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Message from the President of GSCLG

Global Supply Chain Review
Happy New Year!

During 2010 we had the privilege of interviewing supply chain
executives from various industries. We hope you found the
interviews and articles interesting.

We want to meet even more outstanding supply chain leaders. We
want to interview them to learn from their views and
accomplishments. We will do our best to present to our readers
those leaders that deserve to be recognized. Of course, we
welcome nominations of individuals you would like to see profiled in
our pages.

All of our past interviews can be found at:
http://www.gscreview.com/home_com.php.

As we kick off with our first issue of 2011, | am delighted to present an interview with Marcy Alstott, Vice
President of Operations for LaserJet Business at Hewlett-Packard. Marcy has a superb career in our
industry while working for a number of companies including Sun Microsystems, Adept Technology,
Chipcom, and 3Com.

Marcy graduated from Purdue University with a bachelor's degree in Mechanical Engineering and a co-op
program education at General Motors. She went on to Stanford University for an MSME with a design
concentration and then added an MBA from Santa Clara University.

We look forward to providing you with additional interviews and interesting articles in our third year.

As the American economy begins to show signs of life, | am inspired to believe that our industry will become
even more visible, and that supply chain professionals such as our readers are able to demonstrate their
great talents and immense values in their respective organizations.

We wish you a healthy and prosperous 2011!

Sergio Retamal

Publisher, GSC Review

WWW.QScreview.com

President, GSCLG
www.gsclg.com

Our Mission

We aim to celebrate supply chain leaders with vision, passion, and care for their customers and
employees. These leaders provide the value shareholders' deserve; they ensure that their customers keep
moving forward while dealing with global challenges affecting the day-to-day operations. If we recognize
great performance and leadership potential, we will promote our capacity to lead both operationally as well
as at the C-level. As senior-level supply chain leaders, the senior executives featured in our magazine
should be recognized by their peers and by the industry. We hope to see them grow and become the future
CEOsthatwe all deserve and admire.


http://www.gscreview.com/
http://www.gsclg.com
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Does your company’s
Transportation and Supply Chain
operations need a tune up?

“In the first month we engaged Global4PL, we were able to implement three cost reduction projects which
will result in millions of dollars in savings over the next five years. In addition, we are now able to respond
more quickly to our international customers' demands, as we continue to build our business outside the
USA. Global4PL has been one of the most cost-efficient service providers that | have ever engaged.”

JB Delaney
Director, Supply Chain, Infinera Corporation, a digital optical communications company

8 Hours of Complimentary Compliance and Cost Reduction
Assessment Offered to Select Organizations

This unique offer is valid until February 25, 2011 and includes:

O Assess current processes and practices to identify potential efficiency improvements to
minimize the total cost of your operations, and identify specific ways your company can
improve quality and service.

O Evaluate inbound, outbound, domestic and international transportation strategy and
structure to identify areas for cost and efficiency improvements.

© Provide you a summary of recommendations to improve quality, service and cost
performance of your operation.

If Global4PL identifies opportunities for minimizing risks, achieving cost reduction and
improving efficiencies, you will receive our objective, independent review with no obligation.

On receipt of our Summary of Recommendations for improvement, you will have the option to
engage Global4PL to implement a customized plan of action to maximize efficiencies and
realize costs savings — immediately.

Global4PL is an award winning innovative supply chain service provider focused on delivering
an all-inclusive range of supply chain services.

Our assessments have resulted in cost savings of up to 53% of our clients' supply chain costs.
Global4PL's experience has saved 94% of our clients money.

Contact Global4PL today to take advantage of this unique, risk free offer by February 25, 2011.

E-mail us at info@global-4pl.com or call us at 866.475.1120 to schedule your assessment.




Interview with Marcy Alstott, Vice President of LaserJet and

Enterprise Solutions Operations at Hewlett-Packard

Marcy Alstott is an Operations and Supply Chain executive with
diverse product and technology expertise, multinational
management credentials and extensive transformation know-how.
She s currently the VP of Operations for the LaserJet and Enterprise
Solutions business unit at Hewlett-Packard. This global $13B
business is on a rapid growth trajectory that calls for exceptional
supply chain flexibility and competitiveness.

