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Executive Challenge Academy 1

What is going on out there



How ready are you for these challenges? 

How can your organisation become innovative, 
adaptable and ready for the future?







• planetary overheating
• growing weather volatility
• damaged terrestrial & marine eco systems
• increasing world population
• dwindling oil reserves
• fragmented and divided communities
• the tipping point – when?



Face the reality that the current 
economic system is impacting the 

climate and the biosphere 









• extend the socially useful life of 
organisations

• enhance the planet’s ability to maintain 
and renew the viability of the biosphere 
and protect all living species 

• enhance society’s ability to maintain itself 
and to solve its major problems 

• maintain a decent level of welfare for 
present and future generations of 
humanity

What is Sustainability?



• move to zero net CO2emissions; change to 
alternate energy sources from coal/oil

• reduced material intensity – of the entire 
production, transformation, distribution, 
consumption cycle

• zero waste; remanufacturing and recycling
• reduced demand for and use of material resources 

– less stuff, more services, more emphasis on 
quality of life, particularly in developed countries

• a major shift in industrial organisation – similar to 
mobilisation for a war



Key elements of the new world:
• the sustaining city: as the core of 

modern community – how cities 
collapse – the need for urban ecological 
renewal and a new resilience - restoring 
community outside the cities

• the sustaining organisation: as the core 
of the modern economy – the end of 
business as usual - the need for 
corporate transformation and renewal

• new forms of governance: managing 
growing interdependencies in complex 
living systems.





Rethinking sustainability

The business of sustainability is:
• to present a convincing and 

appealing design for a new world 
that renews the biosphere and 
creates a just and equitable society

• to provide a credible blueprint for 
how to get there in the time 
available.



• to create the cultural change in the 
multitude of organisations in society 
necessary for advancing to a 
sustainable society

• to develop a culture of innovation and 
adaptability in a world that is 
undergoing rapid and unpredictable 
change – and at the same time 

• make greater use of assets and increase 
corporate performance. 





Exercise 1

• What are the major external 
pressures for change 
(economic/financial; social; political; 
technological, environmental) that 
are/will impact on your organisation 
in the next 5 years? (list about 5)

• What key changes do you anticipate 
your organisation will need to make 
to remain viable and effective in the 
face of these challenges?



Executive Challenge Academy 2

The path to sustainability



Achieving ecological sustainability

• reducing negative 
environmental impacts of 
human activity

• supporting ecological resilience 
and diversity

• maintaining and building 
natural capacity



and communities

• fostering human health, equity and social 

justice.





Organisational Change for Corporate Sustainability, Routledge, London and New York, 2003; revised edition 2007
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and stealthy saboteurs 



Objective: Seek to be compliant to the law and all 

environmental, health and safety requirements and 

relevant community expectations.

Business opportunities: Avoid the potentially huge 

costs of non-compliance and create an effective risk 

management system.

Typical actions: 

• determine what is relevant legislation, regulations 

and community expectations

• build an effective risk management system with an 

informed workforce committed to compliance

• establish an organised measurement and 

monitoring system

Compliance - the reactive minimalists 
Phase

3



Value added:

– risk minimisation

– easier finance

– basis for positive reputation

– improved relationships with regulators

Waste to target at this phase:

– fines for non-compliance

– higher-cost finance

– poor reputation

– time and energy wasted coping with antagonistic 
regulators and activist community groups

Compliance - the reactive minimalists 
Phase

3



Objective: Progressively eliminate waste and increase 
process and materials efficiencies.

Key business opportunity: Increase efficiencies by waste 
reduction and reorganisation.

Typical actions:

• reduce resource use (energy, water, materials)

• design/redesign buildings/plant to dramatically reduce „footprint ‟, 
create adaptable spaces

• move to front-of-pipe solutions to eliminate waste or return it  to the 
production cycle as a resource (biomimicry).

• recycle/remanufacture (l i fe cycle stewardship; cleaner production)

• dematerial ise –service provision rather than material production

• redesign products: sustainably produced and environmentally 
fr iendly

• meet international Global Report ing Init iat ive (GRI) guidelines.

