
hope they help you to reflect your situation, motivate you maybe to start with little changes in 
your environment when you deal with the management of change.  

 

Success Factor: Move people and organisations 

Almost nobody really likes to change and the majority prefers that things stay as they are.  

Effective change demands defreezing, warming up and getting ready to go before change 
can happen. (see also Kurt Lewin about “group dynamics) 

It’s all about getting ready for change with body and mind. 

For examples: Sport person who don’t warm up before they start their exercises, will get a 
torn muscles. 

Actors who stumble on stage, will hear the crowd booing and people who do paraglide who 
just start running without checking the surroundings beforehand, will be struck down by the 
first winds.  

So it is important to be prepared and to be ready for that. One important aspect in regard to 
change Management is to create a common reality, have the “same understanding” when 
you talk about change. The following story will explain it : 

Constructing a shared reality 

You might know the story of the elephant: An Indian prince ordered his servants to bring an 
elephant into a dark room. A group of his most outstanding scientists examined the elephant. 
One felt the leg and said that this creature must be as big as a tree. Another felt the ear and 
said that this creature must be as big as the leaf of a lotus flower. A third examined the tail 
and came to the conclusion that the creature must be comparable to an eel. This conclusion 
was inacceptable to a fourth scientist who had examined the back of the elephant and who 
thought that the elephant must rather be comparable to a wale. A sixth scientist who had 
examined the trunk could only laugh over those silly and stupid assumptions. To him it was 
absolutley clear that the elephant must surely be comparable to a snake… 

Does it sometimes happen to you as well,  that you are convinced of knowing how 
something actually is and that you absolutely can’t understand how someone could see that 
differently?  

Well, everybody only perceives a certain part of reality and is always in danger of thinking of 
that part as the only existing and right one. 
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Especially in such complex structures as companies it is therefore advisable to exchange 
different views and perceptions to understand the whole „microcosm“:  

Exercise:  Think about a change project in your business, your environment….What is 
happening right now? How is this perceived? What does the customer say? And how do the 
employees see the subject? What does the management think about it  etc. etc.?  

With regard to further development, it is important to be sure of the general  framework: What 
is absolutely unchangeable? What is changeable? Interestingly enough, more often matters 
get perceived as unchangeable, even though after careful examination it becomes clear that 
they are in fact changeable. Many new opportunities can be created through that!   

Tip/ Hint:  

1. Tell in your next meeting or appointment with colleagues about the story of the 
elephant . Find out where you act similar like your colleauges.  

2. Exchange regularly views with colleagues about important aspects of the 
organisation. 

3. Write down where you see limitations : Ask yourself: What would happen if they are 
not there anymore? What can we do to get rid of them?  

 

 

Success Factor:  Pointing out the benefits of Change  – A story first: 

An old man lived with his son on an old farm. They owned only a single horse with 
which they could plow their fields. One day this horse disappeared. The people of the 
village came together and cried: „Oh what bad luck!“ The old man calmly replied: 
„Who knows if there isn’t a good side to it?“ A week later the horse returned and with 
him a whole … of beautiful wild horses. Again the people of the village gathered and 
said: „How lucky!“ But the old man once again replied: „Who knows if there isn’t a 
good side to it?“ The coming week, his son tried to tame the wild horses. He was 
thrown from the back from one of them and broke a leg. The villagers said to him: 
„What a terrible misfortune!“ The answer of the old man was once again: „Who knows 
if there isn’t a good side to it?“ During the next days, a war started. All the young men 
of the village had to go to the front and many died. Only the son of the old man was 
allowed to stay home because of his broken leg.  
 
If something is a blessing or a misfortune is often a question of perspective or time. In 
many organizations there isn’t necessarily a lack in discovering problems, on the 
contrary: The problems are perceived as so overwhelming, that the acting persons 
become paralyzed and are thus unable to change something. To rescue the 
organization from this paralysis and in order to release the energy necessary for 
change it is recommendable to change the focus. Comparable to a camera, you can 
zoom in to see something more clearly, respectively to find the good in it. On the 
other hand, you can also zoom out to get a clearer perspective on the whole issue or 
to relativise a problem.  
 
Tip/ Hint:  
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1.  Find out how the organisation/ busienss or whatever you plan to change reacts 
on changes. Is this seen as a disturbance or as a chance? This will give you 
important indications of where energy is blocked and what you as leader could do 
in order to set energy free for changes. 

