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“The truth of the matter is that you always know
the right thing to do. The hard part is doing it.”

General Stormin’ Norman Schwarzkopf





Preface

WHY WE WROTE THIS BOOK
Change doesn’t have to be complicated



[image: image]


A few years ago, a close friend of ours walked to the peak of a mountain called Stok Kangri. Standing at the western end of the Himalayas in Ladakh, northern India, Stok Kangri peaks at over 20,000 feet (over 6,000 meters) and is covered in snow in all but the warmest of summers. We are more familiar with walking the gentle, 3,000-feet hills of England’s Lake District and were impressed at what seemed to us to be quite an achievement. “It must have been a big challenge,” we suggested.


“It depends what you mean by a challenge,” she said. “There was a bit of preparation, having the right gear, finding a guide, acclimatizing to the altitude, and so on, but once you get out there it’s not so complicated. You just put one foot in front of the other and keep going until you reach the top.”


It’s the same with change. Everybody knows that change is difficult, but it doesn’t have to be complicated. Some people would prefer change to be complicated. That way they can avoid taking responsibility for making change happen by putting it off until they have acquired yet another piece of information or developed yet another strategy. We are not saying that change is easy, any more than walking up a tall mountain is easy, but it’s certainly possible if you have commitment and take the time to understand and apply a few simple principles. In this book we set out what those simple principles are. If you apply them to the challenges in your life and work, you can make a breakthrough with any change you want.


Have you ever wondered why people and organizations find it so hard to change and, more importantly, what we can do about it? More specifically, why do people sometimes get stuck in the same loops, revisiting the same commitment to change again and again but with very little actually changing? We have spent most of our working lives developing practical solutions to this problem. We have worked with over 10,000 people in hundreds of organizations helping them to make the breakthroughs they want, each time learning a little more about what is really required to make change stick. We have helped individuals and teams in government departments, local government bodies, hospitals, housing associations, and businesses from just about every sector of industry, including several FTSE 500 companies. That’s where this book came from and that’s where the idea of do-how came from. If know-how is about knowing what to do, do-how is about actually doing it.


INTRODUCING DO-HOW


We didn’t always talk about do-how. When we first started in business nearly 20 years ago, we were like many consultants. Steeped in strategic thinking, we thought that if we helped our clients figure out what they needed to do and supported them to develop the skills to do that, everything would turn out fine. But it wasn’t enough. We witnessed the frustration that people felt at their lack of progress despite the undoubted commitment of all involved to the agreed changes. We saw at first hand how the very best of intentions were diverted off course time and again, as if some invisible force were guiding events. We met teams where everyone knew what they needed to do, but that know-how wasn’t enough actually to bring about much-needed change. There’s a very big difference between know-how and do-how – and in that difference lies the key to successful change.





If know-how is about knowing what to do, do-how is about actually doing it





Once we realized this, our work took a new direction. We became fascinated by the psychology of change in both teams and individuals. We read everything we could get our hands on and visited whoever would talk to us about change. We distilled lessons from NLP and psychology and recombined them with insights drawn from disciplines as diverse as spiral dynamics, narrative therapy, and appreciative inquiry. We studied what those with a proven track record of bringing about change had to say: people like Marshall Goldsmith, Jim Loehr, Werner Erhard, John Grinder, Thich Nhat Hanh, and John Kotter. But most of all, we practiced. Through hard graft and the determination to deliver for our clients the breakthroughs they so badly wanted, we learned what worked and what really helped people and organizations to change. What we learned is that there are a small number of simple steps that, if applied with rigor and discipline, lead to a breakthrough. These steps aren’t difficult to understand or even to apply. The issue is simply that many people get lost in the confusion, give up after the first setback, or lack the discipline and self-belief to see change through. This is true in both life and work.