Efficiency - the industrious stewards
Phase

4



Value added:

– cost  reduction; savings

– increased employee productivity

– increased employee involvement/engagement

– better teamwork and lateral communication.

Waste to target at this phase

– Wasted physical resources e.g. water, energy, heat, 
power, materials

– Wasted human resources e.g. under-utilised people, 
turnover of important skills, absenteeism, lack of 
motivation, engagement, commitment, internal 
conflict and political processes

Efficiency - the industrious stewards
Phase

4





Objective: Pursue the strategic opportunities in 
sustainability.

Key business opportunity: Become market leader 
through pursuing the strategic potential of sustainability.

Typical actions: 

• commit strongly to sustainability

• re-brand and build wider stakeholder support

• be early in on new product/service demand curves

• creatively destroy existing product designs, 
manufacturing models and re-invent the organisation, 
leapfrog competition by early breakthroughs

• increase employee and stakeholder engagement to 
source innovative ideas

• shift the prevailing business paradigm in environmental 
and social ideas

• innovate with new models of stakeholder governance

• concentrate on adding value and innovating.

Strategic proactivity - the proactive 

strategists 

Phase

5



Value added: 
– increased revenue and market share 

– stronger stakeholder support (reputation and commitment)

– higher customer retention rates; faster attraction of new 
customers

– established lead in developing new markets

– employer of choice – attract and retain skil led managers and 
professionals

– operate at high value-added end of market.

Waste to target at this phase
– Lost revenue and market share

– Hosti le or apathetic stakeholders

– Loss of customers

– Failure to enter and secure a place in new markets

– Low skil led  managers and employees

– Operations at the low value-added end of the market

– Redundant operations and units embedded in the old world

Strategic proactivity - the proactive 

strategists 
Phase

5



Objective: Redefine the business environment in the 
interests of a more sustainable world and to support the 
core strategies of the organisation.

Key business opportunity: Create a constructive culture 
that continually renews the long-term viability of the 
organisation.

Typical actions: 
– part ic ipat ing in  changing the „ ru les of  the game‟ to  achieve susta inabi l i ty

– part ic ipate in  publ ic  pol icy formation

– reorganise the company‟s supply chain to ensure that  the whole 
product ion process is  sustainable

– bui ld  human and re lat ional  capi tal

– support  demater ia l isat ion and the growth of  the knowledge -based 
economy

– model  best  pract ice; support /publ ic ise best  pract ice e lsewhere

– part ic ipate in  in ternat ional agreements

– seek external  audi t ing of  sustainabi l i ty

– in f luence capi ta l  markets to support  long - term value-adding

– bui ld  a construct ive cul ture that  encourages openness, debate, innovat ion 
and par t ic ipat ion.

The sustaining corporation - the 

transformative futurists 

Phase

6



Potential business benefits: 
– global leadership of the sustainabili ty movement

– enhanced reputation and stakeholder support and 
involvement

– increased share value

– attraction/retention of talented, highly motivated 
employees.

Waste to target at this phase:
– strategic diversion from the sustainabil ity goal for the 

organisation and society

– products, services, processes that damage reputation as 
a sustainabil ity leader

– loss of business focus

– non-alignment of corporate talent with the organisation‟s
strategic goals; loss of critically important talent

– Any remaining non sustainable work processes, products 
or services

The sustaining corporation - the 

transformative futurists 

Phase

6
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“Even in these uncertain 

economic times, your reputation 

and success depends on the 

investments you make not just 

in new products, but in the 

communities you serve and in 

the environment that surrounds 

those communities.”

Ex. British Prime Minister Gordon Brown, 

address to business leaders, London, May 

2008



Exercise 2 - Where is your                

organisation/unit on the phase model?

• Read the descriptions of the six phases 
of the model and estimate where your 
organisation is on the model.                
Note : the position may be different for 
human and ecological sustainability.

