
Un:balanced Transformation



Some of our recent customers

www.doujak.eu

Doujak Corporate Development

ÅInternational consulting projects on 
strategy development and execution, 
change management and executive 
development.
ÅCore team of 8 people + international 

networking partners.
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Old and new images of transformations

Old Images New Images

άaŀƛƴǘŀƛƴƛƴƎ ŀ ōŀƭŀƴŎŜ ōŜǘǿŜŜƴ ŦƛŜƭŘǎ ƻŦ ǘŜƴǎƛƻƴ ŀƴŘ 
ŎƻƴǘǊŀŘƛŎǘƛƻƴǎ ŀŎŎŜƭŜǊŀǘŜǎ ŎƘŀƴƎŜΦέ

Change management as management of Unbalance and 
Balance 

ά/ƻƴŦƭƛŎǘǎ Ƴǳǎǘ ōŜ ŘŜŜǎŎŀƭŀǘŜŘΦέ Transformation needs conflict

άCŜŜƭƛƴƎǎ ŀǊŜ ŀ ǎƛŘŜ-effect in transformation processes; we 
ƘŀǾŜ ǘƻ ŀŎŎŜǇǘ ǘƘŜƳΦέ

Feelings are the motor for all phases of change

ά¢ǊŀƴǎŦƻǊƳŀǘƛƻƴ ŘŜŎƛǎƛƻƴǎ ǊŜǉǳƛǊŜ ŀ ōǊƻŀŘ ŎƻƴǎŜƴǎǳǎΦέThe combination of top-down decisions and bottom-up 
involvement is crucial

ά¢ǊŀƴǎŦƻǊƳŀǘƛƻƴ ƛǎ ŎƘŀƴƎŜ ǇƭŀƴƴŜŘ ǘƻǇ-down; management 
ŀŎŎƻǳƴǘƛƴƎ ŀƴŘ ŎƻƴǘǊƻƭǎ ŀǊŜ ŀ ǎǳŎŎŜǎǎ ŦŀŎǘƻǊ όάǇƭŀƴƴŜŘ 
ŎƘŀƴƎŜέύΦέ

Transformations are a squaring of the circle - άǇƭŀƴƴŜŘ 
ǉǳŀƴǘǳƳ ƭŜŀǇέ όǇƭŀƴƴŜŘ ŎƘŀƴƎŜύ ŀƴŘ ŀǘ ǘƘŜ ǎŀƳŜ ǘƛƳŜ ǎŜƭŦ-
ƎŜƴŜǊŀǘŜŘ ŎƘŀƴƎŜ άŜƳŜǊƎŜƴǘ ŎƘŀƴƎŜέΦ

ά! ƎƻƻŘ ŎƻƴŎŜǇǘ ƳŀƪŜǎ ǳǇ фл҈ ƻŦ ǎǳŎŎŜǎǎΦέFrom step one, concept development must be interlinked with 
implementation work.

άbƻǿ ǘƘŜ ƻǘƘŜǊǎ ƴŜŜŘ ǘƻ ŎƘŀƴƎŜΦ !ŦǘŜǊ ŀƭƭΣ ǿŜ ƛƴƛǘƛŀǘŜŘ ƛǘΦέFor all those involved, transformation also means (more or 
less extensive) personal change

άLǘ ƛǎ ƛƳǇƻǊǘŀƴǘ ǘƻ ŀƭǿŀȅǎ ƛƴǾƻƭǾŜ ŜǾŜǊȅƻƴŜΦέClear-cut and step-by-step integration according to phases and 
stakeholders

ά.ŜŦƻǊŜ ǿŜ Ŏŀƴ ǎǘŜǇ ƻǳǘǎƛŘŜΣ ǿŜ ƴŜŜŘ ǘƻ ƘŀǾŜ ǎƻƭǾŜŘ 
ŜǾŜǊȅǘƘƛƴƎ ƻƴ ǘƘŜ ƛƴǎƛŘŜΦέ

Integration of relevant environments from the very beginning
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Whatós your situation?
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Anchoring hard cuts and new growth simulaneously

Hard cuts New growth

Goals Focus on short-term performance, efficiency and economic 

capital

Focus on long-term success, future growth potential and 

intellectual capital

Steering Top-down ςclose, clear, directive, linear, by program ς

άǇƭŀƴƴŜŘ ŎƘŀƴƎŜέ

Bottom-up involvement: self-organization, collaboration and 

networking, open. Emergent change.