Marcy is known as an excellent cross-functional, multi-level
communicator which is the basis for her consistent leadership
success. Formerly, Marcy was Vice President of Operations at Sun
Microsystems, a provider of mission critical computer systems. She
had operations responsibility for Sun's high end server line and
consistently delivered to cost, quality and delivery goals. In this role,
Marcy had responsibility for Manufacturing Engineering, Supply
Management, Supply Execution, Planning, New Product Program
Management and Quality. Prior to Sun Marcy led the Operations
team at Adept Technology, a factory automation company producing
precision vision and motion sensing robotics systems. At Adept, she
was the General Manager for their nascent semiconductor wafer
handling business unit overseeing growth to 5% of the company's
revenue within ayear.

Passionate about launching high tech products into the market, Marcy moved through positions of
increasing responsibilities at Hewlett-Packard, Chipcom and 3Com. Her varied positions included
Fabrication Shop Manager, Process Engineering Manager and Director of Manufacturing Engineering.

Marcy graduated from Purdue University with a bachelor's degree in Mechanical Engineering and a co-op
program education at General Motors. She went on to Stanford University for an MSME with a design
concentration and then added an MBA from Santa Clara University. Marcy is a frequent speaker at
professional venues, and a participant on University Advisory Boards. Marcy and her husband Ted live in
California's Bay Area.

How important is supply chain management to Hewlett-Packard's overall business strategy?
HP has the largest IT supply chain in the world. We, along with our partners, manufacture in every region of
the world, and then we deliver those products all over the world. With this scale and scope, our supply chain

has become a competitive differentiator for the company as awhole.

What primary areas of focus (or key initiatives) should Hewlett-Packard be looking at for Supply
Chain Management?

In HP's supply chain, we are focusing on four main areas.

HP is 'Big for a Reason.' We're leveraging our scale to make HP technology more accessible and more
affordable for our customers.

We're also focusing on innovation. While our engineers and product developers come out with new and
inventive products, our supply chain also has a history of being a thought and process leader. We will
continue be creative and resourceful in order to develop processes to better serve our customers.



Interview with Marcy Alstott, Vice President of LaserJet and

Enterprise Solutions Operations at Hewlett-Packard

Continued

Our third area of focus is sustainability. With the IT industry's largest and most complex global supply
chains, HP has a responsibility to lead in supply chain social and environmental responsibility that we take
very seriously. Our Supply Chain and Social and Environmental Responsibility (SER) teams are in
lockstep when we make changes to our operations.

Finally, we have our Pan-HP Supply Chain Optimization. We are working across our three main business
units to simplify processes, leverage spend, drive progress, and exceed customers' expectations.

How has outsourcing enabled Hewlett-Packard to be successful with these initiatives?

Our partners and suppliers are key to HP's success in delivering innovative and market leading products to
all of our customer segments. Our suppliers must be like HP - efficient, streamlined and socially and
environmentally responsible.

How is Hewlett-Packard addressing the market's increasing focus on 'green' supply chains and
reducing acompany's carbon footprint?

The IT industry is responsible for just 2% of global greenhouse gas emissions; so while we are fully
committed to reducing our own impact, we are also leveraging our size, scope, technology, and customer
relationships to impact the other 98% of emissions coming from outside our industry.

Internally, we are streamlining our manufacturing and distribution nodes, and adjusting our modes of
transportation to be more efficient, and so the delivery of our products is done with less impact on the
environment. We are also working closely with our manufacturing partners and suppliers to improve their
energy efficiency. HP has expanded our carbon accounting beyond our own operations. In 2008 we
became the major IT Company to publish our aggregated supply chain greenhouse gas (GHG) emissions,
and we continue to work with our suppliers and partners to establish expectations on energy efficiency in
their operations. http://www.hp.com/hpinfo/globalcitizenship/globalissues/supplychain.html

Likewise, we encourage our customers to know and understand their carbon footprint.
http://h71028.www7.hp.com/enterprise/us/en/solutions/hp-carbon-footprint-
calculator.html?jumpid=req R1002 USEN

We have the opportunity to further impact global greenhouse gas emissions through our product offerings,
product design and product usage by our customers. For example, HP offers software and services that
help businesses and government organizations to reduce their own carbon footprints. Our newer printer
and PC designs use significantly less energy than previous models, and are increasingly made of more
and more recycled plastic. Finally, our Halo Videoconference Collaboration Studios allow for face to face
meetings across the world without the need to jump on an airplane.