• Where would you want your 
organisation to be in 5 years time? 
Why?

• What would need to change for this to 
happen?



Exercise 3 – Pace Consulting

• What insights did you gain from this 
exercise?

• Would you act differently now in solving 
an organisational problem? If yes, how?

• Could you apply your learning to some 
current situation where you work?

Organisational problem solving



Executive Academy 3

How can we change the prevailing culture in 
our organisations?



We are facing global 
change of unprecedented 

proportions 





Based on conversations with more than 1000 CEOs, 
some key characteristics of the enterprise of the 
future are: 

– hungry for change

– innovative beyond customer imagination

– disruptive by nature

Future-fit organisations actively disrupt the status quo 
and initiate change rather than reacting to it.

GLOBAL CEO STUDY 2008



Is personal and organisational 
transformation possible?

If so, is it worth the time, resources 
and effort?

Does it pay off?



How can corporate 
culture be transformed 
to ensure the 
engagement and 
commitment of the 
majority of those in the 
organisation?



Preferred Culture
N = 10,801

Actual Culture
N = 146,225











• Video clip

• Video clip 2

MONDAYONLY.wmv
Sequence 2-LostBookSoundFix.wmv


The person who acts ‘constructively’:

• sets challenging but realistic goals and 
solves problems effectively

• gains enjoyment from work and 
produces high quality products/services

• in dealing with others, is supportive, 
constructive and open to influence

• is friendly, open and sensitive to the 
satisfaction of the work group.



From the Organizational Culture Inventory by R.A. Cooke and J. C. Lafferty.Copyright © 1973-2006 by Human Synergistics International, Plymouth ,Ml. Reprinted with permission



Test / Re-test Change in OCI Percentile
Scores for 40 Organizations

Source: ‘In Great Company’ Human Synergistics 2006



Source: ‘In Great Company’ Human Synergistics 2006



Leading
Engaging

Redesigning

STUDY RESULTS

Reflexivity

Source: ‘In Great Company’ Human Synergistics 2006



Leading Transformational Change

• Making the case for 
transformation

• Exemplary modelling by 
the CEO and the Executive 
Team

• Forming a leadership 
alliance of change agents

Leading

“We must first be the 
change we want to bring 

about in others”

Gandhi

Source: ‘In Great Company’ Human Synergistics 2006



• Listening that leads to 
constructive dialogue and 
increased personal  
involvement

• Telling, particularly developing 
a shared vocabulary involving 
stories, metaphor and imagery

• Developing advanced skills for 
relating to others and engaging 
in constructive dialogue

Engaging

The problem with 
communication ... is 

the illusion that it has 
been accomplished.

George Bernard Shaw
Source: ‘In Great Company’ Human Synergistics 2006



• Developing a suite of 
interventions to work on the 
levers for change

• Tailor-making these 
interventions to fit the needs 
of the specific organisation

• Ensuring that these are a 
natural outcome of 
collaborative diagnosis

Redesign

Example interventions; 
mission & philosophy, 

organisational 
structures, systems, 

technologies, 
skills/qualities

Source: ‘In Great Company’ Human Synergistics 2006



Leading Transformational Change

• Building self awareness 
through feedback

• Creating a reality check 
through appreciating 
others’ viewpoints

• Organisational monitoring 
of progress toward the 
preferred culture

Reflexivity

“The power of asking 
people their opinion 

should not be 
underestimated”

Malcolm Broomhead,          
ex-CEO, Orica

Source: ‘In Great Company’ Human Synergistics 2006



 Yes, every performance indicator 
showed improvement over the period 
of transformation

 This was true whether the organisation 
had been a high or low performer 
initially

 Some performance measures showed 
dramatic improvement



A proactive business 
strategy 

A constructive culture

“We have a very strong strategy and we have a 
group of people around it, making it happen”  
Rob Murray, CEO, Lion Nathan



In Great Company (update 2011)

Organisations in crisis: how did they cope?