2. In a next meeting you could ask: How big is the problem  from a birds’ 
perspective? What is the positive side of our situation? What is the chance of it? 
What will happen if nothing is changing? 

3. Try out a SWOT analysis (google the procedure):  

 

 

Success factor : Finding allies or strategic partne r 

 
Almost every Change is almost like founding a new company. Unknown territory has 
to be conquered. Every Change needs businessmen or people that are led by 
ambition. 
 
Change also needs power that challenges the preservers since the present situation 
helps only the currently mighty. For real Change that one single strong CEO won’t be 
enough and neither will be a committed Change team nor the board of advisers from 
outside. Successful change needs allies in many places of the company or your 
business. One “kind” of an allies or partner could be the “informal leader” as 
described here.  

 

Including the informal leaders 

 
A systematically important rule to Change is to integrate the ones with the necessary 
knowledge and the ones affected but most of all the powerful individuals. If you think 
about powerful people, the first ones that come to your mind are the ones that make 
the decisions, the ones that are on the top of the hierarchy. But persons who are in a 
powerful position and being trusted the most are often to be found outside the formal 
hierarchy. They for example work in the middle or lower ranks of the company and 
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are especially influential because of their firm position in the company. Where are 
such centers of power typically to be found? Sometmes they are single boards of 
directors or supervisory boards - especially when they changed to those positions 
from operative management. Work councils can under special circumstances be 
more powerful than managers. In family-run businesses, family members can be 
influential if they own  parts of the company. In strategic matters, representatives of 
banks or tax consultants can play an important role. 
The first step is to find out who those informal leaders are and to analyze their 
interests. The next step is their integration: Thoughtfully create communication 
structures, for example such structures that follow a certain plan. Who talks to who 
and when about which topic? In a process of Change, the informally powerful often 
only reluctantly accept being forced into formal structures.  
 
1.) Find out systematically who the informal leaders are and analyze their interests. 

Be aware of powerful persons who don’t have much interest in Change. 
 

2.) Put all the key figures as wooden figures on a big piece of paper. Height and 
distance show their significance. Connect these figures with lines that show you 
where good relations, open and covered conflicts can be found.  

 
3.) Create communication structures inside or outside the formal project organization 

to include informally important people, e.g. a Sounding Board or an advisor. 
 
 
 

Success for change: Start working on the right spot s 

 
Usually, reasons for a failed Change process are a too long analysing processes that 
get stuck at obvious points; Change processes being started with the urge to solve 
everything at the same time and working against already present energies.  
 
A successful Change manager starts working on the right spots. Those spots are the 
ones where energy can be released or hurdles can be overcome.  
 
 

Realizing the business problem  

 
Imagine that your doctor tells you that you have to start being a completley different 
person from now on – that’s very difficult. It would be easier if you would know that 
your blood values  are too high and you therefore have to change clearly defined 
aspects of your eating habits.  
 
In many companies the word „Change“ has become a curseword (Reizworte). Too 
many managers already started „Change“: „We need a change in our business 
culture!“ or „Everything has to change!“. Those exclamations are nothing more than 
slogans. They are not tangible and they create uncertainty. 
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Sometimes managers only have the faint idea that something doesn’t work but can’t 
make out what it is. Many problems get articulated: The marketing staff is complaining 
that the products are too expensive and therefore hard to sell, the production staff is 
complaining about how hard it is to plan for the next order - those are all topics that 
are seemingly hard to solve and are often being articulated out of the personal view 
of the ones affected.  
 
It is important to work out the concrete business problems behind in a way that is 
understandable for everybody involved: for example that the costs for import and 
production are too high, bad quality, wrong products or products that are not 
innovative enough and a lack of successful positioning on the market etc.  
 
The first step to change is to find out where are we now in our business? What is the 
problem. That means no lengthy analysis, but instead a compact diagnosis of the 
existing situation. Only when a economically relevant and measurable problem is 
being formulated, affection and orientation will be created.  
 
Tip/ Hint: 
1.) Start Change with a rough analysis in which all aspects of the company are 

included: Strategy, organization, processes, culture and leadership as well as the 
impact of problems in those fields on economical outcomes. 
 

2.) Never trust superficial and broad definitions of problems. Ask obtrusively as long 
as you get to the point of a problem. Normally that demands asking “Why?” at 
least three times. 