How is Hewlett-Packard addressing the market's increasing focus on 'safe/secure' supply chains,
such as the new US and UK regulations due to increased risk of explosives on cargo planes?

As always, HP will continue to comply with international, federal, regional, state and local regulations and
requirements with regard to air or sea freight. If implications do arise, we will take the necessary steps to
ensure HP will continue to deliver to our customers, while adhering to laws and regulations.

What do you think are the key Supply Chain Management priorities for the coming 2-3 years for
Hewlett Packard?

We will continue to focus on our Pan-HP Supply Chain Optimization through four specific work streams:
Procurement & Product Design, Physical Network & Logistics, Process & IT, and Services & Warranty. Our
innovation and sustainability efforts will remain at the forefront, and we will continue our focus on emerging
markets.



Interview with Marcy Alstott, Vice President of LaserJet and

Enterprise Solutions Operations at Hewlett-Packard

Continued

What do you think are the key Supply Chain
Management priorities for the coming 5-10 years at
Hewlett-Packard?

In the next 5-10 years, HP's supply chain will be expanding Complete Global Supply Chain Visibility... ¢
across the world as our business and our products serve In USRS -
even more global customers. As we grow, we will focus on '
building relationships. Intensive collaboration with our
suppliers, manufacturing partners, and customers will
become a key priority. We will work on becoming more
flexible as the needs of our global customer base will
become even more diverse. While doing all of this, we will

continue to build efficiencies in our business wherever _ cms vendors I
. Sm"“l"s
possible. ~ Hy 4PLs
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What are the biggest challenges for manufacturers to
achieve supply chain excellence?

At HP, our innovation in products, technologies and supply
chain itself have driven HP's Supply Chain performance
and excellence. As the world's largest IT company, our
supply chain has to deliver more products and services
than any other company and our scale provides us intrinsic
advantage to address external market pressures.
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For more information, please visit our web site:
www.pohorizon.com

Who is responsible for your company's business
continuity planning when facing natural disasters,
major disruptions or other geopolitical issues?

Everyone in HP is responsible for successfully business
continuity planning and implementation. Delivering to
customers in 170 countries around the world, 24 hours a
day requires team effort across the globe.

How do you grade Hewlett-Packard's supply chain
overall performance in client satisfaction?

More important than how we grade HP's client satisfaction
is how others and most importantly how our customers
grade HP's performance. In AMR/Gartners' Supply Chain
Top 25 for 2010, our peers ranked HP's supply chain 7th
across the globe, across all industries.

During this economic downturn, how do you keep your
entire organization motivated?

The past two years, more than anything, have provided our
supply chain with opportunities. We began with our Supply
Chain Optimization initiative, really leveraging our scale
and expertise across all three of our businesses in order to
furtherimprove our operations.
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Enterprise Solutions Operations at Hewlett-Packard
Continued

What are the key factors to ensure a successful Contract Manufacturing (CM) relationship? How
importantis trustin Hewlett-Packard’s/CM relationships?

Our partners and suppliers are key to HP's success in delivering innovative and market leading products to
all of our customer segments. Our suppliers must be like HP - efficient, streamlined and socially and
environmentally responsible. We promote transparency in the supply chain. We believe that transparency
gains trust, which improves the effectiveness of our supply chain work. We provide global and regional
summaries of our audit findings as well as detail of our supplier capability building programs in our Global
Citizenship Report. In 2007, we were also the first in our sector to publish the names of our suppliers and
we continue to do so. This remains an industry-leading practice.

How do you prepare for the upturn now that the economy is showing improvements?

HP has a diverse offering of IT solutions and products, and with that comes multiple supply chain models
that are used to deliver product to customers more effectively. It is because of these different models that
we are better able to anticipate coming changes in order frequency and type, and better able to react to
them quickly. Whether it is the current upturn in the economy or the peaks and valleys that we see in any
normal economy, HP is ready to right-size our operations and deliver product efficiently and effectively.

How are standards changing in the global supply chains of the future?

We embrace the challenge of raising standards in our supply chain both with HP employees and our
suppliers and partners. The insight we have gained helps us to continue to make improvements in our
global production network even as we continue to uncover new challenges. Improving supply chain
standards is an ongoing process, and collaboration is vital to our program's success. While assessing
conformance is essential, our goal is long-lasting change. To achieve this we have found it important to go
beyond assessment and actively support suppliers in developing their labor, health and safety,
environmental, and ethics management capabilities.