The crises: 

Lion Nathan and Adshel – the GFC

Yarra Valley Water – The Victorian Competition 
and Efficiency Commission 

What can we learn about how culture can 
contribute to resilience?



Organisations in crisis: some learnings

Leadership: 

• Leaders in high performance organisations need 
higher levels of consciousness and emotional 
maturity

• Continuity in leadership commitment is vital

• There must be a continuous supply of new change 
leaders



Engagement

• ‘Listening’ needs to be extended to all stakeholders

• Stakeholders need to be informed of how the 
organisation is tracking and engaged in developing 
new strategies

• New recruits need to be socialised into the culture 
and to find that they can contribute to its evolution

• Maintaining job security reduces threat and 
preserves corporate capability



Redesigning

• Structures and systems must be modified to 
reflect the changing strategy

• They must however continue to support a 
constructive culture

• Organisational systems (particularly ongoing 
training and development, reward 
structures) must ensure that a constructive 
culture becomes the ‘default’ culture.



Reflexivity

• Reflexivity is the basis of a learning 
organisation

• Reflexivity needs to be continually 
developed, checked and renewed

• A culture of reflexivity needs to be 
embedded in the executive team

Finally, an investment in a constructive culture 
pays dividends in both good and bad times.



High performance is an important component of sustainability

Performance revisited  
COST + VALUE + INNOVATION / AGILITY

Time
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 direct labour

 overheads

 materials and energy

 sales and distribution

 cost of capital
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 design
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 service
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 Image

 competencies

INNOVATION & 
AGILITY



The Strategic Target

Source:  Dexter Dunphy

Innovation 
& Agility

CostValue

High performance is an important component of sustainability
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Becoming an effective change champion



Eight of ten CEOs expect substantial or very 
substantial  change over the next 3 years, yet 
they believe that their capacity to manage 
change is well below the level they need to be 
successful.

The ability to manage change must be a core 
competence and yet, as change accelerates, many 

companies are struggling to keep up.

Source: ‘Making Change Work’ IBM 2008

Why do they think this?



Change Project Success Rates for 
1500 global change projects

Project leaders reported that:

• only 41% of projects were considered successful – that is, 
met their objectives

• 44% of projects failed to meet time, budget or quality 
goals

• 15% of projects failed completely

• BUT the most successful organisations (top 20% ) have an 
80% success rate – nearly double the average and 10x the 
bottom 20%.

Clearly there are organisations which have succeeded in 
embedding the skills for transformational change in the 
culture and deploying those skills effectively.

Source: ‘Making Change Work’ IBM 2008



Global Making Change Work Study |  July 200872

Changing mindsets and attitudes

Corporate culture

Complexity is underestimated

Shortage of resources

Lack of commitment of higher 

management

Changing mindsets and attitudes

Corporate culture

Complexity is underestimated

Shortage of resources

Lack of commitment of higher 

management

Question: “In your experience, what are the main challenges when implementi ng changes?”

Source: IBM Global MCW Study 2008
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Change of IT Systems

Technology barriers

Lack of transparency because of 

missing or wrong information

Lack of motivation of involved 
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Change of processes

Change of IT Systems

Technology barriers

Major Change Challenges

The major challenges in implementing change projects are 
about people, with changing mindsets and culture heading 
the list.  The soft stuff is the hard stuff!

“Culture isn't just one aspect of the game, it is the game”             
Lou Gerstner, former IBM CEO

Major Change  
Challenges

Source: ‘Making Change Work’ IBM 2008

Question: What are the main challenges when 
implementing changes?







Creating the cadre of leaders
Global study: “Top Companies for Leaders 
2007”

• leadership development is made a 
strategic priority by the Board and 
senior managers who are personally 
involved with the potential leaders

• there is an integrated set of human 
resource strategies from selection, 
through development, coaching etc to 
project assignments 

Some findings from a study of those organisations 
rated as outstanding in producing future leaders:



Toward New Wave Leadership

• value-driven

• responsive to emerging shift in global 
values

• corporate citizenship and corporate    
sustainability are core strategies



• add value for stakeholders and/or financial value 
for shareholders

• produce valued goods and services for society
• sustain those who work for organisations
• sustain our social world
• sustain and renew the biosphere



Our leadership task is nothing less than 

the transformation of everyday reality

By discovering and living 

the future in the present



Exercise 4 – Growing and 

finding effective change leaders

• How confident do you feel that you have the 
capacity and skills to lead change processes?

