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1  ​​​Version 2.0 release notes
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Date: 2025

What’s new


	25K more words of content

	More real-world examples to draw upon to assist, you, the reader

	New content 
	
Making !T Work – How to deal with a well-established status quo

	
Air Mask – Why taking care of you the Change Leader is so important

	
If it was easy someone else would be doing it – How to work with leadership that is not fully engaged with the change.  How to motivate and engage upward

	
Just start -  Some real talk about just starting the work.  The talking is over, the plan is made and how to just start.







Bug fixes


	Addressed many editing and formatting issues

	Eased the tone and flow of the text to make it much more conversational and less confrontational

	Moved some dense sections in the operational area to appendixes to allow you, the reader to process the information in a more balanced manner

	The operations section is now broken down into three sub-sections of People, Methodologies and Business Knowledge

	The appendix now has the detailed sections that were in the operational section from version 1.0 with new examples and revised content 
	Understanding portals and how past patterns repeat themselves has some very relevant information for readers now faced with Artificial Intelligence

	Smart goals, RACI, The Priority Matrix, Privacy and Security, Big Data, The stubby Pencil Principal and Service Desk







How to upgrade

	If you purchased the previous version, please send proof of purchase to tim@jaatsolutions.com and I will happily send you a free copy of the new edition with my thanks
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2  ​Background
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The genesis of this collection of thoughts, musings and artifacts goes back to my earliest days of growing up, being an Infantry Officer, a husband, a friend, a father and for many years an Information Technology Professional.

At the time of this writing, I am at the sunset of my professional career. I still have lots to give and this work is but one of my humble contributions to a craft that has been very good to me. 

FULL DISCLOSURE: No Artificial Intelligence tools or sites were used in the creation of this work.   

This is the second edition of the Aide-mémoire for as this book will demonstrate, you must review any action you have taken to see how it affected what you observed when you started on the journey.  The feedback given to me regarding the first edition was applied to this second edition to make it more accessible, more relatable through examples and stories, and more respectful in tone and understanding.  For those who provided feedback, thank you, for it allowed this version to reach the Change Leaders more effectively.  If the first edition was an arrow in the right direction but missed the target, then this edition should land closer to the intended target. In the Infantry when we called in indirect fire support (Artillery), our first correction was line, then distance.  You will learn in this book for Change Leaders that course correction is natural and not to be feared.
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2.1  ​Why
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The reason for this body of work was to leave for others a field guide for their travels. In the early days of being a mudpuppy (Infantry Officer) you were given a small white flip paperback book to assist in learning your craft. As you may have figured out, it was called an Aide-mémoire. You relied on this little white flip book heavily in the beginning, then, over time, you used it less and less for the knowledge was becoming muscle memory. By repeatedly referring to the baseline and drawing on it consistently, you were able to focus more on the why of the mission and less on the mechanics or the how of the mission. That is the goal of this book, to provide a valuable condensed body of information for you, the Change Leader, to help you implement the vision of your engagement by setting goals and tasks to meet those goals. The “how” is the tasks, the “what” is the goals and the “why” is the vision.

This will be a repeated theme throughout the Aide-mémoire for Change Leaders.
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2.2  ​What
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This Aide-mémoire aims to provide you with the knowledge you need to be successful as a Change Leader. Reading it should make you more aware of your surroundings and provide you with the tools for improving them.

If the why is for you to be a better Change Leader, then the what is comprised of the key goals to that end.

You will be guided through answering these questions to help you set those goals:

1. What do you want to be as the Change Leader?

2. What will be your approach?

3. What will be the culture you foster to achieve those goals?

4. What will be your values that others will rely on for their success?

The purpose of this Aide-mémoire is to mentor you to be a better leader in general, a better leader in your professional life and finally, for those of you interested in organizational change to be a better Change Leader.



	[image: ]

	 
	[image: ]





[image: ]


2.3  ​How
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The how is quite simple, the Aide-mémoire will take you through three passes for you to digest. The first is the strategic pass, then the tactical pass and finally the operational pass.

This Aide-mémoire is for you whether you are a tradesperson, a craftsperson or a journeyperson. 

So, what do these roles even mean?

A tradesperson knows their job well, they perform it expertly, and the good ones try to improve.  They ask themselves if there is a better way or how others do this task differently.

A craftsperson realizes there is a gap between what is needed for the job to be done well, and what is currently available.  They make tools for tradespeople to address the gaps they find.

A journeyperson is someone who sees the gaps for the craftspeople and provides tools for them to leverage.

So, in a pool of 10 people in the same craft, 7 may be tradespeople who are competent and valued, 2 may be craftspeople who are considered excellent in their craft and provide leadership for the tradespeople. In that same pool of 10, one is, hopefully, a master craftsperson and/or journeyperson. The craftspeople will look to that journeyperson as their mentor.

Look at every person doing their job, regardless of what that job is, to see how they approach the work. Do they perceive what they do as a craft, or do they just see it as a job? The way you address that individual in any exchange will be influenced by the answer to this question.

