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From your point of view and experience, 
what are the 3 top lessons you have learnt 
in bringing about transformational change?
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Leading Change…..  Successfully?
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I have learnt to ask myself 3 questions:

1. Are we choosing the right approach to 
leading change?

2. What constraints do we as leaders face in 
choosing the approach and how can we 
overcome them?
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3. How do we select the right leaders? 



Choosing the right approach:
Different contexts, different goals...

The crisis of control

Short term pressure for radical 
financial improvement

Streamline, focus, gain control, cut 

Growth and innovation

Long-term value & purpose

Need for innovation, growth and 
entrepreneurship
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Streamline, focus, gain control, cut 
headcount across board

Predictability in short-term

Bias towards rules, order, hierarchy

entrepreneurship

Uncertainty and flux

Local ownership, learning and 
empowerment

What do you do to make change happen?



Different leadership styles

Technical / programmatic 
challenge

• Set goal and task

• Tell why

Adaptive / transformational 
challenge

• Set the context

• ‘Get on the balcony’
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• Tell why

• Explain what and how

• Give instruction

• Motivate

• Measure and monitor

Adapted from Heifetz and Laurie© K Ruddle

• ‘Get on the balcony’

• Describe a view of the future

• ‘Give the work to the people’

• Manage conflict

• Encourage, coach, challenge



Constraints in making change:
A case example from Wales

• Part of the United Kingdom, and a 
‘level 1’ Region 
within the European Union.

• Represented in the UK parliament, 
and with its own
Welsh Assembly in 
Cardiff. 

• Area:  20,779 km2 or 8,022 miles2

• About the same as:  
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• About the same as:  
• Belize, El Salvador, Fiji, Israel,  

Kuwait, 
Macedonia, Slovenia, Swaziland

• Johor, Perak

• Population: 3,064,000   
• About the same as:  

• Albania, Jamaica, Lithuania, 
Mongolia, 
Oman, Uruguay

• Berlin, Chicago, Kiev, Madrid, 
Rome

• Johor, Perak, Sabah, Sarawak

• 22 Counties

Sources: 2001 UK Census, Wikipedia, Welsh Government, http://www.sgrud.org.uk, http://epp.eurostat.ec.europa.eu



Welsh Assembly Government Location Strategy

What kind of initiative is this?

• The Welsh Assembly Government 
has made a commitment that by 
2010,  52% of the total workforce will 
be based outside Cardiff, located 
across Wales – closer to the citizens, 
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across Wales – closer to the citizens, 
closer to communities and other 
stakeholders

• Visible presence in all parts of 
Wales, engaging more directly with 
citizens, developing better 
understanding and therefore better 
policies…



Welsh Assembly Government Location Strategy

“The Welsh Assembly Government is 
establishing a model of government 
better suited to Wales as a country …”

“...The Location Strategy has been 
developed as part of the Assembly 
Government’s drive to spread the 
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Government’s drive to spread the 
economic benefits of devolved 
government to the different regions of 
Wales and to locate services as close 
as possible to the citizens who need 
them.  This strategy transforms the 
Welsh Assembly Government from a 
centrally-located organisation into an 
all-Wales organisation.”



Putrajaya – A Planned Federal Capital City
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Adaptive or Programmatic? 
Considerations in choosing the right approach 

Ministerial 
views
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Stakeholder 
expectations



How do we select the right leaders? 
6 key questions to ask.

Is the change challenge understood? 
• adaptive, programmatic or both
• one followed by the other

Is the definition of the post 
appropriate? 

What is the leadership team like? 
• does the team’s profile and skills require a 

certain kind of leader, or compensate for 
other characteristics

Are you looking in the right places for 
this leader? 

11

appropriate? 
• grade, remuneration structure
• job description, reporting lines
• fixed term or permanent

Do you need a different kind of 
leader for different phases or 
parts of the work?

this leader? 
• considering skills, background, diversity

Are you using appropriate selection 
processes?

• not simply the 45-minute interview, but 
psychometric profiling, scenario work, 
stakeholder meetings, simulations... 