• What is the most critical skill you need to 
develop to be an effective change champion?

• Does your organisation have an adequate supply 
of effective change leaders?

• If yes, is the supply sustainable? Do you have 
plans to grow/recruit replacements?

• If no, what needs to be done to ensure an 
adequate supply of effective change leaders and 
to support and develop them to meet future 
challenges?



Executive Change Academy 5 

Moving to the new world – some principles



“We are running up debts against the 
future of the planet that we will never be 
able to repay”

European Commission President Jose Barroso

Creating a sustainable world is 

something we must attempt on 

a large scale NOW



• move to zero net CO2emissions; change to 
alternate energy sources from coal/oil

• reduced material intensity – of the entire 
production, transformation, distribution, 
consumption cycle

• zero waste; remanufacturing and recycling
• reduced demand for and use of material resources 

– less stuff, more services, more emphasis on 
quality of life, particularly in developed countries

• a major shift in industrial organisation – similar to 
mobilisation for a war



Think systemically4

See the waste beyond the waste3

Design for full resource utilisation6

Wherever possible, localise operations7

Pursue sustainability in stages8

Forsake the insanity1

Reduce consumption5

Embed in your organisation the capabilities for 
making transformational change

9

See all waste as poor management2



1



2



The Fuji Xerox Eco Manufacturing Centre, Sydney

• is a world leader in the development of ecologically 

sustainable remanufacturing solutions

• now has the capacity to service their Asia-Pacific 

operations

• is purely dedicated to remanufacturing used parts and 

components for their Asia Pacific operations

• in 2000, achieved a place in the United Nations Global 

500 Roll of Honour for environmental achievement

• now accounts for 80% of Fuji Xerox Australia's spare 

parts requirements 

- these parts would have otherwise gone to landfill



• FX moved from selling to leasing office equipment

• Zero waste to landfill

• “Waste” becomes important to others (e.g. carbon to 
steel making)

• Rebuilt products have enhanced quality and reliability

• Major R & D payoff

• Basis for new business

• Savings in 2000 = $25 million

• Savings in 2001 = $30 million

• Since then, 20% ROI and invitation to lead Fuji Xerox 
globally.

To achieve these results demanded a 

transformation of the corporate culture.



“The sunlight that strikes the 

earth in one hour is enough to run 

the world economy for one year.”  

Lester Brown, Founder of the Worldwatch and 

Earth Policy Institute

3



• Understand your own organisation as 
a system

• Understand the full supply chain and 
distribution/marketing system

• Understand the needs of your 
suppliers, partners, clients and 
stakeholders

• Redesign your organisation to meet 
their needs

• Use biological not mechanical models

Think systemically4



Reduce consumption

↓ Individually we must all reduce consumption

↓ We will reduce consumption whether we like it or not

↓ So ask: Do I need it? Do others need it? Does the earth need 
it? 

↓ Ensure that your outputs of goods and services are 
environmentally sustainable – or your organisation may have 
no future.

↓ Ensure that your work processes are environmentally 
sustainable – for the same reason.

Do no harm, or even better, enrich your 

environment.

5



Design for full resource 
utilisation

• Review all your resources

• Include your human 

resources

• Include your intellectual 

capital

• Think of creative ways to 

maximise their use

Waste not – want not!

6



Wherever possible, localise
operations

The coming crisis of peak oil supplies combined with 
increasing demand, leading to higher energy costs. 