It is a great pleasure to watch anyone work when they treat their job as a craft. Personally, I have fond memories of sitting on a pile of sand as a young boy, watching my dad operate heavy equipment. He was a true master of his craft and watching him inspired awe in the young version of me. Strive to do the best at your craft to improve yourself, along with the craft itself.

Miyamoto Musashi is quoted as saying “I train today to be better than I was yesterday to defeat the enemy of tomorrow”. That is the language of continuous actions for success.
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2.4  ​Who
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As you the reader go through this book, you will notice that I, the writer, come from a working class, military officer, tip of the spear perspective.  I am sharing the lessons I have learned and experiences I have lived, in the hope they will assist others.  

You may ask who will benefit from investing time reading this book. On my personal adventures, I have worked with individuals in each of the roles below, to our mutual benefit.  I like to think that this book, or sections of it, can be of benefit to almost anyone.

Here are some examples:


	
Accidental Change Leader – For you the strategic section and tactical section are the most important to read and understand.  Take the time to acclimate to the terms and context.  These sections will be your lighthouse to show the way.  The operational section is intended to be used as required.  There may be portions that have no bearing on the engagement you are tasked with.  Use the section as reference.

	
Technology people embarking on their first management position or who are looking to get into management – This whole book is an excellent reference for you as you find your legs in your new position.  Many of the pillars of technology are covered to give you a solid foundation.  The operational components will be familiar to you, so you can use those as your starting point as you absorb the tactical and then strategic sections.  I suggest paying particular attention to the people sections of the book, for the people are your most important asset, tool and path to success.

	
Technology executives – As you read the book, you will likely find you are far more advanced than I in certain areas.  Think of this book as a dinner meeting with a colleague as we share ideas of perspective.  You may discover a new way to frame something you already know and have been trying to impart to your teams.  The section on Project Management Culture may be of interest to you if you are experiencing fragmented outcomes from projects due to a lack of good project management support.

	
Non-technical managers who are dealing with change that requires technology – This book is for you.  You may be thinking this is for technology people only and to that I say, trust the process.  Many technological people, for good reasons, have a high level of confidence in their technology; however, your role is to balance the needs of the business with the change that requires technology.  The Tactical part of this book is where you can learn about structured approaches to deal with the reality of change regardless of what the change might be.  You will find yourself leading both the business and technology areas to impact that change.  The IT Stack is mentioned many times in the book.  This simple graphic can be your magic decoder ring when the technology folks are engaging with you.  The operational sections will provide you with insight into the realities faced by the technology teams WITHOUT having to know all the deep details.  The good news is that you do not have to read the operational section in any particular order.  You can read any section as required if at all. Information that is irrelevant for the change you are currently working on may be a perfect fit for a future endeavour.  The appendix section at the end of the book provides even more details on specific areas to guide you.

	
Experienced change leaders and executives – Much of this book was written for people who want to be you or are engaging with you. A lot of what you read is already muscle memory for you, but the book may help you explain methods to those who are still finding their way. You may pick up some insights from situations that you have not yet encountered or are seeing again with a new set of eyes.  Many of the sections can be skipped over as you look for nuggets to add to your impressive kit bags.

	
New, intermediate and expert project managers – This book can benefit you regardless of what stage you are at as a project manager or what domain of project management you are in.  The sections on Project Management culture have been helpful to so many project managers I have engaged with over the years.  The technology stack and the trouble shooting areas have also been embraced by many project managers to assist them with problematic projects that are getting bogged down at the technological level.  The operational section and appendix, again, is more for reference and general knowledge.  Use as required or as interested.

	
Organizational leaders who are looking to implement structural change but are unsure what that looks like or entails – This is often the case with many Change Leaders or change initiatives.  People may be able to describe the end state but struggle with how to accomplish the lift to get there.  This book has a lot to offer to fill those gaps, especially in the Strategic and Tactical areas.  This becomes critical to understanding how to get through the lift, what type of issues you will face, and more importantly, how to address the issues effectively.  Many people can define an end-state and even the steps to get there, however, how to navigate from idea to delivery takes work, real work.  This book will help avoid unnecessary effort while at the same time set you up for success using pragmatic and proven methods.

	
General interest readers or friends and family who purchased the book to support me - Firstly, thank you for your support.  Secondly, there are many sections of this book that are applicable in life.  The strategic sections and tactical sections will provide you with insight into how change is done within organizations.  You may have witnessed it in your own lives and careers.  The trouble shooting areas of the OODA Loop, circling the dragon and the stubby pencil principal can assist anyone at any time.  See a problem, fix a problem.  Those sections will assist you in fixing any problem from a leaky faucet to your garage door not opening properly. 



For everyone else, please take the time to read the end of the book for my list of axioms.  Regardless of your background, your career, your views of the world, you will find some humour with just a hint of wisdom in them.  Enjoy and thank you for the opportunity to share parts of my adventure with you.
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2.5  ​I stand on the shoulders of GIANTS
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Many have walked the earth before me and beside me as I ventured into this brave new world for me. It may not have been a brave new world to them, but it was for me. That is the spirit of this engagement, to give back to you, the reader, what others have given to me. What is new to you may not be new to someone else.

