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Preparing the ground for a successful transition  
Linda Rodger 

 

Here are some guidelines for anyone who is a novice at introducing change. This is what we learned the 
hard way, and I hope our experience will help to make your journey smoother than it might otherwise be.  

1 Explain everything 
Think of the people who have to experience and implement the change. Start from the beginning and 
have a plan. Give a clear picture of what success looks like so people know where they are heading. 
Say what, then why, then how, then why you’re doing it that way. Ask for comments and suggestions 
to help create ownership. 

Good people stay because they’re challenged. Taking time to explain the change within the wider 
business context helps to gain understanding and buy-in to the new product. Communicate in logical 
stages. 

2 Be authentic 
The slogans and acronyms used for implementing change sound 
good but aren’t always in themselves motivating or meaningful 
enough, even though we attended an upbeat interactive session 
led by head office. We had the John Lewis divisional strategy to 
achieve high performance (described as "Compete to Win") and the 
principles with which we needed to work to (described as Powered 
by our Principles (PBOP). 

You need to consider your culture and personalise the key generic 
messages in a language that people understand and respond to. 
This way you achieve consistency of the messages throughout the 
company and local buy-in. 

3 Build a capability to examine behaviour 
Make the link between how you should behave and how to do it. Start with a single behaviour.  
Catch people doing or not doing it and then talk about it: what should one do more, differently, better. 
If you’re the manager, examine your own biases; ask yourself: am I imposing my view? Provide a 
basis for thorough examination. Build the capability to examine behaviour as well as assess it. 

4 Be careful about how you say things 
Prior to Complete to Win (by which I mean when we were the old John Lewis) 
senior managers decided what others needed to know. It was a kind of 
adult/child relationship. Implementing change effectively requires an 
adult/adult relationship where responsibility is transferred from managers to 
non managers along the way in an open and honest way. 

Both managers and non managers have to take responsibility for it and make it 
happen. Articulate the deal. Emphasise to managers that change is not 
something extra to do but it makes existing practices better. We said at john 
Lewis “if we continue to do what we’ve always done, we’ll always get what 
we’ve got”. 

5 Teach about different learning and behaviour styles 
People come with different expectations, behaviour styles, learning styles.  Without that insight, you 
automatically judge performance based on your own style. You need to recognize and accept 
differences as the individual documents her or his assessments and judgments. You need to 
recognise that behaviours are open to interpretation, that’s the reality but they give an impression. 

Identify the skill gaps of managers and respond with training and support to enable them to manage 
performance through effectively assessing behaviours and measures. 
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6 Focus on behaviours and performance measures 
Focussing on both is the right thing to do. There is a 
challenge in scoring behaviours but persevere. 
Behaviour is subjective, emotions are involved and 
not everyone will be happy. 

How people behave impacts on business results so 
you cannot ignore behaviours and just focus on 
results. Keep working at it! 

7 Teach how to move people on emotionally 
It is important to watch out for the small things to build on. You can ask people to do things 
differently, and they can understand new theory. But the goal is to have them understand and be 
comfortable doing things differently. Describe to people what the change will look and feel like in a 
meaningful way to them. 

8 Give people a say 
You’re aiming for participation, engagement, documentation, and buy in. So you have to 
give people a say. They may want to make slight modifications, or emphasise some 
points. That gives them a feeling of ownership. Be clear about what is negotiable and 
what is not which means it won’t destroy the process; and after all, you are the 
manager, aiming to use your guidance and judgement. 

 
9 Understand that resistance is fear, not reluctance 

It is important to remember that change is the process or structure but people also need to come to 
terms with the new process in their own way. This is the challenging part and people move at 
different paces. People are not reluctant, just afraid of failing, of grades or of a change in their 
responsibilities. 

Question, challenge, monitor and evaluate as you implement change. Capitalise on successes and 
continue to make it better. 

10 Look closely at how well people are having their conversations 
That’s a tough one, but maybe the most important. Finding the right language isn’t easy and the way 
you say it can reflect your own unease. There is a lot of structure available to help you prepare for 
performance assessment and people can learn that structure by studying it. It’s not so easy to learn 
the right kind of words and the right way to say them. To build confidence videotape managers in 
role play situations, coach and give them constructive feedback. 