What are your thoughts regarding globalization?

HP is the world's largest information technology (IT) company and has the industry's most extensive supply
chain-with more than 700 production suppliers working in more than 1,200 locations worldwide and
employing more than 300,000 people. We have to manufacture, deliver, service and recycle products
around the globe.

What attracted you to supply chain management?

I like to solve complex problems. | enjoy managing a global team and I've always loved the pace of
manufacturing. There is never adull day!

What are the main skills and personal attributes that have helped you reach your current position?

| am analytical and have an ability to sift through and then integrate information to understand the full
picture. I'm not afraid to make difficult decisions. | don't compromise my integrity under any circumstances.
Finally, | am passionate about building a great team and the team makes me successful.

What would you say is the most rewarding experience you've had in your career?

I've had the pleasure of watching many people I've mentored grow and contribute hugely in their careers.
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Enterprise Solutions Operations at Hewlett-Packard

Continued

What have you learned as “VP of LaserJet and Enterprise Solutions Operations* that has surprised
you or changed the way you do business?

| am learning how to leverage the power of HP. There are lots of best practices to leverage. The process
work done at HP is excellent. The challenge is finding and then harnessing the power of this company with
its history and size.

Who do you rely on for advice?

I have worked hard to keep in touch with a number of colleagues over the years. The combination of
experience, perspective and approach is a storehouse of wisdom that | draw from regularly. | don't have a
lot of time but have figured out through the years that the investment in developing a network of friends and
advisorsis worth the extratime.

How do you balance your work life with your personal life?

There is really no such thing in my experience. At any one time I'm unbalanced in one way or another. But
I've managed to carve out focused time for family and friends over the years. The time | have away from
work recharges me. When | don't getit I lose some perspective. Frankly, | owe itto my employees and to HP
to pull away from work to get a better grip on strategy, long term objectives, people development and
outside context.
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Strategies for Leading through Times of Change

Fourteen Effective Patterns to Ease an Organization through Change

By Mary Lynn Manns, PhD and Linda Rising, PhD

Reprinted by permission from the Graziadio Business Report, Vol. 13, Issue 2, 2010
http://gbr.pepperdine.edu/2010/08/strategies-for-leading/

Leading change is difficult. Therefore, much is written on the topic. This article is based on a study that took
the unique approach of listening to stories from leaders in a variety of sizes and types of organizations and
documenting their recurring, successful solutions to common problems found in change initiatives. Their
strategies, or "patterns,” provide a resource for anyone who struggles with introducing a new idea into an
organization.

Introduction

We are living in aworld in which the word "change" defines the new work
order. Organizational leaders no longer have the luxury of
contemplating if they will make changes, but rather must decide how
they can transform their organization in order to survive a rapidly
shifting environment. A recent issue of Business Week reports: "...
there's no question that the game has changed for business. The tools
managers once used with great success ... are being reevaluated.” In
this same issue, Cisco CEO John Chambers cautions, "Without
exception, all my biggest mistakes occurred because | moved too
slowly.”

The process of change can bring stress to even the strongest organization. Leaders will struggle and so will
the people they are trying to convince. Arecently published book, Change or Die explains why the odds are
nine to one that individuals will not alter behavior even when faced with the likelihood of dying prematurely
as aresult of bad habits. Business leaders who see this statistic might question their chances for success in
leading less threatening initiatives in their organization. Surrounded by the pressure to respond to a rapidly
shifting world, leaders need tools to address the many challenges in building and maintaining new
initiatives, so that they are never caught off-guard. This study provides some of these tools.

The Study

There is much written about organizational change theory and the recommendations it yields. This study
took the unigue approach of documenting common problems and successful solutions in an array of
change initiatives. To do this, numerous stories and experiences of facilitating change were gathered from
people leading transformations in their organizations throughout the world. The leaders represented
diverse backgrounds, ages, experiences, and job titles and came from a variety of sizes and types of
organizations, both large and small, profit and not-for-profit. From their stories, observations were
documented and merged with other research findings on the topics of change and influence. Accounts of
successful change agents throughout history were also included. During this process, the findings were
continually exposed for comment and feedback at conferences and with reviewers experienced in leading
change.