Some of the people below may not even know the contribution they have made to my life, but I was there watching and learning:


	Adam Lalonde

	Julie S. Lalonde

	Grayce Lalonde

	Vince Tarantini

	Mark Kozak-Holland

	John Jeza

	Scott Mannering

	Warrant Officer Seaver

	Colonel John Boyd

	Stuart Smith

	Odie Maguire

	Miyamoto Musashi

	Sun Tzu

	Lillian Bellmore

	Rene (TOOTS) Rochon

	Doug Smith of Manitoulin Group of Companies

	Alison Oleksiak
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3  ​​Strategic
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This first pass is about the core principles of the person who will be the Change Leader. It is about YOU and what you bring to the game and how you process the world around you.

Read this section with that lens.
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3.1  ​Orange conversation


[image: ]




If I leave the world with anything of lasting value, it is likely this. It is simple, yet so powerful. I have used this for decades and it has always proven to be successful because it causes a pause and, in that pause, all parties are open to listening for understanding. Try this every time you sense something is "OFF" during a conversation, where the cadence is not balanced between the person talking and the people listening.

Here is the script to follow precisely.

1. I am going to say the word "ORANGE"

a.  Now wait 10 full seconds before you start talking again.

2. Now you ask the group or person, “Did you see the colour or the fruit?”

3. Then you say, “Did you see the colour or the fruit”.

The same word has two different meanings for individuals in the group.

That is, it. Do not overcomplicate it!

Now you can have an open discussion to ensure everyone is on the same page. Use this in your personal and professional discussions. It is a very simple way to ensure everyone understands the same meaning of a given word, phrase or concept. This is critical when you are talking to people from different crafts, roles, and organizations. It has massive clarity when introducing change to organizations. Words and phrases become the standard for which a vision is derived and delivered. Incomplete understanding of words and concepts can be catastrophic.

Use terms such as:


"What do you mean by ????".

“If I heard you correctly, did you mean this ?????”

“Said differently did you mean this?????”



This creates an atmosphere of understanding and respect for all parties. As the leader, it falls on you to ensure there is clarity. Ask those responsible to clarify their understanding not by saying they understand but by explaining in their own words what they heard.

Here is a visual for reference:

[image: ]
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3.2  ​Approach
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[image: People, Process and Tools]

The approach is the bread and butter of any methodology. This is not unique to Information Technology, regardless of how many articles and geek speakers you have been informed by. This is as old as time. The Romans who were the architects of modern, yes modern, project management, understood the inter-relationships among People, Process and Tools (Technology).

Whether you are building a home or just implementing a function in software, a balanced approach needs to be considered.

When this triangle is out of balance with the needs of the organization, then problems arise. All elements of the Information Technology value chain (network, technology, applications, and business drivers) must be addressed to ensure the organizational goals are met.

PEOPLE

People are the cornerstone of any successful approach. They must have the proper training, desire, capacity, and spirit to succeed. You, as their leader, must let your people do their jobs. Give them the environment to succeed and at times fail. All too often we want to step in to fix the situation, but this can cause longer term issues for the team. Team members must have the confidence to proceed as they see fit within the larger context and in a respectful way.

There are many sides of the Information Technology arena. Generally, infrastructure groups gravitate to processes and development groups gravitate to the creative open-ended side. Typically, the best developers are those who explore their creative side and the best infrastructure people adhere to defined processes and are focused trouble shooters. Those in the latter group are your bush-wise survivors, and the former tend to be the tortured artists. Embrace both and provide an environment that encourages their unique styles.

Some of the key areas that fall within the people element are:


	
Training—This should not be a reward or vacation but an investment for the organization and the individual

	
Administrative support—Do your paperwork on time and with pride

	
Mentoring—Educate as you communicate

	
Performance reviews—This is critical to all parties

	
Supervision—Who is running the mad house?

	
Discipline and corrective action—Be firm but fair. Focus on the message to those watching

	
Motivation—Let them know when they are doing a great job, support them in dark times and provide a vision for their efforts



If you have been recently promoted from within the ranks, or from within the craft, it can be very difficult to make the adjustment to management. One of your first realizations will be that now you are paid for what you are able to get done and not for what you do per se. The members of your team are now a tool within your larger kit bag to get things done. This is not meant to suggest arrogance or maltreatment but rather the opposite. It can be a very humbling realization for you. You now have the responsibility of this new tool, and you must effectively use it without breaking or damaging it. This new tool, of which you have no previous knowledge or comprehension, is not like the inanimate tools (hardware and software) you used in learning your craft to this point. This tool did not come with any user manuals and has a tendency, at times, not to work as expected. The axiom, “People tend to do what is inspected and not expected”, applies.

You, as their leader, are now faced with many more responsibilities than just what happens at the job site. Your team will look to you for guidance, direction and to set the baseline. You will want to find opportunities to imprint your mark on your teams. This is not a simple task in this craft we call Information Technology. Most of us were attracted to the purity of the technology and our ability to manipulate it impersonally. Now, as a wielder of this human tool, your cavalier attitude or iterative approach to tool learning may work against you. You must take a much more pragmatic and exterior view of the group and how they inter-relate for overall success.