Contents Decrease resources/costs ςfocus on processes, structure, 

systems, downsizing

Involvement, participation, innovative culture

HR a cost factor capital, a resource, άŜƴǘǊŜǇǊŜƴŜǳǊǎέ

Logic of feelings longer coping processes (worries, distrust, aggression, 

disappointment, leave-taking ςgradual new commitment)

focus, community (teams are important) and a basic feeling of joy, 

challenge and confidence

Reality 

construction

Feelings of loss and defeat influence perception Buoyant optimism, a combination of discipline and spirit of 

adventure influence perception (pioneers, winners of the future)

Architecture Core team steers the process of hard cuts ςintense 

involvement of HR and line managers for implementation

Support autonomous initiatives and structures and short-term 

experiments ςconducted on the sidelines of day-to-day operation 

όάƛƴŎǳōŀǘƛƻƴέ ǳƴǘƛƭ ƳŀǘǳǊŜŘύ

Orientation Pull towards the past and to the inside ςa need for 

stabilization and renewal of the employee ςcompany 

contract

Pull towards the future and to the outside ςŘŜǎƛǊŜ ǘƻ άƛƎƴƻǊŜέ ƻǊ 

overcome existing conditions

Executives tǊƻŘǳŎŜǊǎΣ ŀƳōŀǎǎŀŘƻǊǎ ŀƴŘ ōǊƛƴƎŜǊǎ ƻŦ άōŀŘ ƴŜǿǎέ ςthe 

situation calls for their presence in the roles of 

άƛƳǇƭŜƳŜƴǘŜǊǎέΣ ŎƻŀŎƘŜǎΣ ŎƻƳƳǳƴƛŎŀǘƻǊǎ ŀƴŘ 

crisis/transition experts (security, orientation)

Architects, enablers and promoters of innovation ςthe situation 

calls for letting go and strengthening autonomy, encouraging 

άǊŜǾƻƭǳǘƛƻƴŀǊƛŜǎέ

Motivator for 

people

{ŜŎǳǊƛǘȅ ŀƴŘ Ǌƛǎƪ ƳƛƴƛƳƛȊŀǘƛƻƴΣ ŦƛƴŘƛƴƎ ƻƴŜΩǎ ƻǿƴ ǇƻǎƛǘƛƻƴΣ 

maintaining stability

Involvement, challenge and free play, commitment. Performance 

in new, demanding areas
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Different challenges require different approaches

Mobilizing

Renewal

Learning 
organisation

Survival

Radical 
Repositioning

Turnaround projects focus on survival ςdecreasing the current need for change.

Mobilizing focuseson increasing the capabilities and willingness for change of individuals, 
groups, and organisations.

Radical repositioningcombines a proactive turnaround, anticipating a crisis, with the 
strategic redesign. The goal is to move into a more stable environment and increase the 
change capacity of the organisation.

Renewalaims at finding, testing and imlementing innovative potentials for new growth and 
success. The identity of company is being transformed and renewed.

Change is day to day business for the learning organisation (emergent change).Continuous 
development and innovation is achieved through decentral self-organisation, fostered by 
ǘƘŜ ƳŀǊƪŜǘΣ ǊŜǿŀǊŘ ǎȅǎǘŜƳǎ ŀƴŘ ǘƘŜ ƻǊƎŀƴƛǎŀǘƛƻƴΨǎ ŎǳƭǘǳǊŜΦ
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The Five Phases Model

The 
organizations
perceived 
ability to 
perform
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Key strategies:

ÅDisrupting routine: 
άChange starts with meέ
ÅEvaluating the need for action: 
άCǊƻƳ ƻǳǘǎƛŘŜ ǘƻ ƛƴǎƛŘŜέ
ÅAssessment of the willingness and 

ability to change: 
ά[ŜǘΩǎ ǘŜǎǘ ƻǳǊǎŜƭǾŜǎΗέ
ÅCommunicating by shaking up: 
άhǇŜƴƛƴƎ ǳǇ ςtaking a position ς
ǎŜƴŘƛƴƎ ǎƛƎƴŀƭǎέ
ÅIdentifying the key players: 
άCƛƴŘƛƴƎ ǘƘŜ ōŜǎǘ ǇŜƻǇƭŜέ