When the investigation uncovered a recurring and effective strategy for leading change, it was
documented as a “pattern.” Just as the name suggests, a pattern captures a strategy that has occurred
more than once. Christopher Alexander used this method of documenting patterns to record successful
design practices in the architecture profession. His focus on proven solutions rather than new and unique
ones was motivated by his observation that modern-day buildings and towns did not approach the beauty
of the historical past. Unlike an idea or well-planned proposal that may or may not work, Alexander showed
how a pattern describes a solution that has been applied successfully over the course of time in many
different circumstances. While an individual pattern documents a successful solution to one recurring
problem, building relationships between them into what is known as a “pattern language” provides a
resource to handle truly complex problems, such as leading change in an organization.



Strategies for Leading through Times of Change

Fourteen Effective Patterns to Ease an Organization through Change

To date, this organizational change study has uncovered 58
effective strategies, or patterns, that anyone at any level
within an organization can use for leading change. Each one
takes its form from Alexander's work, containing the following
sections: opening story, abstract, context, problem, forces,
solution, resulting context, and known uses. Because each
pattern is named, the collection provides a vocabulary for
change agents to have constructive conversations about
their problems and solutions. There are 14 patterns
introduced in this article. Full descriptions of all the sections
in each pattern can be found in Fearless Change: Patterns
for Introducing New Ideas by Manns & Rising and short
summaries are available in Table I.

Findings

Agents of change, whether the CEO or a young, new
employee, often feel like “powerless leaders” because
changing people's minds is rarely easy. As Machiavelli has
pointed out, “... there is nothing more difficult to carry out, nor
more doubtful of success, nor more dangerous to handle
than to initiate a new order of things.” Therefore, some
leaders may think it is easier to demand that a change
happens™'they may drive it from the top without significant
across-the-board participation. While this may appear to be
faster than a grassroots, emergent effort, it's likely to result in
disgruntled compliance, rather than involvement and
satisfaction among the individuals the leader is attempting to
change. In contrast, this study shows how leaders who make
use of patterns when encountering challenges along the way
are more effective in engendering “buy-in,” carrying out a
change initiative that intrigues and interests others to the
point that they want to change.

The Starting Point

The pattern that describes the person who will lead the
change is titled Evangelist because the change agent must
have faith in the new idea and passion for the work it will take
to convince others to follow. This attitude will carry the leader
through the inevitable frustrations along the way. The change
leaders who were interviewed revealed that a sincere belief
in the value of their idea for their organizations is necessary
before the leader will have the ability to convince others.

However, the Evangelist must understand that patterns are
not “silver bullets.” Using a pattern wisely means
understanding the right context for its use and the
consequences of application. All strategies have both
positive outcomes as well as negative. The Evangelist
pattern guards against being overzealous because, while
passion will encourage people to take notice, fanaticism can
turn people off.

Continued

At the
crossroads

of crisisand opportunity

stands
N productive
change.

The Chinese symbol for change combines the characters for crisis and opportunity.
Pepperdine University s Master of Science in Organization Development (MSOD)
program helps professionals and theirorganizations face the crossroads of crisis and
opportunity to choose the wise path of strategic change. Established in 1975,
Pepperdine s MSOD is the most recognized master s-level OD program in the world.
When you enroll at Pepperdine, you will join a long tradition of professionally
successful, personally grounded, and globally competent OD practitioners.

* Eight intensive and interactiveeight-day class sessions over two
years in California and international settings.

* Application-focused environment including field work in
organizations and immediaterelevance to your clients and staff.

* For OD consultants, HR professionals, line and staff managers,
and executives.

Candidates are now being selectedfor the new class. Take this opportunity to
expand your expertise and your success. Contact Pepperdine today.

PEPPERDINE UNIVERSITY

Graziadio School of Business and Management
The New World of Business Is Here"

310-568-5598

www.Bschool.pepperdine.edu
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Continued

Widening the Circle

Being an Evangelist for change takes time and energy, butitis
even more difficult when the leader attempts to do it alone.
Therefore, the pattern named Ask for Help can lighten the Complete Global Supply Chain Visibility... §
workload. In addition, it can build support from people who In justone system

provide the help and then begin to feel part of the change f
effort.