And that is why we wrote this book. Our clients told us that what we were doing was different, and that it helped them find a way forward where they had struggled before. We, too, could see this in the results we were getting. Teams that had been stuck, in some cases for years, unable to make the changes they wanted, suddenly made a breakthrough. People whose careers had stalled found themselves on a new, upward trajectory. And the approaches were not merely applicable to work. Some clients told us that they had used the ideas we teach in this book to make significant breakthroughs at home. We had found a practical and reliable way to help any individual, any team, or any organization make the changes they wanted and to make those changes stick.


This might seem like a bold claim, but we can say this because we have abundant evidence that these methods work. What we describe in these pages is simply what we do with our clients and they tell us time and again that what we recommend works, often where other practices have stalled or failed. Here are a few of the things our clients have said when we’ve asked them for feedback about the techniques we use:


“Makes what seems impossible, practical and achievable.”


“I have immediately been able to make a breakthrough on a long-term problem.”


“Will have a potentially massive impact on the way I will work.”


“Had an immediate impact – challenged some of my management practices which I have since changed.”


“Has helped us to make more progress in the last six months than we achieved in the last six years.”


“Made an impact immediately – used the techniques in meetings with staff in the week following the course and have made a breakthrough in my personal performance.”


“I could have done with this five years ago. The best training course I’ve ever been on.”


“Much better than other training I have attended as it actually provides practical ways for improving performance.”


WHAT’S THE DIFFERENCE?


So what is so different about our approach that it delivers such great results? The answer is what we call the “do-how map,” which brings together diverse aspects of change in one simple, yet thoroughly practical, tried-and-tested model. The do-how map helps anyone navigate the changes they want to make and cuts through the overwhelming fog of complexity, which can be one of the greatest barriers to change. Furthermore, the area our clients most regularly highlight as a uniquely powerful aspect of our methods is our emphasis on using negative emotions as a pointer to opportunities to make a breakthrough. The role of negative emotions in change is often overlooked or even deliberately avoided. Yet in our experience, this aspect of change, while challenging, is ultimately highly rewarding and leads to the most significant breakthroughs.


In the first three chapters of this book we discuss the challenges of making change happen. We explore what really gets in the way and we introduce the do-how map. Chapters 4 to 7 expand the four main branches of the do-how map and illustrate how these have helped people make significant breakthroughs. The final three chapters explain how to apply the do-how map to both organizational and personal change.


Some of what we say will challenge you. On the other hand, some of the book may appear to be too simple to make much of an impact or seem so obvious that it doesn’t need stating. We make no apologies for this. In our experience it is often the fact that people have lost sight of the easy things they can do that leads to them feeling stuck. Other parts of what we say might appear to be contrary to common sense at first reading. In particular, we make some statements about people in general that you may feel are too sweeping and certainly don’t apply to you. However, we want to emphasize that this is not a theoretical book. Everything we describe is based on real breakthroughs with our clients, and on what we have observed through our own direct experience. All of the examples and case studies are based on real people and real situations; while most are drawn from business, the essential lessons apply in both life and work. The names and some of the details have been changed to protect the anonymity of the people mentioned.


What has worked for the people and teams we have worked with can work for you. If you take the time to understand and apply what we have to share in this book, you will possess the tools you need to make any breakthrough you set your mind to. However, developing do-how can’t be done by reading a book, even this book. Do-how comes from altering the way you look at the world and changing your behavior. To get the most out of this book, we very much hope that you will complete the exercises as you go along. The techniques and exercises we describe are those we use with our clients. They are intended to give you insights into your own assumptions and ways of looking at things. The exercises build on each other to give you a unique understanding of how you think, how this thinking limits you, and how you can make your own breakthrough, whether in life or work. In this way you will be able to test the validity of what we are saying for yourself and develop the do-how you need to make the breakthrough you want.





You can make a breakthrough





Some of the exercises require you to make notes or do a little writing, so before going any further, get yourself a pen and a notebook so that you are ready for action – ready to really learn about yourself, to move from know-how to do-how.