Some sound advice in this arena, given to me when I became an infantry officer, from my grandfather who was a highly decorated Sergeant in the Canadian Army during World War II, was this:” Lead from the front, be the last to bed, last to eat and first to rise...... Take care of the men behind you and they will protect you from the enemy in front of you”. This is sound advice for anyone who has a team under their care and very important for the Change Leader, especially when the members of the team do not report to you.  Protect the change team and they will protect you from the stakeholders you report up to.

There are several other factors in the people element that you should try to remember when working at your craft. Most of us will be dealing with technology and with the humans at the other end of that technology, either as users or consumers of the craft. Be respectful. Would you want to use your technology every day? Does it consider the normal functions of your intended and sometimes unintended users? Put yourself on the other side of the screen or interface before you roll out your solutions. When users and sometimes abusers call us for help, remember, regardless of what mood they are in, or for that matter what mood you are in, help was asked for...... How about providing some help without the drama?  If you are tired or exhausted, be mindful of your current state and take a pause before engaging.  As a manager you need to be respectful to the group of individuals you report to. Are you meeting their needs with what your team is responsible for? Do you understand the vision? Are you moving the overall agenda forward? Are you part of the solution or part of the problem? These are the questions you need to reflect on when your team engages.

PROCESS

Process, for some, is the coolest element of the approach triangle. When you are in an engaged meeting about business challenges, become hypersensitive to the processes being discussed. Established, effective processes allow the machine to run smoothly. A simple effective process for time and attendance reporting has way more "acceptance" value to your team than an overburdened software development life cycle process. Again, remember it is people who use processes and that a good solid process always takes the human element into account.

Each process you encounter, as a user, as a developer and as a Change Leader, must be thoroughly considered for its relevance to your organization. There are now very mature Information Technology processes for you to draw on, but like anything else in this craft, you must learn to harness them and apply them with proper care and use. You must assess the capacity maturity level of your team and organization before you delve too deeply into a process. It is best to walk before you run. Implement processes that are transitional. That is, introduce the base elements of a mature process to educate the team or organization before going after the larger, more complex implementations. A good example of this is a ticketing system for work requests. If your organization has no formal method of asking for work to be completed, then you need to implement a simple trouble ticketing system before you go after an expensive service desk implementation with an ITIL best practices toolset.

Below is a list of publications that you may find helpful as a leader in the Information Technology profession.


	Information Technology Infrastructure Library - ITIL

	Capacity Maturity Model - CMM

	Project Management Institute - PMI

	Project Management Book of Knowledge - PMBOK

	Software Development Life Cycle - SDLC

	Patterns of Conflict (OODA)—A must read for anyone interested in effective problem solving.



Each of these has other associated books and reference materials. Anyone looking to hone their skills is encouraged to read and understand the processes contained in these publications and their effective implementations to build upon.

TOOLS

The Tools element of the approach triangle is where most Information Technology people find enjoyment. Full disclosure: I am such a tool junkie that at times I embarrass myself. This is when the true inner geek in me lets go. I do not care if this is a new Milwaukee power tool in my vast collection or some wicked free network monitoring tool. I get all goose pimply and childlike. When I get caught in the gaze of one of these tools, I become 5 years old again. What fun......

However, in our chosen profession, we have far too many tools now at our disposal. My grey hair is a constant reminder of the best of the times when we built our own tools to achieve our end goals. One of the main poignant reasons for this is that to make a tool, the craftsperson needs to understand the "why" a tool is being made. A tool user is only fixated on the "how" it works. A very important difference. Many in the profession have become obsessed with tools and have forgotten why the tool was needed in the first case.

Network monitoring tools represent one area of concern with less mature shops. The tools today are so rich and powerful that the user of the tool becomes an observer and not the craftsperson of the tool. The saying "a fool with a tool is still a fool" is apt. It may seem harsh, but we have all witnessed it. We also see this in our user community when we come across a super user from the Excel warrior camp who can dazzle the bosses with great ease, only to find out that their tool of choice is using stale data and is out of sync with the full body of knowledge. But it is impressive to watch, even in a sick sinister way.

Be careful when your team is constantly coming to you asking to buy or implement a tool to better their lives when they have not convinced you it will help the overall team and/or organization. This is usually a sign of lack of team focus or lack of confidence in themselves. Make sure the tools acquired are actually being used and that value is being returned to the organization.

Visual tools are very powerful, whether they be in the development arena or the monitoring arena. All users of these visual tools must be reminded of the underlying work that is being performed by them. Failure to do so makes you the leader of the fools with all the cool tools.

One of the most potent tools in your leadership possession is the employee evaluation. Use this tool to educate your team on what is expected and, more importantly, to reward efforts and positive behaviours. Remember, you are born with the greatest tools of all and those are two eyes, two ears and one mouth. Use them wisely, proportionally and in the correct order.

In conclusion

When your approach is balanced, with engaged people, relevant processes, and effective tools then you can be assured your team will have what it takes to be successful. When you feel or witness stress in the team, ensure all elements of this approach are in balance. Where there is stress and anxiety, there is an imbalance somewhere, so be diligent.

Now I would like to share with you an example of when something is out of alignment and how it impacts overall success.