 
3.) Draw a “map” which illustrates how problems are interconnected and how the 

outcome. 
 
 

 

Success for Change: Creating structures for Change 

Changes happen every day. To survive we constantly adapt to our environment. 
Normally we don’t even recognize those changes consciously.  
When big challenges are lying ahead, they can’t be managed next to the operative 
daily business. It needs powerful structures which can cope with the conserving 
energies of the so far successful structures.  
 
Structures for Change serve controlling, configuration, communication and the 
learning of new patterns of behavior. 
 
Example:  

• Hire good mediator or external consultants for your change process. We did 
this for our mediation in our family.  
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• The mediator gave the “structure”: we met 3x times, always 1,5 h- 2 hours and 
we did this on a “neutral”place 

But also you need to be careful with the selection of the right consultant like the next story 
shows: 

The Hakim knows it all - Story 

A man once suffered so much from his sickness, that he couldn’t leave his bed 
anymore. It seemed like his death was just a matter of time. His troubled wife went to 
get a Hakim, the doctor of the village. The Hakim pounded on the sick man’s chest 
and examined him for half an hour: He felt his pulse, he put his head on the sick 
man’s chest to listen to his heartbeat, he rolled him on his belly and back again, lifted 
his legs and then his upper body, opened his eyes, looked into his mouth and then 
said with a very firm and certain tone: “Dear women, I unfortunately have to tell you 
that your husband is dead since two days.” In that moment the sick man timidly lifted 
his head and whimpered: “No my dear! I am still alive!” The women angrily slammed 
her fist on the head of her sick husband and yelled: “Be quiet, you! The Hakim is a 
doctor and knows his subject, he has to know!” 
 
Tip/Hint:  
1.) Take a piece of paper and note your criteria for good consulting, e.g. developing 

solutions together, respecting and making use of already existing competences, 
contributing Best Practices, discussing face-to-face, talking also about the 
unpleasant aspects etc. 
 

2.) Becoming clear about the mission is already the first test for counseling. Check 
the mutual expectations. Steady dialog about support is more important than 
massive counseling contracts. 

 
3.) Discuss the special challenges of your project with your counselor. Be open for 

uncommon ways of thinking. Are the right persons sitting in front of you?  
 
4.) Ask the counselor to outline a coherent and vivid Change process with you. Does 

the appropach seem plausible and clear to you? Can you feel the dynamics? Do 
you have confidence for the shared process?  

 

Success Factor: Working together on the future – he re create a good tension 

The future is the product of our ambition. She is not predictable but formable up to a 
certain degree.  
Working meaningful on the future is therefore a central source for Change. Many of 
us are exhausted by the permanent pressure to change and long for an inspiring 
vision and an attractive vision of the future. It needs an image that is worth investing 
in more energy than usual. It’s all about a vision that produces radiant eyes instead of 
long faces.  
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To keep a creative tension 

The visionary: Stefan K. is a manager who lives for the future. Not one day passes 
without him getting new ideas for potential business. Full of energy he tries to excite 
his surroundings for his brave new world: Today a factory in China, tomorrow a Joint 
Venture with one of the most important competitors and the following day a 
completely new business model. 
 
The pragmatic guy: Hans J. is perfect in finding solutions to problems. He 
immediately knows what’s going on and why something doesn’t work and is just as 
fast in finding a solution to the problems. He answers upcoming questions concerning 
the future by saying that it’s impossible to plan far ahead. He considers visionaries to 
be silly dreamers who don’t understand how business is being done or just refuse to 
accept reality.  
 
Both men aren’t good Change managers. Both are not able to create a creative 
tension. Peter Senge demands two qualities from his managers: They can creative 
attractive visions for the future but also critical ly examine the problems and 
qualities of the existing situation.   
 
Do you have maybe a rubber band? Please imagine both “poles” as a stretched-out 
rubber band. If it lacks in tension because both poles are too close to each other, no 
Change will happen. Is the tension is to big, the rubber band gets ripped apart. 
Effective managers know how to  give the rubber band the right tension by their 
thinking, their actions and most importantly their ability to communicate.  
 
Tip/ Hint:  

1. Reflect: where are you standing today? 
What is our future concept? Where do we or I want to be in 3-5 years? 
What are the most important starting points? 
 