Chapter 1

DO YOU HAVE THE DO-HOW?
What do-how is and why it matters



[image: image]


There is an old story from Russia about a peasant farmer who got his handcart stuck in the mud on the way to market. He heaved away at the cart, but nothing he tried would move it forward. Although the farmer was strong, the harder he pushed the deeper the cart got stuck. He was becoming more and more distressed by the situation and even started kicking the cart and cursing the mud. “My cart is stuck and I can’t get it moving again. All my produce for the market will be ruined and I won’t be able to buy food for my family,” he wailed.


A young man, seeing the farmer’s distress, offered to help. He could immediately spot what the problem was. The more the farmer pushed, the more the mud was building up under the wheels. The cart would have to be pulled backward before it could go forward. “Have you tried pulling the cart back out of the mud instead of pushing it?” the young man asked. “Let me see if I can help you move it.”


“It’s no use,” said the farmer, “I’ve tried everything and it won’t budge forward an inch. I’ve pulled from the front; I’ve pushed from the back. If only the authorities would repair this track. If only it didn’t rain so much. If only the market weren’t so far away. There’s nothing more I can do!” he bellowed.


Despite these protestations, the young man grabbed the handle and started pulling the cart backward. He wasn’t as strong as the farmer and could hardly move the cart but, inch by inch, he started to drag it out of the mud. The farmer suddenly saw what the young man was trying to do and joined him in pulling the cart backward out of the mud. After a few minutes it had successfully returned to the hard stones of the track. The joyful farmer thanked the young man for this miracle, as he saw it, and went on his way, diverting the cart around the deeper mud.


This story illustrates what we mean by do-how. Moving forward seems impossible to the farmer. He feels like he has tried everything. Even when the young man suggests an alternative course of action, the farmer doesn’t try it because he can’t imagine that it will work. More know-how or expertise isn’t going to help. He is trapped, not only by the mud, but by his own way of thinking about the problem. It is only when he witnesses what the young man is doing that he can see the sense in it. The young man not only has the know-how needed to move the cart, he has the do-how. By taking what he knows and putting it into action, he demonstrates a new way of thinking and acting in relation to the situation and the farmer’s problem is quickly solved.


This is do-how – the ability to translate know-how into action consistent with what you want to achieve. If know-how is knowing what to do to get what you want, do-how is doing what needs to be done to get what you want. There’s a big difference.





Do-how = the ability to translate know-how into action consistent with what you want to achieve





KNOW-HOW ISN’T ENOUGH


We spend our time working with individuals, teams, and businesses that want to make a breakthrough. The people we work with are smart, successful, and ambitious. They have a lot of expertise and know-how and possess the commitment they need to drive change. What stands out is just how many people have felt like the farmer in our story. They are frustrated by the slow pace of change. Whether we are dealing with personal change or large-scale, organization-wide change, progress is difficult.


However, what also stands out is quite how quickly things can move once people see what the problem is. And the problem with change is rarely a lack of know-how. The bookshelves are groaning with the weight of the world’s expertise on every imaginable aspect of personal development and organizational change. In business, most of the people we come across have had all the management and leadership training they can bear and know almost everything they need to do a great job. Further training usually results in the accusation of “teaching grandmother to suck eggs.” And yet still they feel frustrated in their efforts to make change happen.


We often encounter people who can happily tell us all about the nuances of performance management or goal setting or whatever other skill is needed to bring about change, although that rarely means that they put all that learning into practice. For example, in our development programs our request that participants write down their goals rarely meets with great enthusiasm. They already know about goals, so they wonder why they need to bother. We persevere and after a brief discussion of the basics of effective goal setting, we review their goals.


Our experience is that less than 20 percent of people in the room will have well-defined, positive goals. And that’s the key point. Most of what we need to learn to be good at leading people and driving change isn’t difficult to understand. It’s easy for people to learn the techniques and the theory. People usually have all the know-how they require, but they less often put it into practice with consistency and commitment. We are sure that you have met many people who are convinced that they are good listeners, who have all the techniques to hand, yet somehow they can’t keep quiet and listen. Or perhaps you have suffered from a manager who has learned all about delegation but in reality fails to delegate.