Several years ago, I was brought in to help a company that was recognizing the path ahead of them was going to have to be different then the one they had traveled for 30 plus years.  The company was very successful, had a team of very strong technical people and enjoyed a belief that all was well.  They had experienced solid, organic growth over the years, based on a solid foundation.  However, everything was dated, in need of attention and was not up to challenges for the future.  The owners knew they needed to change just to hang on, let alone grow.

Faced with this challenge, I set out to see how the organization worked and how they interacted internally and externally.  I used my business assessment framework, that you will read about later in the book, as my guide. What I found was that, in the People, Process and Tools triangle, two of the three were satisfactory but one had to be addressed fully.  The people were very competent and the tools they had were workable; however, their processes could not scale, were undocumented and were clearly not consistent.  As a Change Leader this is very challenging to address. Critical thinking will direct you to the issues with the process, however, as stated earlier, processes impact people head on.  When that happens, people will lean into new tools as a solution for it feels like a tool problem.  The word “feels” is important here, for you may find the tool is adequate, like I did in this engagement, but not being leveraged properly.

To address a situation like this you must start small, and it can be frustrating to slowly call out the gaps and start to fill them, when you are able to clearly see the path forward.  Patience is a necessity when you are faced with this type of process deficiency.  By leveraging the existing tools to their maximum effectiveness, you will demonstrate progress.  This will change how they do their work and how they use the existing tools.  The first cultural change they must start with, at the human level, is to be consistent in their work methods. To begin countering the attitude of blaming the tool, have them document what they do and how they use the tools.  You will be amazed to see how documenting what they do will begin to stimulate ideas from the team about how the process can be improved.  If you leverage this thinking and guide them through defining their requirements, it will start to build your credibility and allow you to formulate a plan. Start to make the tools work better for them.  Find that change agent in the group! Over time, the path forward will become clear to the team members and, when you come back to them with options, they will make sense to them. 

So, going back to the engagement, the focus was on process.  I was able to create a lifecycle path for engagements from opportunities to production steady state.  It was a non-threatening graphic that fit on one page.  It enabled everyone in the whole organization to see and understand what was needed.  It became the touchstone for all the other work for the engagement.  We started on the right of the document and headed left.  At every stage of the lifecycle, we slowly started to work with the people, improve the processes and address the tools.  In the end we created an entirely new platform that was branded by them for them.  The engagement also dropped many silos, streamlined Human Resources and implemented best of class tools. The result was the ability to bring on new customers, with much higher customer satisfaction, less effort in human capital and lower costs.  The top and bottom lines were improved while reducing imbalance between the three pillars.  As a change was implemented for one pillar, we kept an eye on the others to ensure they remained in balance, as much as possible, until it finally stabilized.

Not to discourage the reader, but that engagement took 7 years to complete and reshaped the entire organization. The staff only truly recognized the full scale of the change after many years.  It was that organic for the people.  What made it successful was NEVER losing sight of the vision which was represented in the diagram that was created at the start of the process.  There is an entire section in this book devoted to that diagram and why it was important, illustrating for you, the Change Leader that great things can happen from a simple beginning. 



	[image: ]

	 
	[image: ]





[image: ]


3.3  ​​Culture
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Our environment is not perfect and as such you need to see the world in front of you as an open-ended construct. What does that even mean? Well, as the old saying goes, no plan survives contact with the enemy. Yes, you need a plan, or you will be lost for sure. You also need an open mind to handle obstacles, as they are presented to you, with an approach of action. In the infantry, this is the key to surviving. It is driven into the soldier by the trainers and leaders, for they know an attitude of action will always win the day. Fortune favours the bold.

You need to constantly be focused on action.

The three pillars are Improvise, Adapt, and Overcome. Let’s break them down.

Improvise

You need to come up with new ideas to pivot on the fly, as the reality of the engagement unfolds. Use what you have at hand and what you have learned in similar situations to come up with new ways to solve the situation you are facing.

Adapt

You need to change your plans as required to meet the demands of the situation. Adjust to what is unfolding.

Overcome

It is on you to bring a solution to the problem and not just wait on others. No one is coming to bail you out. Others may assist but you need to be driven by action to solve the problems and not just wait for inertia to solve them for you. Overcome the obstacles to bring about success.

In conclusion

If there is one truth I have gleaned from all the engagements I have ever done, from building a deck to totally transforming an organization, it is this: To be a Change Leader is to impact change.  In order to effect change, you will be forced to build something.  When you build something, you are going to encounter something unplanned.  At that moment, you have to decide how you will get past it.  You can do nothing and wait for others to decide, or you can take the initiative and be the change.

I have many examples where organization have been faced with this dilemma, and I have shown them the path through it.  Some of those organizations chose not to go through it, either by letting the inertia of other events take over or by cancelling the project.  I have chosen not to provide a detailed example of this situation for it becomes a discussion in the art of the possible for an opportunity lost.  The biggest one was a fibre to the home project in the year 2001 called the station.  It was groundbreaking and decades ahead of its time.  The decision makers at the time decided not to proceed for a myriad of reasons.  Every one of those decisions makers moved past it and likely have forgotten about it.  However, those of us who brought it forward, worked the problems and saw a way through them, look back and think “what if”.  As a Change Leader “what if” is not where your focus should be; it should be on “what is next?”.  By living a culture of action, you will always have evidence of your success and not have to waste time on a theoretical discussion of the possible.  John Boyd’s famous line was “to be or to do”.