Breaking through routine ïwe must change

Typical situation and dynamics
ÅDiversity of perspectives and views concerning 
situation and future developments
ÅEnergy for change varied
ÅContradictory signals from stakeholders
ÅDoubts about information quality
ÅAmbivalent collective mood: routine vs. increasing 
interest in renewal vs. fear/blockades
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Creating visions of the future ï develop a roadmap
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Key strategies:

Å²ƻǊƪ ƻƴ ǘƘŜ ǾƛǎƛƻƴΥ ά²Ŝ ŀǊŜ ŎǊŜŀǘƛƴƎ 
ŀ όŦƛǘǘƛƴƎύ ŦǳǘǳǊŜΦέ
ÅDevelop strategy and master plan : 
ά.ƛƎ ǇƛŎǘǳǊŜ ƻŦ ŘǊŀǎǘƛŎ Ŏǳǘǎ ŀƴŘ ƴŜǿ 
ƎǊƻǿǘƘέ
ÅDecide architecture and teams: 
ά/ƻƴǘŀƛƴƳŜƴǘ ŘǳŜ ǘƻ ǇǊƻŎŜǎǎ ǎǘŀōƛƭƛǘȅ 
ŀƴŘ ǘǊǳǎǘέ
ÅCommunicate seriously and 
ǘǊŀƴǎǇŀǊŜƴǘƭȅΥ ά¢ƘŀǘΩǎ ǘƘŜǊŜ ǿŜ ǿŀƴǘ 
ǘƻ Ǝƻ ŀƴŘ Ƙƻǿ ǿŜ ƎŜǘ ƎƻƛƴƎέ
ÅDeepen and broaden change 

management know-ƘƻǿΥ ά!ōƻǳǘ ǘƘŜ 
ŀǊǘ ƻŦ ŎƘŀƴƎŜέ

Typical situation and dynamics
ÅFirst concepts and ideas about possible future
ÅConcepts too vague to get implemented on a 1:1 
basis
ÅUnclear: who will be concerned, degree of 
commitment, details of implementation
ÅOnly key people are involved 
ÅPerceived performance increases, potential threats 
are felt less 
ÅCollective emotional level: interest is predominant, 
those who are directly involved feel spirit of a new era
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Courageous decisions ï jumping into the cold water
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Key strategies:

ÅPlan and implement pilots and quick 
ǿƛƴǎΥ ά¢ŀƪƛƴƎ ŀŘǾŀƴǘŀƎŜ ƻŦ ǘƘŜ 
ǘǊŀƳǇƻƭƛƴŜέ
ÅCost-cutting and decisions
ŀōƻǳǘ ǇŜƻǇƭŜ ά/ƘŀƭƭŜƴƎƛƴƎ ǘƘŜ 
unpleasant aspects first ςwith 
ǎǳǇǇƻǊǘ ƳŜŀǎǳǊŜǎέ
ÅPromote growth and innovation: 
άLƴŎŜƴǘƛǾŜǎ ŀƴŘ ǎŎƻǇŜ ŦƻǊ ŦǊŜŜŘƻƳέ
Å5Ŝŀƭ ǿƛǘƘ ǊŜǎƛǎǘŀƴŎŜΥ ά²ƻǊƪ ǿƛǘƘ ǘƘŜ 