HABITS, CULTURE, AND CHOICE


The problem in making change happen isn’t learning new knowledge or skills. It’s realizing that we already have preferred, habitual patterns of thinking and behaving that are largely invisible to us, and that we can’t adopt new ways of working unless we are ready to let go of the existing ways. It’s only when people are willing to relinquish their old ways of thinking and start behaving in a way that is consistent with the outcomes they want to achieve that change can take root and blossom. That is why the farmer in our story is stuck. Even when the way forward is pointed out to him, he can’t see it because his habitual behavior is to push hard in the direction he wants to go; that simply isn’t going to work in this situation. He doesn’t even realize that he’s making a choice about his behavior. To his mind he has tried everything.


Everyone has habitual ways of thinking and behaving and every organization has cultural norms that determine acceptable behavior in that organization. Those habits guide the choices we make about how to behave. We have met many effective people who have habits that have helped them accomplish great things. Whatever the source of their success is, it becomes habitual for them to behave that way. For example, the more attention we pay to building relationships, the more we develop the skills required and the less conscious thought we need to access those skills. The more decisive we are, the easier it becomes to be decisive.


Habits help us to navigate the complexity of the world around us. Without them we would struggle to make all the choices we are confronted with even in a single day. And our habitual choices occur without the need for conscious thought; in fact, we stop noticing that any choice is being made at all. In this way our habits place boundaries on the range of behaviors we are likely to adopt. We don’t notice that we think and behave in limited ways because our thinking and behavior are so familiar. None of this is a problem – until we need to change.


When behaviors that have served us well no longer fit the circumstances we are in, or when the demands of the organization confront us with the need to change, that is when we feel stuck. And that is when all the know-how in the world can’t help us. We need the breakthrough from know-how to do-how. For example, people who are successful largely because of their ability to listen may stumble when confronted with circumstances that require swift and decisive action. On the other hand, those whose success is built on their decisiveness often struggle with situations in which they need to slow down and nurture support from other parts of the business. In a successful career this kind of challenge, far from being a rarity, is almost the norm.


It is the same for organizations. In every business we have ever worked with, the staff exhibited some common patterns of acceptable thinking and behavior, which we usually call the corporate culture. The culture of the organization tells everyone who works there what is important and what actions will lead to success. For example, we have experienced organizations where there seems to be an unwritten rule that no one should ever take any risks, no matter how small; we have worked in other companies where the unwritten rule seems to be always to move into action as quickly as possible. People who don’t like the culture tend to leave or adjust their own behavior to fit in with what the organization seems to want from them.


The way people in any company think and behave seems normal to those who have become accustomed to the way that organization works. To anyone who has worked there for a long time, what started as an unwritten rule becomes a hidden rule: “It’s just the way we do things around here.” Culture develops in response to the needs of the business at that time and underpins its success. It limits the range of acceptable behaviors and is effectively invisible. Again, that’s not a problem – until the organization needs to change.


Faced with such a requirement, senior executives may meet to agree their strategy and possibly even implement an organizational change program to underpin the direction they want to take the business in. However, they are likely to find that something keeps getting in the way of change happening. That something is the culture, which will smother change unless new ways of working consistent with where the company is heading are explicitly brought to life. It is not enough, for example, simply to state that the company needs to be less risk averse or that managers need to devolve decision making. These ideas have to be transformed into action. That is what we mean by do-how.


Many organizational change programs fail because they focus on structures and systems and processes, without taking culture into account. They fail because the structures, the systems, and the processes are a reflection of the present culture and altering them won’t lead to fundamental change. Most often when a company is struggling, the problem is not in the structures or the IT system, it is in people’s behavior and ways of thinking. Change those and everything else will follow. The more senior and influential a person is, the more important is the way they think and behave and the more impact they have on the organization as a whole. Unless people understand what behaviors and ways of thinking are consistent with where the business is going rather than where it has come from, then nothing in fact changes. Developing this kind of organizational do-how is what drives change and leads to the breakthrough in performance that organizations seek.