Let me share a small example of how the culture of improvise, adapt and overcome saved the day.  It was truly about working the business problem.

Here we go on a historical ride of the past, that shows it can be done if you look for solutions to solve problems.  You can focus on problems and wait for solutions, or you can be the solution to the problem.

In the Mid 1990’s the internet was still the Wild West with companies carving their way to what is now a utility.  IBM, which was a massive global company, was not making any headway in this innovative Internet Service Provider space.  Sun Microsystems owned the landscape and dictated all the rules.  Venture capital dollars would only be invested in those organizations that had or were asking for money to buy Sun Microsystems to deliver the promise of the Internet.

The firm I worked for was an IBM business partner and only sold IBM gear.  To make matters worse, we were a small part of a larger Telecommunications company that only had IBM AS/400 hardware (OS/400 operating system) to run their billing, customer relationship management and financial applications.  The AS/400 platform, at the time, lacked any technologies that spoke internet speak of TCP/IP, ran on Token Ring and was managed by a group of individuals who did not embrace change at all.

To deliver the Internet, IBM had just released their RS/6000 platform that ran on their AIX operating system that was going head-to-head with Digital Equipment Alphas, Sun Microsystems and a spattering of other UNIX based platforms that were very stable in the Internet Service Provider space.  The RS/6000 only had Ethernet capabilities and NO ability to handle Token Ring. You may want to google OS/400 and AIX mid 1990 for a full journey down the historical path I am speaking about. It will help you to appreciate the full breadth of the problem we were faced with.

The RS/6000, with its AIX operating system, was more than capable of delivering the service of the Internet, but it did not have any capability to run the financial systems, the customer management systems or the billing.  It would prove to be superior in delivering the Internet but completely blind to the business part.  The OS/400 had the billing part covered but was completely incapable of delivering the Internet.

If you want to be an Internet Service Provider, you need to bill people to get paid to drive out more access for more customers to get more revenue.  Basic business model for sure. However, how do you accomplish this when the two platforms literally cannot speak to one another?  The old big-enterprise culture of the telecommunications part of the business wanted to shut down the project (after all, the Internet was just a fad) or, if they were going to proceed, they would just throw bodies at it to manually move information back and forth.  This was not a viable financial model for going forward and was just an excuse for those in the telecommunications arena to shut down this rogue project instigated by a rogue leader, Scott Mannering (one of the giants I stand on).  Scott gave me the lay of the land and asked me to find a solution so we could show the larger organization that the Internet was not a fad but rather was the future.

So, the problem was given to me, and I had to assess the options.  Some were highly technical in nature such as one platform being Token Ring and the other Ethernet.  The others were business issues like identifying the type of information that needed to be passed back and forth to achieve the daily transactional back-office stuff.  No one on the OS/400 side had anything to offer other than the minimum requirements of what needed to be passed and the format they wanted it in. There was no local skill on the new RS/6000.  Challenge accepted on the part of myself and a very young apprentice, who started as a co-op student with us, as we embarked on this fad of the Internet.

In the midst of all this, IBM had just released OS/2 Warp, their x86 operating system, to compete with the Microsoft Windows platform.  IBM had a great platform in OS/2 Warp, and, if they had not had such a lousy business model, it just might have overtaken Windows. This is another example of opportunity lost, as mentioned above.  So how does OS/2 Warp play in this solution?  Who in their right mind would introduce a third technology into a clearly technical problem that was preventing a business unit from going forward?  Well, that fool would be me. My mantra of Improvise, Adapt and Overcome continues to be the path forward.  Be afraid and do it anyway.

After this entire preamble to entice you to read further, here is the solution that included a 4th new piece of technology called the IBM P70 portable laptop.  Its nickname was the IBM luggable for it weighed over 20 pounds.  It was a heavy beast but a reliable one. This P70 could run OS/2 warp and support both an Ethernet Card and a Token Ring Card.  The technical people reading this will see where this is going.  OS/2 Warp could support the full TCP/IP stack that was required to read and understand the RS/6000 and it also ran some software called IBM Client Access to read and understand the OS/400.  It would mount a Network File System to the RS/600 and at the same time would mount a Shared File system to the OS/400 that was respectful to OS/400 platform.  Both the OS/400 and AIX systems would move data to a native share that the other side could also see in the format it understood, all by going through the OS/2 Warp luggable laptop.  We even called it “the bridge”.  Due to the form factor, we closed it up and tucked it behind a desk.  The young apprentice was and is a gifted developer and wrote scripts to put the information to and from the opposing operating systems of AIX and OS/400.  It took a team to solve this with a culture of action and innovation.

Years later, I left this organization to move on to another engagement and the solution was still in play when I left.  The young apprentice would become a full-time employee and take over for me when I left.  His career would even go higher to the CIO level at the organization until he moved on to other adventures.  The solution, I was told, lasted more than a decade and the Internet Service Provider business lasted much longer than all the careers of the people who worked on it.  It proved to be the future and brought in enormous revenues but, more importantly, put the Internet in some of the most remote areas of Ontario, Canada and British Columbia, Canada when every other Internet Service Provider was focusing on major urban centres, proving you can make money serving a larger social contract for remote areas.

