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In an ideal world, or-
ganizational change 
would significantly 
he lp organizat ions 
adap t to sh i f t ing 
conditions, But in re-
ality, says J o h n P. 
Kotter, c h a n g e ef-
forts in most organi-
zations are mediocre 

at best and sometimes fail miserably. 
In his book leading Change. Kot-

ter cites eight critical errors thai con-
tribute to bungled change efforts: 
I allowing too much complacency 
• failing to create a sufficiently pow-
erful guiding coalition 
I u n d e r e s t i m a t i n g t h e p o w e r of 
vision 
I undercommunicating the vision by 
a factor of 10 (or 100 or even 1,000) 
» permitt ing obstacles to block the 
new vision 
» failing to create sh.ort-term wins 
l declaring victory too soon 
l neglecting to anchor change firmly 
in the corporate culture. 

The consequences of those errors 
are serious: New strategies aren't im-
p lemen ted well , acquis i t ions don ' t 
achieve expected synergy, and quali-
t y - b a s e d p r o g r a m s d o n ' t d e l i v e r 
hoped-for results, says Kotter. 

The biggest mis take that p e o p l e 
make when trying to establish change 
in organizations is "to plunge ahead 
without establishing a h igh-enough 
sense of urgency in other managers 
and employees," says Kotter. 

To counteract the eight errors. Kot-
ter provides an eight-stage process for 
creating major change. He points out 
that successful change goes through 
all eight stages and that sk ipp ing a 
single s tep or get t ing too far ahead 
can create problems. 

In addition to following the eight-
stage process, Kotter says that anoth-
er key component of transformation 
is leadership. By leadership, he does 
not mean management, which he- de-
fines as "a set of processes that can 
keep a complicated system of people 
and technology running smoothly." 

Instead, Kotter defines leadership as 
"a set of processes that creates organi-
za t ions . . .o r adap t s them to signifi-
cantly changing circumstances." 

"Leadership def ines what the fu-
ture should look like, aligns people 
with that vision, and inspires them to 
make it h a p p e n desp i t e the obs ta-
cles," says Kotter. Managers are con-
cerned with planning and budgeting, 
organizing and staffing: leaders estab-
lish direction and align people. 

In chapter 4, Kotter outlines a plan 
for creat ing a guiding coali t ion. No 
o n e individual, says Kotter. is ever 
able to develop the right vision, com-
municate it to large numbers of peo-
ple, el iminate all the key obstacles, 
genera te short- term wins, lead and 
manage dozens of change projects, 
and anchor new approaches deep in 
the organization's culture. He recom-
m e n d s a s t rong g u i d i n g coa l i t ion , 
which is an essential part of any effort 
to restructure, reengineer, or retool. 

In pu t t ing t o g e t h e r that "d ream 
team," Kotter suggests these guide-
lines: 
Position power. Are enough key play-
ers on boa rd , especia l ly l ine man-
agers. so that those left out cannot 
block progress easily? 
Expertise. Are the relevant points of 
view—in terms of people's discipline, 
work experience, and cultural back-
grounds—represented adequately so 
that informed, intelligent decis ions 
will be made? 
Credib i l i ty . Does the g r o u p have 
enough people with good reputations 
in the firm so that its pronouncements 
will be taken seriously? 
Leadership. Does the g roup include 
enough proven leaders to be able to 
"drive" the change process? 

Kotter a lso warns readers about 
two types of individuals who should 
be avoided when putting together the 
coalition. 

"The first have egos that fill up a 
room, leaving no space for anybody-
e l s e . T h e s e c o n d a re wha t I call 
' snakes, ' peop le that create enough 
mistrust to kill teamwork." 

Next. Kotter describes how to de-
velop an effective vision. His advice 
should be v iewed in light of o the r I 

books that have attempted to explain 
that complicated task. He does, how-
ever. make an important point: An in-
effective vision may be worse than no 
vision at all. At the end of chapter 4, 
Kotter cautions: 

"Whenever you leave one of the 
s t e p s in t h e e i g h t - s t a g e c h a n g e 
process without finishing the work, 
you usually pay a big price later on. 
Without a sufficiently strong founda-
t ion . t h e r e d i r e c t i o n c o l l a p s e s at 
some point , forcing you to go back 
and rebuild." 

It is worth mentioning that unlike 
some similar books, Leading Change 
shou ld be read from start to finish. 
Kotter > program for change is highly 
structured, and it leaves little room for 
flexibility. And a l though his gu ide-
lines are obvious in places, the pro-
gression of the eight-stage process is 
crucial. In fact, the order of Kotter's 
plan is more notable than its individ-
ual parts. 

In what is perhaps the most absorb-
ing chapter in the book, "The Organi-
zation of the Future," Kotter predicts 
that in the next century, if the rate of 
c h a n g e con t inues to climb, the ur-
gency rate of successful organizations 
will have to be medium to high all of 
the time. Kotter believes that organiza-
t ions will be nonbureauc ra t i c with 
fewer rules and employees. They will 
d i s t r i bu t e p e r f o r m a n c e da ta m o r e 
widely and offer management training 
and support systems to more employ-
ees. In addition, says Kotter, the cul-
ture of the 21st-century organization 
will be more externally oriented, em-
powering, open, and risk-tolerant. 

Last, Kotter reiterates that leader-
s h i p is t h e cata lys t that will d r ive 
those organizational changes. 
Bottom line: As a respected expert on 
business leadership, Kotter has out-
lined a clear and dynamic plan for 
leading change. But don't expect any 
earth-shattering messages; the bulk of 
Leading Change covers well-trodden 
ground. 