We have worked with organizations that have restructured their workforce again and again, yet still nothing changes. People may sit in different places on the organizational chart, but they are still the same people working in the same way and getting largely the same results. That is why so many organizational change programs really do feel like déjà vu, as any lasting change is neutralized by the existing culture and the next generation of senior managers faces the same challenges again a few years down the road.


DO-HOW MAKES THE DIFFERENCE


Change happens when we learn to turn our know-how into do-how. This is true whether we are talking about organizational change or individual change; whether you want to transform the way your business works or make a breakthrough in your personal life. Do-how is what makes the difference.


When someone who claims to know all about goal setting stops and takes the time to communicate a razor-sharp goal, or when a manager who has learned about delegation confronts his or her own discomfort and actually delegates, that is when change happens. Making that kind of choice is the real breakthrough. That is what changes people and that is what ultimately changes organizations. It is the same with personal development. Whether you want to make a breakthrough in your career or build better relationships at home, changes in what you do count for so much more than changes in what you know.


There are a huge range of circumstances in which do-how makes a difference and we will give lots of examples throughout the book, but we want to offer you a few to whet your appetite and illustrate what do-how can do for you.


REIGNITE YOUR CAREER


Teri was a branch manager for a mobile phone retailer. When we first met her on one of our training programs, she related a story about how intimidated she had felt by an angry customer who came to the store one day. The man was angry because his application for credit had been turned down and he couldn’t get the phone deal he wanted. Teri said that despite attending numerous training programs on dealing with difficult people and handling conflict, there was nothing she could do to calm him down. We asked her what she had tried.










	Teri:


	I tried everything! I told him that the decision had been taken by our credit control team at head office and that I could do nothing about it. I explained that the rules and regulations covering credit applications had been applied rigorously and that the considered opinion of the credit control team was that this application would breach the requirements and I showed him how he could check his own credit rating himself. I tried to talk through the best deal he could get without credit, but he didn’t want to listen.







	Ian:


	Did you try listening to his concerns?






	Teri:


	I told him I understood his concerns.







	Ian:


	What were his concerns?







	Teri:


	I’m not sure.








In other words, Teri had not listened to or understood why the man was angry. How did the customer feel he had been treated? Did he think the system was unfair? Perhaps he had a grudge against the company? Teri had told the man all kinds of facts and opinions of her own, but had not tested any of the techniques that would be taught on any basic program about dealing with conflict. She had tried one approach in various shades and tones and at increasing volume and had failed to see that there was no real variation in her behavior. She had played the situation like a right-handed tennis player who can only play forehand and looks on bemused every time a ball passes on her left. Any problem that required a variation on offering up facts or opinions left her puzzled and more than a little stressed. It was not that she lacked the skills or knowledge; it was just that in the heat of this difficult situation all she could do was revert to her favored behavior, giving people answers.


Teri’s problem was not a lack of know-how. She had been on the right courses and could recite the basics of conflict resolution and customer care. Her problem was simply a lack of ability to choose a response that would have been more appropriate to the person she was faced with. She had been unaware of this and therefore had no real choice in her behavior. The problem was not know-how; it was do-how. Coming to this realization was a huge breakthrough for her. Following this insight, and with very little further support, her career took off as she showed herself capable of dealing with the trickiest situations.


MAKE A BREAKTHROUGH AT WORK


Do you ever feel stuck like the farmer described at the start of this chapter? Change is difficult at the best of times, but sometimes it can seem impossible to make progress. We want to reassure you that whatever breakthrough you are looking for, change is possible. Just like the young man in the story, you can find a new approach or a way of looking at things that will allow you to move forward.