• Work to reduce energy use in the 
production/operations/delivery process

• Establish or support local alternative energy

sources

a reduction in the costs to customers by 
minimising embedded energy

7



8 Wherever possible, localise
operations





Embed in your organisation

the capabilities for making 

corporate transformation

• Become a transforming 
futurist yourself

• Fill your organisation with 
transforming futurists 
committed to a sustainable 
organisation - a contributing 
cell in a sustainable society

• Embed in your organisation  
capacity for ongoing 
transformational change

9



1
0



Transformational change toward 
sustainability is the new task for 
responsible managers.  This is the best 
way toward high performance 
cultures.

In this process, individually we all 
play a critical part.



Exercise 5 – Alpha Metal

• What are the key insights you have 
gained from this exercise?

• Would you know act differently in 
tackling an organisational problem? 
If yes, how?

• Could you apply this learning to 
some situation where you work?

Organisational problem solving



Executive Challenge Academy 6

Personal transformation: becoming an effective 
leader of transformative change





“It’s my personality.”

“I can’t help it. That’s just the 
way I am.”

“You can’t change human 
nature.”

“That’s just the way I am.”

But is personal transformation 
possible?

Yet we see examples of people who have made 
significant changes in their attitudes, thinking and 
behaviour.



Why do executives change: based 
on 188 stories from real life

• awareness of the need for personal change, often 
precipitated by a significant change in in one’s 
position in life – a new job, a move overseas, birth, 
death, marriage, a failure or experience of 
inadequacy, a new insight into oneself

• high expectations for one’s own performance and a 
commitment to learn

• belief in oneself or a strong expression of belief in 
one’s capabilities by other(s)



Believe in yourself



• high performance expectations from others –
a new challenge

• a supportive environment or sometimes a 
frustrating or threatening situation

• availability of resources for learning: sources of 
new knowledge, availability of role models or 
reference groups who have needed values and skills

• willingness to abandon outdated self-images and 
expand one’s behavioural repertoire.

“A passionate drive towards transfiguration seems to be 
bound up with a great change in one’s life.” Paul Klee



What an opportunity for 
learning!



Willingness to 
change is not 
enough: skills 
are also 
necessary



Microskills of effective change 
agents                         Dexter Dunphy



hard interventions soft interventions

Whole 

organisation

Inter-group 

relations

Division

Work group

Inter-personal 

relations

Individual

The Dunphy intervention strategy matrix
The Dunphy intervention strategy 
matrix

Level

Whole
organisation

Division

Inter-group 
relations

Work group

Inter-personal 
relations

Individual

Hard interventions Soft interventions



Leadership for sustainability

• Leadership begins when we

• give up passive resignation, forego denial, believe 
in ourselves and seek to create a sane world 
whatever the odds

• give up the apparent security of the known to 
engage in the risky search for a viable future

• Develop the skills of the effective change agent

• act out of love, not fear, despite the risks

• respond to the call of life

• answer the call of chaos and search for renewal of 
the self, of society, of the planet.



Distinguishing features of 
transformative leaders

• begin by transforming themselves and living the 
future

• inspire and engage others, building momentum for 
change

• seek to redesign structures to support not block 
change

• are reflexive – seek to accurately assess their 
impact on others, on their communities, on their 
organisations.





• recognises the reality confronting us and does not 
deny that reality or seek simplistic solutions

• accepts that the anchors of faith and certainty 
have disintegrated into chaos 

• knows that future renewal can only emerge from 
the chaos of cultural disintegration and so seeks 
the fractals of the future in the chaos

• affirms life and acts in love, compassion and 
respect for life despite the risks.

We can become transformative leaders acting for 
life and sanity, caring for the earth and each other.



Some facts about transformation

• rapid cultural transformation is necessary in 
the modern world

• culture can be transformed – we need to know 
how transformation takes place

• the skills of the change leader can be learned

• change needs to begin with us but we can’t 
change the world by ourselves – we can 
amplify our influence by building supportive 
networks with others who share our 
commitment.



Leadership is following the fractals and finding 
the courage to live creatively on the edge of 
chaos while at the same time cultivating a 
disciplined mastery of process



Finally, why is this 
so important?



The children of the future deserve 
nothing less
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