resistance ςƴƻǘ ŀƎŀƛƴǎǘ ƛǘΗέ
Å¦ǎŜ ŜǾŀƭǳŀǘƛƻƴ ŀǎ ŀ ƳƻǘƻǊΥ ά.ǊƻŀŘΣ 

stimulating ςǿƛǘƘ ŎƻƴǎŜǉǳŜƴŎŜǎέ

Typical situation and dynamics 
ÅCƛǊǎǘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ǎǘŜǇǎΥ ǘǊȅ ƻǳǘ ōƛƎ ǘƘƛƴƎǎ άŜƴ 
ƳƛƴƛŀǘǳǊŜέ
ÅInitial euphoria
Å{ǳōǎŜǉǳŜƴǘ ŘƛǎƛƭƭǳǎƛƻƴƳŜƴǘΥ άƳƛǎǳƴŘŜǊǎǘŀƴŘƛƴƎǎέΣ 
άƳƛǎƛƴǘŜǊǇǊŜǘŀǘƛƻƴǎέ
ÅResistance: reactions out of fear, sometimes  
aggressive
Å/ƻƭƭŜŎǘƛǾŜ ŜƳƻǘƛƻƴŀƭ ƭŜǾŜƭΥ ά5ŜŦŜƴŘƛƴƎ ǘƘŜ ŦƻǊƳŜǊ 
ƛŘŜƴǘƛǘȅέ ǾǎΦ ά/ƻƴǉǳŜǊƛƴƎ ƴŜǿ ǘŜǊǊƛǘƻǊƛŜǎέ
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Consistent implementation ï connecting the desire for 
innovation with broad involvement
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Time

Key strategies:

ÅSpeed up implementation activities 
ŀƴŘ ǇǊƻƧŜŎǘǎ ŎƻƴǎƛǎǘŜƴǘƭȅΥ άtǳƭƭƛƴƎ 
ȅƻǳǊǎŜƭŦ ƻǳǘ ƻŦ ǘƘŜ ǎǿŀƳǇΦέ
ÅAdapt architecture continuously: 
άbƻǘƘƛƴƎ ƛǎ ŦƻǊŜǾŜǊέ
ÅWinning over undecided and skeptical 
ƛƴŘƛǾƛŘǳŀƭǎΥ άCǊƻƳ ǘƘŜ ǘŜŀƳ ǘƻ ǘƘŜ 
ƻǊƎŀƴƛȊŀǘƛƻƴέ
Å!ŘŀǇǘ ǎȅǎǘŜƳǎ ǎǘŜǇ ōȅ ǎǘŜǇΥ άDƻƻŘ 
ǎȅǎǘŜƳǎ ǎŀǾŜ ŜƴŜǊƎȅέ
ÅContinue to learn and build up skills 
ŦƻǊ ǘǊŀƴǎŦƻǊƳŀǘƛƻƴΥ ά[ƻƻƪƛƴƎ ōŜƘƛƴŘ 
the backdrop ŀƴŘ ŎǊŜŀǘƛƴƎ ǎƪƛƭƭǎέ

Typical situation and dynamics
ÅInitial euphoria has worn off by now ςthe setbacks 
have hit home 
Åά{ƘƻǳƭŘ ǿŜ ǎǘƻǇ ƻǊ ŎƻƴǘƛƴǳŜέ
ÅMiddle-management are at the centre of change as 
mentors and multipliers responsible for 
implementation
ÅChange process becomes broader, more and more 
projects are completed
ÅTop-management impatient, middle-management 
overloaded with work, many people who will be 
affected are not yet involved
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Mastering the difficulties on the highland ï anchoring successes
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Key strategies:

ÅHarmonizing leadership systems: 
άLƴǘŜƎǊŀǘƛƻƴ ŀǘ ŀƭƭ ƭŜǾŜƭǎΦέ
ÅCultural change: integrate behavior, 

norms, values into day2day-business: 
ά!ǿŀǊŜƴŜǎǎ ŎǊŜŀǘŜǎ ƴŜǿ ǇƻǎǎƛōƛƭƛǘƛŜǎέ
ÅContinue training on a broad basis: 
άtǊŀŎǘƛŎŜΣ ǇǊŀŎǘƛŎŜΣ ǇǊŀŎǘƛŎŜΗέ
ÅIncrease outward orientation: 
άIŀǇǇƛƴŜǎǎ ƭƛŜǎ ƻƴ ǘƘŜ ōŀŎƪ ƻŦ ŀ 
ƘƻǊǎŜέ
ÅBring leadership into the focus of 

attention and finish the 
transformation: 
ά²ƛǘƘ enthusiasm towards new 
ŜŦŦƛŎƛŜƴŎȅέ