The example above demonstrates a clear business problem that required an innovative approach to technology, along with effective processes.  If you read between the lines, what you will also uncover is that the people were not in alignment with this change.  The culture of the organization was “steady state” and not brave new world.  So, this very innovative business unit was staffed with very innovative problem solvers who had to interact with individuals who worked in a steady state world of telecommunications, where support and consistency take precedence over creativity, due to very valid business-unit concerns.

There were many times where frustration rose to the top and personalities, mostly mine, were problematic.  However, over time, with some early successes, the leadership on both sides of the business problem used their social currency to smooth the waters and allow the engagement to progress.  There were many times where a “smile and nod” approach had to be taken to keep the tensions down while we worked the problems to demonstrate the solution was supportable, manageable, scalable and most importantly profitable.  After the people could see the technology in play and observe how it improved processes, then everyone was on board with the path forward.

The engagement team was aware of the concerns; they took the time to understand the concerns and then they managed the solutions to address the concerns for overall success.  Even with this very clever technological solution, the real issue that was holding back the engagement was culture.  Do not underestimate how organizational culture can affect even the noblest of engagements.  There is a whole chapter dedicated to culture and the Project Management Office.  Change Leaders should lean into a culture of action.

None of this would have been possible without the vision and leadership of Scott Mannering and the innovative tenacity of an Improvise, Adapt and Overcome culture.

Cultivating a culture of action will lead to success.
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3.4  ​Values
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To be a successful change agent and/or leader, you need to live by your values. So many engagements, especially complex ones, need core values to hold true during the transition from existing to brave new world. To this end, these are the values your team should strive to uphold in order to be successful in their crafts as members of the team and as part of the larger organization. It starts with you, the Change Leader, to lead by example.

Courage

You must muster the courage to act. It is easy to observe and to criticize, but it takes actual courage to act. The act can be as simple as sending an email or it can be as complex as signing a multi-million-dollar contract. Regardless, act. Do what you said you were going to do and/or what needs to be done.

Your action does not need to be performance art for everyone to see. Have the courage to act day in and day out, addressing all the items that need to be handled. Be known as the person who is driven by action and not the place where ideas or time go to die. Some of the most successful leaders are those who just quietly get stuff done rather than talking about all the work that is being accomplished. Remember this when you have a quiet group of people on your team. Ensure you measure actions taken and do not be swayed by the charisma of those who talk over the quiet people.

Honour

Have the honour to be accountable for your actions, decisions, and ideas. It is easy to be accountable when everything goes right but have the true personal honour to own up to shortcomings, failures, and bad judgements. When you are a person of action, who owns the action by being accountable, then people will trust you. They will know the action was undertaken with the belief it was going to work, and when it doesn’t, you will not blame others or avoid the consequences.

We have all seen people who are happy to take credit for successful work, regardless of whether it was completed by them or someone else but are nowhere to be found when things go sideways.

Being accountable does not apply only to yourself. Use your character to hold others to account, whether it is your colleague, a customer, a boss, or the individuals that report to you. Instill the value of accountability in your team and protect them when their actions have not gone according to plan. Show them the value of trying and failing. Be their safety net.

Integrity

Lastly, have the integrity to work with others. I am often asked what I mean by this, for it is counter- intuitive for many.  Let me try to explain it this way.  You must be honest with yourself in accepting it is not all about you being the leader but also about being part of the change event.  This requires a conviction of purpose and principle in adhering to the goals that the team will accomplish.  Hence why I prefer to use the word, Integrity.  When you approach the change in a principled way with Integrity then you and the team are in a position of strength.  Even when you are the boss or leader, there will be many times when you are part of a team or in a matrix environment. Have the integrity to let others lead and respect their decisions as you work collaboratively with them. It is not about you; it is about the team. Sometimes you lead, sometimes you follow and sometimes you just get out of the way to let others do the work

In conclusion

As a Change Leader you will be visible to a large cross section of your organization and its stakeholders.  Your actions, along with the way you interact with teams to influence change, will be the evidence of your values.  Values are not just words on a marketing slogan; they make up the currency you will use to get the change implemented.  Use this currency wisely for it is very difficult to gain and very easy to lose.  Your actions will speak volumes but so will your humility to be accountable when things go awry.  Your ability to work with, alongside and for your teams will keep that currency flowing in the correct direction.  Then when the difficult parts of the change arrive, the values you demonstrated throughout the process will get you and the teams through the difficult parts.

Never compromise your values for an engagement. Ensure you demonstrate and not just talk about your values for you will be measured by your actions and what you said you were going to do.