Leading Change, by John P. Kotter. 
22 i pp. Boston, MA: Harvard Busi-
nes s School P u b l i s h i n g . 617 /495-
6700. $24.95 
Circle 245 on rentier service card. 
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In Human Resource 
Champions, Dave II-
rich argues that HRD's 
role will have to he re-
de f ined to meet the 
cur ren t c h a l l e n g e s 
facing most organiza-
t ions . His b o o k ex-
plores how HRD pro-

fessionals and line managers can work 
together to "champion the competitive 
organization of the future." 

Ulrich describes eight major chal-
lenges facing executives and says that 
e a c h c h a l l e n g e r e q u i r e s n e w a p -
proaches to delivering IIRD. They in-
c l u d e g l o b a l i z a t i o n , p r o f i t a b i l i t y 
t h r o u g h cost and g r o w t h , c h a n g e , 
technology, and attracting and retain-
ing intellectual capital . In o rder to 
meet those chal lenges , says Ulrich, 
HRD must refocus its efforts. 

"As champions of competitiveness, 
MR professionals must focus more on 
the deliverables of their work than on 
doing their work better. They must 
articulate their role in terms of value 
c r ea t ed . They must c r ea t e mecha -
nisms to deliver MR so that business 
resu l t s qu ick ly fo l low. They must 
learn to measure results in terms of 
business competitiveness rather than 
employee comfort and lead cultural 
t ransformat ion rather than consoli-
date, reengineer, or downsize when a 
company needs a turnaround." 

The deliverables are strategy exe-
cution, administrative efficiency, em-
ployee commitment, and transforma-
tion and change. Ulrich also looks at 
the four roles that HR must master in 
order to adapt to the changing busi-
ness world. In chapter 3, Ulrich says 
that becoming a strategic par tner— 
the first role—means that HRD must 
l establish an organizational archi-
tecture and be able to use it to trans-
late strategy into action 
l learn to perform effective organi-
zational diagnoses by asking the ap-
propriate questions and by generating 
creative and apt alternative practices 
) set priorities for initiatives and then 
follow through on them. 

Another important role is that of 
administrative expert, which requires 

mastering two phases of reengineer-
ing: improving processes and rethink-
ing value creation. 

The third critical role is employee 
champion. Ulrich says that I IRD pro-
fessionals must "demonstrate to em-
ployees the conf idence and trust of 
ministers, the sensitivity of psycholo-
gists, the creativity of artists, and the 
d i sc ip l ine of pilots ." He e x a m i n e s 
several case studies and some serious 
employee problems that HRD typical-
ly handles . For example , Ulrich ex-
pla ins how Intel 's HRD staff dea ls 
with downsizing and redeployment , 
using redeployment to upgrade the 
skills of its workforce. It created a re-
deployment fund of S10 million to be 
used for outsourcing, retraining, and 
relocating laid-off employees. It also 
worked to move employees between 
divisions instead of letting them go. 

"They 11 IRD people ] e n g a g e d in 
w o r k f o r c e p l a n n i n g to a n t i c i p a t e 
workforce numbers and competencies 
needed in the future. They helped em-
ployees assess their skills and match 
them with the company's present and 
future needs. As a result of these ef-
forts, 92 percent of Intel employees in 
a recent survey stated that they felt 
they "owned their own employ-ability.'" 

In c h a p t e r 6. Ulrich s h o w s h o w 
HRD professionals can act as change 
agents to build an organization's ca-
pacity to handle initiatives, processes, 
and cultural change. 

For example , at General Flectric, 
transformation efforts have been oc-
curring since the early 1980s. As new 
v a l u e s h a v e t a k e n h o l d , w o r k 
processes have had to be modified. 
HRD has played an important role in 
all of GF's changes. 

"As businesses were diversed and 
acquired, HR professionals on the re-
structuring teams helped to determine 
the value of assets and quality of man-
agement of the business and Ihelpedl 
develop an integration or separation 
process appropriate to each." 

Ulrich s u g g e s t s that HRD t a k e 
these steps to help their organizations 
meet new objectives: 
I Iden t i fy key succes s f ac to r s for 
building a capacity for change. 
I Provide the extent to which the key 
success factors are being managed. 
* Identify the improvement activities 
for each success factor. 
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Once those four roles have been 
achieved, HRD must also "champion 
HR principles w ithin its departments." 
Chapter 7 includes a table summariz-
ing HRD strategies in 13 companies. 
The table shows each company's vi-
s i o n , m i s s i o n , v a l u e s , in i t ia t ives , 
priorities, actions, and measures. 

Ulrich is careful to point out that 
FIRD's role is fundamental to building 
a competitive organization. His book 
aims to help HRD professionals ev al-
uate and improve HRD practices and 
HRD departments. 

By fo l l owing the g u i d e l i n e s set 
forth in Human Resource Champions. 
r eade r s may learn how to m a n a g e 
change, engage employees, execute 
strategy, and Operate more effectively. 
Bot tom line: This book p rov ides a 
thorough f ramework for reposition-
ing HRD to m e e t t h e c o m p e t i t i v e 
challenges that businesses confront. 

Human Resource Champions, by 
Dave Ulrich. 288 p p . Bos ton . MA: 
Ha rva rd B u s i n e s s School Press . 
617/495-6700. $29.95 
Circle 246 on reader service card. 

Send hooks for consideration to 
Books, T r a i n i n g & D e v e l o p m e n t , 
1640 King Street. Box 1443. Alexan-
dria. IA 22313-2043. 
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