Typical situation and dynamics 
ÅLongest and most decisive phase ςalbeit not the 
most exiting one
ÅClear project orientation and broad implementation, 
ÅSystems integration and in-depth anchoring: slowly 
but surely ςall systems, all staff members
ÅTransformation is becoming second nature to people
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Phase Success Factors Pitfalls Further Discussion

1 Sharing the change vision
Willingness/opennessto 
change
Recognition to change

Fail to show added value of 
change
Fail to recognise need for 
change
Adapt change initiative to 
match organisational
culture values

How to communicate and involve 
different levels of the 
organisation ςi.e. for radicial
repositioning change initatives 
more top down communication, 
top down communication to set 
the boundaries, whilst bottom up 
communication to develop 
method of implementation

© Doujak Corporate Development



Phase Success Factors Pitfalls Further Discussion

2 Clear vision
Communication and 
utilisation of all available 
medias
Clearstructure and plan ς
transparency
Mission statement which 
peoplecan believe it
Bottom up involvment
Continuous commitment

Beaware of the amount of 
communication
Possible to have too many 
people involved
Grape vine rumours and 
gossips
No clear understanding on 
change goals

How do you handle gossipand 
rumours? 
Rumours are essential for change 
ςshows the clarity of 
communication or lack off. Listen 
to colleagues/employees in an 
informal setting to get better 
feeling for mood ςuse 
αƳŜǎǎŜƴƎŜǊǎά
How much energy to focus on 
handling rumours? If rumours are 
regarding key areas of the change 
project then they must be 
addressed. 
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Phase Success Factors Pitfalls Further Discussion

3 Phase of consolidation after 
architecture has been 
developed
Develop feedback 
mechanism
Evaluatethat plan is 
implemented
Ensure quick wins

Listen to feedback!
Provide training for 
managing feedback
Good management of 
change process according 
to architecture

Other personal experiences ς5 
Phase model is an optimal model 
that is different to personal
experience. 

Early phases of model are crucial 
for success in the latter stages of 
model. Need good foundations.
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Phase Success Factors Pitfalls Further Discussion

4-5 Communication and
remotivating 
colleagues/teams
Bring new blood and 
capabilities into teams for 
next stage of project
You need executors with 
quantifiable methods to 
measure the success of 
change goals.
When handing over projects 
to other managers/teams, 
take care in preparing the 
required competences are 
available to carry out next 
change phase

Old habits still exist
New behaviours not 
adapted in day to day 
business
Motivate and support the 
front end implementors of 
changes ςrecognition also 
ƴŜŜŘŜŘ ŦƻǊ αŘƻŜǊǎά ƴƻǘ Ƨǳǎǘ 
αǘƘƛƴƪŜǊǎά

Level 5 ςquality assurance? Aim
is to become a learning 
organisation
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Every emotion has a function

disappointment
sadness

joy
courage

daily routine fear
uncertainty

anger 
aggression

Curiosity
interest

daily routine
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ÅDecide wisely ςlayoffs as the last resort

ÅCommunicate as clear and concise as possible ςopen ςinteractive ςwith 
content and emtional messages

ÅPlan hard cuts comprehensively based on a stakeholder analysis

ÅCommunicate plausibly what the hard cuts will bring and why they are 
necessary

ÅImplement as announced including support

ÅMonitor and evaluate results continuously

Management Agenda
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Thinking and feeling 
cannot be seperated.

ÅEmotions are drivers and 
barriers to our thinking.

ÅEmotions bias our focus and 
attention.

ÅEmotions impact learning and 
remembering.

ÅEmotions attract certain 
thoughts and reject others.

Emotions are the drivers of change processes

Implications for
communication.

Å Emotional and affective tune is just as 
important as the cognitive understanding.

Å /ƻƳƳǳƴƛŎŀǘƛƻƴ ŘƻŜǎƴΨǘ ǿƻǊƪ ǿƛǘƘƻǳǘ ŀ 
minimum of emotional conformity (being 
on the same page).

Å As a result affective accomodation, 
responding to people, picking them up 
where they are is important.

Å Affective moods, verbal and non-verbal, 
are highly infective. They spread at 
lightning speed and impact following 
situations and messages.
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