When asking for help, it is useful to start by finding people in
the organization who get excited about new things. These
types of people are described in the pattern Innovator. They
can help test the new idea and provide early feedback.
However, their strength can also be seen as a downside = . 4 \

. . . Customs 4PLs
because their enthusiasm for new ideas often causes them to Comiers || Forwarders || Brokers N\

quickly move from one initiative to another.

vendors

The pattern named Early Adopter can help with this. Unlike an
Innovator, the Early Adopter will respond to a new idea with
more questions and careful consideration. This allows themto
be viewed as sensible decision makers and, as a result, they
can serve as effective opinion leaders.
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The individuals an Evangelist identifies as Innovators and - et Ty
Early Adopters may be interested in helping to apply the Just — www.pohorizon.com
Do It pattern™integrating the new idea into a current project in
order to understand its benefits and limitations. Once there
are some success stories, they can share their experiences in
an informal, interactive session, or a Hometown Story. This
pattern is effective because individuals are often convinced
when they hear from others “just like them” who are having
success withanew idea.

At the same time, the Evangelist must recognize that people
take change personally. Presentations and e-mail messages
will arouse curiosity and some interest, but old habits will not
die without effort. The Personal Touch pattern recommends
that change leaders look for opportunities to talk with
individuals one-on-one about how the new idea can be
personally useful and valuable to them. Therefore, rather than
pushing the solution, Personal Touch allows the Evangelist to
build relationships and encourage others to discuss the new
ideain the context of their individual roles and problems.

Example: Evangelist, Just Do It, Hometown Story,
Personal Touch, Step by Step

Charles, a contractor in a large media research company, is
one Evangelist who shared his story for the study. His
experience introducing a new programming language into an
organization that had concerns about performance and
scalability shows how he used the patterns to reach his goal.
The vice president said the language choice could be a
career-killing decision for Charles, but his passion caused him
to believe it was worth the risk. He needed more than faith, so

11
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Continued

he built a team that was willing to help gather data. They built two similar systems, one in an older language
used throughout the organization and one in the new language (Just Do If). They shared their results with
others (Hometown Story) and demonstrated that the new language was better able to meet the
performance and scalability requirements and could therefore be used in an upcoming two-year
development project.

Charles also applied the Just Do It and Hometown Story patterns when introducing software testing tools a
short time later. He utilized the tools in his own work and documented the benefits. Once there was
something to show, Charles held an information session to explain what he had learned. He also kept his
ears open for opportunities to help those who showed an interest in his work and was quick to lend a hand
when he found individuals who were having a problem that his testing tools could solve (Personal Touch).

Charles and other change agents reported they had to recognize and accept that change starts slowly and
evolves over time. This reality is implicit in the Step by Step pattern. Because life and people are
unpredictable, a master plan for change is not going to be as effective as a vision with short-term goals and
a willingness to adjust plans along the way. John Kotter, a widely published author on the topic of change
leadership, agrees that new developments should spread quietly at first so that leaders can learn from
failures and build on successes.

Charles' use of these and other patterns in a Step by Step manner allowed him to gradually earn credibility.
He stressed that this is vital in becoming a good change agent, noting that people may not always agree
with you, but if you slowly and deliberately build credibility, most will be willing to listen and consider the
meritin what you have to say.

However, not everyone will react this way. The study also examined what an Evangelist can do when
people don't react with trust or a willingness to listen. All ideas, no matter how wonderful, will encounter a
certain amount of resistance.

Dealing with Resistance

In order to make progress, an Evangelist will often have to put some effort into dealing with skepticism from
others. One of the more interesting findings in this study was the realization that it is not efficient to spend a
great amount of time trying to convince the resistors, but listening to them is highly advised. Itis not easy to
hear about potential shortcomings, so one common reaction is to fear the criticism and avoid the person
who is delivering it. Although it may seem more comfortable for ideas to be welcomed without examination,
there are penalties in this attitude, especially in the beginning when there is still much to learn. The Fear
Less pattern suggests that the change leader Ask for Help from the skeptics by listening to them with the
intent of learning more about the idea, about how it will fit into the organization and about the change
initiative. The aim is not to convert resistors but rather to respect their opinions and bring to light the
limitations in the innovation so that these issues can be addressed frankly and honestly.

Another type of resistance can occur when the opposition is not as much against the idea as itis against the
Evangelist. In this case, the Bridge-Builder pattern recommends finding someone who has credibility in the
eyes of the resistors and can make the case for the innovation. By letting others do the speaking, the
skeptic is likely to become more open to change because the message comes from someone who is
viewed with more trust.