Our clients have made all kinds of breakthroughs using the methods we help them learn. These range from attracting a multimillion investment in a company that had been starved of investment for decades through to reinvigorating a team’s commitment to a shared set of goals. We are sure that you will recognize some of the more common challenges we have helped clients with. These include:


[image: image] Gaining buy-in to a significant change


[image: image] Building a shared vision and a commitment to delivering it


[image: image] Dealing with underperforming team members


[image: image] Generating trust within a team and across different teams or organizations


[image: image] Handling a difficult relationship with a new boss


[image: image] Holding people to account for what they have promised they will deliver


[image: image] Finding time for strategic thinking when the day is full of urgent challenges


[image: image] Coping with having too many things to do with too few resources


[image: image] Learning to say no


[image: image] Transforming a fear of giving presentations


[image: image] Raising difficult issues without causing offense


[image: image] Recruiting leaders rather than followers


[image: image] Finding an opportunity when there only seem to be problems


Alan had risen to be the chief executive of a very large contract catering company with 20,000 employees in hundreds of locations. All through his career he had frequently been praised for his intelligence, particularly his highly developed capacity to see all sides of an argument and find a compromise. He had been promoted rapidly and at the age of 43 found himself at the peak of his career. Then the tide had turned. His senior team was in conflict, with individual departments taking their own course and no coherent strategy for the business as a whole. He found himself surrounded by criticism and talk of weak leadership.


What was the problem? Did Alan lack the skills to develop an effective strategy for the organization? Was it that he didn’t have the communication and influencing skills to take his fellow directors with him? Far from it, he had all these qualities. The problem was that he lacked the ability to choose a way of thinking and behaving that was appropriate for this challenging situation. He had always been admired for his ability to see all sides of an argument. This had worked well when he had someone above him making the really tough decisions that any complex organization faces. Now he was in the driving seat, the organization faced some difficult decisions, and his lack of behavioral flexibility was getting in the way. He lacked the do-how.


“People don’t understand how incredibly complex the organization is,” he explained. “These aren’t decisions to be taken lightly. We need a strategy that has something in it for everyone. I’m taking the time to understand the concerns of all sides and see how they fit together.” In other words, he was doing everything but making the hard choices the organization needed. While he was finessing and polishing his ideas, he never seemed to get to the point where he actually pinned his colors to the mast and declared the way forward. He was savvy enough to realize that he needed a breakthrough and he sought help from us.


What made the difference for Alan was when his habit of trying to come up with the perfect answer, something that had been suggested by various coaches and even by members of his team, was confirmed by his wife, the one person whose judgment he really trusted and whose feedback he would take seriously. He realized that his deputy, whom he had rubbed up against in the past because of his “bullish nature,” was just the person he needed by his side and he started to listen to the deputy’s advice more when it came to tough decisions. Alan’s motto became: “A good plan today is better than a great plan tomorrow.” It was a huge step forward and he avoided a career-ending failure.


MAKE A BREAKTHROUGH AT HOME


The main thrust of this book is to help you make the changes you want at work, but much of what we discuss is equally applicable to your personal life. Indeed, many of our clients have shared with us how our approaches have helped them with all kinds of personal goals and challenges in bringing about the changes they want at home as well as in business. One client used the idea of do-how to carve a whole hour off his personal best for the Ironman Triathlon and competed at a national level. Another made a breakthrough with his teenage son after several years of an increasingly difficult relationship.


This should not be too surprising, since what we talk about in this book is how people make breakthroughs. It doesn’t matter whether we are considering work or personal life, the same principles apply and the same techniques can work. Some of the ways our clients have used our approaches in their personal lives include:


[image: image] Improving performance at sporting activities


[image: image] Improving relationships with partners and children, especially teenage children


[image: image] Dealing with unsatisfactory service from tradespeople or retailers


[image: image] Completing major household projects such as building an extension


[image: image] Making a major decision such as changing job or moving house


DEVELOP YOUR ORGANIZATION


Most of our work is with large businesses and there is nothing more difficult to change than the culture of a large organization. Nevertheless, the approaches we outline in this book have produced change where many other approaches have stalled.