2. Maybe you have a floor to show and communicate your vision? Show it to 
colleagues or employees 
 

3. Answer the questions about change: Where I am, where do I want to go? 
What is my vision? Who can support me?  

 
 

Success factor: Work together on the future – here: Get rid of prejudices 

 
The hungry Kaftan – a story 
 
A mullah went to the celebration of an honorable citizen, wearing his simple and 
modest daily clothing. He was surrounded by people who wore only the finest 
garments made of satin and velvet and watched with him with contempt because of 
his appearance. They avoided him and tried to push him away from the most 
delicious food that was presented to the guests. Quickly the mullah went home, put 
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on his most beautiful Kaftan and came back to the celebration, looking more 
honorable than one of the attending princes. Oh how much they cared for him now! 
Everybody tried to have a conversation with him or at least pick up a few of his wise 
words. It seemed as if the food was only made for him alone and from all directions 
he was offered only the most delicious dishes. But instead of eating them, the mullah 
put them all into the wide sleeve of his Kaftan. In shock but also full of interest the 
people asked him: “Oh most honorable mullah, what are you doing? Why won’t you 
eat what we present to you?” The mullah continued to feed his Kaftan and answered 
calmly: “I am a just man and if we are all being honest, your hospitality is not directed 
towards me but rather towards my Kaftan. And he shall now get what he deserves.” 
 

Tips / Hint:  

1.) Use the method of “Appreciate Inquiry” to explore the qualities of key figures. An 
exercize to that: Pose the following question during a workshop: “Which of the 
things that you have done in recent months have you accomplished especially 
well? What are you proud of?” In this interview, which is supposed to last only 
about 10 minutes, you are only allowed to ask exploring questions while your 
partner is supposed to give only positive answers.After that you explain to your 
partner in two minutes which special qualities you can find in him or what 
strenghts you see in his character. Also here applies the rule that only positive 
things should be named. 
 

2.) Don’t judge people that got newly employed during the course of Change 
processes after well-known criteria such as practical skills and experience. Rather 
fill those positions with career changers or people under whose “Kaftan” you 
expect qualities that haven’t been made visible so far. 

 
 
 

Success factor of Change Management: Support learning processes 

The most common perception is that to come from A to B you first of all need 
analysis, concepts and plans for concrete action. Then only all the people affected 
have to learn the new patterns of behaviour. But in that case failure is inevitable.  
The process of learning has to take place in all people affected right from the 
beginning. It is the third most elementar process of Change management next to 
content-related work and the control of Change.  
Learning means making new experience and to reflect on those, to think about 
oneself and one’s own patterns. A part of this process is also forgetting, the letting go 
of old patterns of success.  
 

Copying others the smart way 

 
The world of management is full of world champions in copying. Consultants take 
care of methods of management spreading rapidly all over the globe. The downside 
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of this: Benchmarking and mercyless copying of management methods makes more 
and more similar to each other and lose our ability to compete.  
 
A successful method against that is looking consciously into foreign worlds and find 
thousands of ideas for mastering your management challenges. Great ideas almos 
always come from different industries and cultures. What counts is creativly 
“translating” those ideas for your own purpose.  
 
How does copying the smart way or “Benchlearning” work?  
 
- Form a team composed of people that want to learn something from others and 

have the inner drive to see new things and to not only have their own prejudices 
confirmed. 

- Formulate fields of learning but prevent the classical checklists and locate 
parterns for learning: Where can you find surroundings that could deliver 
important impulses for our challenges?  

- Explore your fields of learning with all senses and take record of your 
observances. 

- Evaluate your observances in the team, formulate a hypothesis and get the 
essence of your learning process from that. 

- Only now you can try to apply the new knowledge for your situation: What can we 
do? What can be copied? How do we have to change so that it has a lasting 
effect?  
 

Tips/ Hints : 

1.) Plan a tailored Benchlearning journey just for your purposes and invite all key 
figures to it. 

2.) Organize a “trip to the world wide web”: Gather ten to twenty colleagues with their 
laptops in one room. Formulate a leading question for the “journey”. Allow 
spontanous exclamations if something interesting has been found. Every 1,5 
hours make a break during which everybody shares his travel experiences. Then 
maybe reformulate the leading question for the journey. In the evening a longer 
evaluation session takes place. You will be surprised about how many ideas can 
be generated on one day!  

 

 

Thanks for listening and for your interest! 

 Good luck with your Change Management Journey! 