When the Evangelist encounters a skeptic that is also a strong opinion leader in the organization, the
pattern Champion Skeptic describes a special role that allows this person to be the official “finder of faults”
and “sounder of warnings.” For example, the Champion Skeptic can be given a few minutes at the end of
each appropriate meeting to summarize negative observations and keep others from moving ahead too
hastily. This strategy will honor the resistance and give it a proper place in the planning.

12
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The study also found that it is important to anticipate resistance when entering a gathering where a
decision will be made about the new idea. If the Evangelist does not anticipate what the resistors are
thinking, the meeting can become consumed with questions and conclude with an unfavorable outcome
that may be impossible to remedy later. Therefore, the pattern named Corridor Politics recommends that,
before everyone gathers for the vote, the Evangelist and other supporters speak privately with the “fence-
sitters” to answer questions and address their concerns. As they are won over, their support can be used to
convince others who might be more challenging to influence.

Finally, the Whisper in the General's Ear pattern addresses resistance at the executive level. High-level
decision makers are often uncomfortable about admitting they don't understand something in front of
others and are sometimes hard to convince in a group setting. Therefore, it is helpful to arrange a short
meeting with an executive to answer questions and address any concerns over the innovation and the
effortto introduce it. This will maintain the executive's dignity while giving the Evangelist a chance to get the
case heard.

Implications for Leading Change

The interviews with the change leaders in this study support the observation that leading change is not a
science. Rather, it is a gradual process of discovery that prompts the leaders to react to problems,
setbacks, and small successes along the way. Therefore, it is not possible to prescribe one specific way to
apply the patterns introduced in this article. Even though each one captures one valuable strategy, the
collection of 58 is a powerful resource to use in the appropriate context of the change initiative. For
example, some of the Evangelists began with the Ask for Help pattern while others initially worked alone
with Just Do It, followed by a Hometown Story to capture more interest. Still others immediately
encountered vocal skeptics and had to begin with Fear Less and other patterns for handling resistance.

Therefore, to make use of the patterns in the most appropriate way for an individual organization, the
specific problems within the change initiative must first be identified. The patterns then supply solutions
that have been shown to work for other leaders of change.

The prevailing observationis that a leader of change needs at least three things to introduce a new idea into
an organization: a belief in the idea, the determination to act on the belief, and some information on how to
bring the idea into the organization. The leader must supply the first two, while the patterns uncovered and
documented in this study can assist in implementing the third.

Additional information about these patterns for leading change can be found at:
http://www.fearlesschangepatterns.com

Table I: Short summary of 58 patterns

Name Summary

Since the task of introducing a new idea into an organization is a big job, look

Ask for Help for people and resources to help your efforts.

To provide more visibility for the change effort, invite a high-profile person into

Big Jolt your organization to talk about the new idea.
Bridge-Builder Pair those who have accepted the new idea with those who have not
Brown Bag Use the time when people normally eat lunch to provide a convenient and

relaxed setting for talking about the new idea.
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Champion Skeptic

When a strong opinion leader is skeptical of your new idea, ask them to play
the role of “official skeptic.” Use their comments to improve your effort, even if
you don't change their minds.

Concrete Action To make real progress toward your goal, take the time at each implementation

Plan step to say what you will do and where and when you will do it.

Connector To help you spread the word about the innovation, ask for help from people
who have connections with many others in the organization.
To help align the innovation with the goals of the organization, get support from

Corporate Angel a high-level executive.

Corridor Politics Informally work on decision makers and key influencers before an important
vote to ensure they understand the consequences of the decision.

Dedicated To increase your effectiveness in introducing your new idea, make a case for

Champion having the work become part of your job description.

Do Food Make an ordinary gathering a special event by including food.

e-Forum Set up an electronic bulletin board, distribution list, listserve, or writeable
website for those who want to hear more.

Early Adopter Win the support of the people who can be opinion leaders for the new idea.

Early Majority To create commitment to the new idea in the organization, you must convince
the majority.

Elevator Pitch Prepare a couple of sentences that you have ready to introduce others to your
new idea.

Emotional Connecting with the emotional needs of your audience is more effective in

Connection persuading them than just presenting facts.

Evangelist When beginning to introduce the new idea into your organization, do

everything you can to share your passion for it.