We worked with a water company to help create a breakthrough in the way it worked. The managing director, Geoff, had recently been appointed to the position and wanted to create a faster-paced culture focused on innovation and performance. He knew that he had his work cut out. The company had a history of failed change programs and many staff were skeptical that real change was possible. The organization was very slow moving and relied heavily on bureaucratic processes.


One of the most dominant aspects of the existing culture was a strong hierarchy and a reliance on prescriptive and complex procedures to drive out all risk. This had risen out of a need to ensure compliance with the industry’s rigorous quality standards, but reached into every aspect of the business. A consequence of this culture was that anyone on the front line of the organization who came across a problem would pass it up to their boss for a decision on what to do. The boss would then pass it on to their boss, and so on all the way up. Decision making was grindingly slow and that was why the company was being left behind by nimbler competitors. This long-standing culture made it very reliable, but also meant that changes took too long. Many of the procedures had become “tick-box” exercises with little attention given to the real purpose behind them, as managers had grown used to the idea that someone more senior would take ultimate responsibility for any decisions.


Geoff recognized that change was required and implemented a range of programs, including restructuring from five divisions down to three and investing heavily in improved IT systems. He also knew that the current culture was slowing down progress and asked us to work with him to implement his vision for how the company could work.


The whole senior team had bought into a vision of a faster-moving company with less bureaucracy and more responsibility for decisions delegated to the discretion of individual managers. Geoff called this a culture of asking for forgiveness rather than permission. Senior executives could easily grasp what it meant to give their staff the authority to make decisions and choices about how to respond to day-to-day challenges. They had the know-how; the challenge came when they were faced with aligning their own behavior with that vision.


One of the biggest champions of the changes was the head of human resources, Jill, a bright and energetic woman in her mid-30s. She had joined the company six years earlier and expressed frustration at the bureaucratic culture. She had taken on the task of overhauling the performance appraisal system. At a meeting with the senior management team, Jill presented a one-page guidance note on performance management. The document essentially said that each manager must provide protected time for a one-to-one discussion about performance with each of their direct reports at least once a month, and must also agree performance development goals with each direct report at least once a year. This was intended to replace a long-winded and highly prescriptive document that set out precisely what a manager must do to review performance, together with various tables and forms to fill out. The new note was very much in line with the vision, in that it gave guidance rather than instructions and left much of the detail to the discretion of the individual line manager.


While a few of the senior team loved what Jill had presented, the reaction of some of the other senior managers was a mixture of bewilderment and horror. “What if they get it wrong?” was one reaction. “Shouldn’t we agree the best way to conduct a one-to-one meeting?” was another. What they were experiencing was what we call a do-how moment. What they chose to do in this moment would either reinforce the old culture or demonstrate the new culture they were trying to create.


They loved the idea of managers “taking responsibility for making decisions,” but they didn’t reckon on how strong their reaction would be to the changes in their own behavior that this required. The problem was that they had habitually taken decisions on behalf of staff. By working through the steps we describe later in this book, they spotted the consequences of old ways of thinking and behaving and how these underpinned the organization’s present culture. They were able to confront their anxieties about choosing to let go of their old habits. That is when they made the breakthrough from know-how to do-how. As a result, the culture started to shift and the company began its journey to become recognized as an industry leader.


WHEN DO WE NEED DO-HOW?


Understanding do-how can transform a whole range of situations, but there are four factors that seem to arise again and again that characterize when do-how can be a particularly powerful tool:

OEBPS/images/f0001-01.jpg





OEBPS/images/arrow.jpg





OEBPS/images/f0007-01.jpg






OEBPS/images/9781857889819.jpg
i ou with the insights, inspiration and tools to turn knowledge into reality.”
Paul McGee, bestselling author of S.U.M.0, Sh

KNOW-HOW

DO-HOW

The short and Simple guide
{0 making change happen

Dave Corbet and lan Roberts









OEBPS/images/pub.jpg
NICHOLAS BREALEY

PUBLISHIN

e ——