There will be times in your engagements where it may be tempting to forego your values to get a quick win. I advise you not to give in to that temptation. It comes at too high of a cost.  In my experience, when speaking to my past team members, they reminded me of how they felt safe knowing I had their backs and that the teams were able to get stuff done.  They recognized those times where, as the Change Leader, I took the hit to protect the team so they could use the setback as a learning moment for themselves.  They also reminded me how they were becoming better prepared to be the Change Leaders of the future.  As you will witness in your change engagements, there is a reason the Change Leader has the word leader in their title.
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3.5  ​​​Three Pass Process
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The Three Pass Process is integrated into everything you do: running a meeting, explaining a new idea, planning a trip, doing a sales presentation, briefing executives, or just learning a new skill.

Let me give you an example from one of the simpler scenarios, that of a meeting. We have all attended meetings that have gone well and others that have devolved into confusion, where everyone struggles to remain focused. Your goal is to prevent the descent into darkness. To accomplish this, make the three-pass process part of every engagement you undertake from work, family or out and about in public.


	What is the purpose of the meeting at a high level? Perform a walkthrough of the overview.

	Then focus on the major goals and/ or milestones. Stick to the definition part of the goal. Explain what it is and why we are talking about it.

	Now, as a final pass, you get into the details of the tasks required to achieve each goal.



Let’s say you have booked a meeting to discuss where the team will be going for a celebration lunch.

The agenda for the meeting might look like this.

To discuss details of our lunch to celebrate going live on the project, Video meeting at 3pm Thursday.

Now for the meeting:

Be a stickler for starting a meeting on time. If it is just an internal meeting with no customers involved, start the meeting precisely at the time scheduled. If others arrive late, that is on them, and they should remain silent. Why should everyone who respectfully showed up on time be obliged to wait, then start the meeting over after the stragglers arrive? Reward good behaviour by starting the meeting on time. This culture starts with every meeting and, over a brief period of time, becomes ingrained with everyone. Meetings start with a tone of action and not only discussion. Meetings should have a purpose. If there is no purpose to the meeting, then most likely an email would have achieved the same results. 

Now to the three passes:


	“Welcome everyone, we are here to finalize the plans for the celebration lunch for the project that has gone live. Great work everyone”. You have now established the why.

	The goal for the meeting is to establish a location and the number of people attending, along with what date works for most of the team.

	Now let’s discuss. 
	Date – Go into a full discussion with the team about the date and pick one. 

	Location – Go into a full discussion of the location and pick one.

	Attendance – Go into a full discussion of attendance and pick the attendees.







The third pass will have lots of back and forth and does not have to be in order of date, time, location. What you are doing is leaving the important details until the end so you can have a full discussion in context. Too many meetings will spend far too much time on the first item on the agenda before understanding the full context and purpose of the meeting. Reserve the most amount of time for the details but only after you have established the high level WHY along with the goals of the meeting. State the purpose and goals of the meeting concisely and clearly. Then you can have a fuller discussion of the tasks required to achieve the goals.

Do this for every meeting you lead whether it be small, medium, large or at the executive level. Use the same logic for large keynote addresses as well. Remind everyone of the purpose of the engagement and what you expect to achieve and then get into the details.

Be disciplined in this three-pass process and you will find your meetings are more effective, more friendly and more engaging. It is important to box in the participants who love to speak of interesting but irrelevant topics while you engage those quieter individuals to truly get their input.

Another discipline you can enforce as the leader applies when individuals come into your office, regardless of whether the visit is planned or ad-hoc. They must remind you why they are there. They must tell you what they want to discuss, then get to the details of the ask. Encourage them to sit down and ensure your office is arranged in such a way that there are NO barriers between you and them. DO not be behind a desk. Ensure the space between them and you is wide open, and they have a clear path to the door. This provides an open atmosphere and one of safety. This is critical and is lost on so many people who have offices. Too many managers hide behind their massive monitors and must look around them to engage the visitors. Frankly, it is embarrassing to witness. The people are now more relaxed, you get to the details faster, and you have more time to discuss the ask in context. If possible, try to reach a decision during the discussion or at least communicate where you are positioned on the topic you have discussed with them. Do your best to make your intentions clear.

The circumstance may arise where a team member arrives at your door to say, “I am here to vent and rant”.  Just invite them to come in and sit down.  You can say, with a smile, “Have at it”.  You know this discussion will not be about problem solving or decision making but about getting out the frustration of the situation they are in. Sometimes a solution will arise from the rant but at other times it is simply a human moment of feeling free to be frustrated.

As you can see from the three-pass process, when it becomes muscle memory for everyone, then they are able to leverage it for their own purposes in work and in life.

The table below will explain the passes along with the words commonly used by each pass.



	
Three Pass Process

Taxonomy for the three passes




	First Pass

	Second Pass

	Third Pass




	Strategic

	Tactical

	Operational




	Vision

	Goals

	Tasks




	Why

	What

	How




	Conceptual

	Logical

	Physical




	Idea

	Straw Dog

	Action




	Listen

	Discuss

	Commit




	Define

	Assess

	Solve
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	What is your vision? What are the goals? What are the tasks?  These are questions commonly asked in project management.

	
Why are we here? What are we going to discuss? How are we going to proceed? These are common questions for meetings and presentations.

	What is the conceptual view, the logical view and the physical view?  This is a common taxonomy in architecture and systems design.

	Define the idea, build a straw dog (prototype) then perform an action. These are common principles in innovation and product development.
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