External Validation

To increase the credibility of the new idea, bring in information from sources
external to the organization.

Fear Less

Turn resistance to the new idea to your advantage.

Go-To Person

Identify key people who can help at critical points in your change initiative.

Group Identity

Give the change effort an identity to help people recognize that it exists.

Guru on Your Side

Enlist the support of senior-level people who are esteemed by members of the
organization.

Guru Review

Gather anyone who is a Guru on Your Side and other interested colleagues to
evaluate the new idea for managers and other developers.

Hometown Story

To help people see the usefulness of the new idea, encourage those who have
had success with it to share their stories.
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Imagine That!

To move your change initiative forward, engage people in an exercise to
iImagine future possibilities.

In Your Space

Keep the new idea visible by placing reminders throughout the organization.

Innovator

When you begin the change initiative, ask for help from colleagues who like
new ideas.

Involve Everyone

For a new idea to be successful across an organization, everyone should have
an opportunity to support the innovation and make a unique contribution.

Prior to spreading the word about the new idea, work with the new idea on

Just Do It your own to discover what the benefits and limitations are.

To ease learners into the more difficult concepts of a new idea, give a brief
Just Enough , . . : -

introduction and make more information available when they are ready.
Just Say Thanks To make people feel appreciated, say “thanks” in the most sincere way you can

to everyone who helps you.

Local Sponsor

Ask for help from first-line management. When your boss supports the work
you are doing to introduce the new idea, you can be more effective.

Location, Location,
Location

To avoid interruptions that disrupt the flow of an event, try to hold significant
events off site.

When a team wants to get started with the new idea, have someone around

Mentor who understands it and can help them throughout the project.

There are always myths around every change initiative. Document those and
Myth Buster . . )

address them in a timely and forthright manner.

Take time near the end of an event related to the new idea to identify what
Next Steps

participants can do next.

Personal Touch

To convince people of the value in a new idea, show how it can be personally
useful and valuable to them.

Pick Your Battles

Spend your energy in conflict only when it's important. Fight for the things you
believe in, but don't fight if it's not worth it.

Piggyback

Look for a way to piggyback your change initiative on an existing practice in
your organization.

Plant the Seeds

To spark interest, carry materials (seeds) and display (plant) them when the
opportunity arises.

The Right Time

Consider timing when you initiate the change, schedule events, and/or ask
others for help.

Royal Audience

Arrange for management and members of the organization to spend time with
a special “Big Jolt” visitor.

Shoulder to Cry On

To avoid becoming too discouraged when the going gets tough, find
opportunities to talk with others struggling to introduce a new idea.
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Small Concession

To address the concerns of someone who is resistant to your cause and
making a lot of noise, consider a small concession that will show you
acknowledge their point of view and contribution.

Small Successes

To avoid becoming overwhelmed by the challenges and all the things you have
to do when you're involved in an organizational change effort, celebrate even
small success.

Smell of Success

When your efforts produce a visible positive result, people will come out of the
woodwork to talk to you. Treat this opportunity as a teaching moment.

Stay in Touch

Once you've sparked some interest in people, don't forget about them and
make sure they don't forget about you.

Relieve your frustration at the enormous task of changing an organization by

Step by Step taking one small step at a time toward your goal.

Studv Grou Form a small group of colleagues who are interested in exploring or continuing
y p to learn about a specific topic.

Sustained Take a proactive approach to the ongoing work of sustaining the interest in the

Momentum new idea in your organization.

Tailor Made To convince people in the organization of the value they can gain from the new

idea, tailor your message to the needs of your audience.

Test the Water

When a new opportunity presents itself, see if there is any interest by using it
and then evaluating the result.

Time For Reflection

To learn from the past, take time at regular intervals to evaluate what is
working well and what should be done differently.

Token

To keep a new idea alive in a person's memory, hand out tokens that can be
identified with the topic being introduced.

Town Meeting

As early as possible in your change effort and regularly throughout, gather as
many participants as possible to solicit feedback, build support, get new ideas,
and bring in newcomers.

Trial Run

When the organization is not willing to commit to the new idea, suggest that
they experiment with it for a short period and study the results.

Wake-up Call

To encourage people to pay attention to your idea, point out the problem that
you believe has created a pressing need for change.

Whisper in the
General's Ear

Managers are sometimes hard to convince in a group setting, So meet with
them privately to address any concerns.
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