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Change Initiatives fail!
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Secret 1:
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Old change methods don’t work anymore

We live in a knowledge and service 

economy and need organisations 

that are equipped for quick 

change. In these organisations, 

people are the determining factor. 

Many organisations, however, 

have been developed using 

principles intended for 

organisations that use machinery 

to produce objects. 

The change method commonly 

used back then, was: 

This meant that if you have an 

existing organisation (‘unfreeze’), 

and you wanted to change this 

(‘change’), you needed to secure 

the change as quickly as possible 

('freeze'). 

This way, the conveyor belt could 

be quickly turned back on to make 

products. Changes were made as 

little as possible.

The world is changing faster and faster. Organisations must 
change with it just as quickly. Organisations and teams 
should actually change with the world, every day. The 
current organisation change methods are not equipped for it.

Unfreeze –>   Change –>  Freeze



In service organisations where people are the determining factor, a 
change approach like ‘unfreeze-change-freeze’ is not possible. 

In a service organisation, you can not put people on a conveyor 
system and then let them do the same job for 5 years. People do not 
want that, and you won’t get the results you want to achieve with your 
services. However, this change method is often used to change a 
service organisation. 

Often people are not aware that this is an approach to change a product-
oriented machine organisation and not a people-oriented service 
organisation. 
Service organisations can only change by changing the people in it to a new 
level of understanding. In a service organisation, people have to take the lead 
in a change process.
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Secret 2:
Leaders and managers aren’t trained for 21st

century changes

The reason why people still 
learn about change in this way 
is because they will first learn 
their trade before they will focus 
on other elements of work. 
Doctors, lawyers, teachers, 
police officers and economists 
all focus on fine tuning their 
trade for years. 

When they come in a position 
where it is time to change to a 
leadership role, they finally 
encounter having to organize 
change. For these highly 
educated successful 
professionals it is often not 
immediately clear that leading 
change is a profession in itself.

In many educational programs, organisational change  
receives limited attention. The leaders or manager often has 
to find out for himself how he/she can realize a successful 
change. They have to learn how to ride a bike while riding it. 
With no room to fall off and get up again. That is a very 
difficult and error-prone way of learning.

Changing people, teams and 
organizations in an effective way 
required skill and craftsmanship. 

The interesting part is that the 
higher someone is educated, 
the easier they think changing 
others will be. Because, how 
hard can it be?
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Guiding people in a change 
process is challenging because 
tensions can rise up in the team, 
unexpected things can happen 
and the supervisor or manager 
has to change as well. 

Employees expect more from 
their managers during a change 
because they feel more 
insecure.
Maybe a selection of the current 
group of people has to be 
made. Some people may even 
be fired. They like to get support 
and a clear direction.

In addition, it is expected that 
the operating results during the 
change stay the same, but it is 
even better when they improve. 

During a change, getting better 
results can be very challenging.

To lead change in a successful way 
it is important that you know what 
you’re doing and that you organize 
and prepare yourself accordingly 
beforehand. Having a good coach 
and the right knowledge and tools 
can make the difference between 
success and failure. 

6



Secret 3:
People want to change, but they don’t want to be 
changed.

When a leader or a manager 
starts to change his/her 
employees, more often than not 
this will create offensive and 
defensive behaviour. 

For example, they will go into 
defensive mode and tell you no 
change is needed. Or they will 
tell you they do want to change 
but are too busy right now. 

It is important that people are 
given the opportunity to indicate 
what and when they want to 
change. 

Changes make people feel insecure. Uncertainty asks for a 
lot of trust from people to still make the next step. For 
example, to change their own behavior. Or to change the 
way they co-operate with others. 

The best organisational change 
is a change that occurs 
naturally. When people don’t 
realize they are changing and 
co-operate willingly. 

You can realize this by using 
communication about the 
change in a strategic way and to 
invite people to co-create their 
own future. 
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For example, you do not start by 
telling that the organisation is about 
to change, but you ask employees 
what changes they think are 
important for the organisation to 
make. 

This approach to change gives 
people the feeling that they 
themselves are the instigators of the 
change. 

It is best to ask people for help for an 
organisational change and to let them 
be the creators and implementers of 
the change themselves.

Managers often think this is 
scary because they feel like they 
are loosing control over the 
change. However, the more they 
control, the more they have to 
push the change on their 
employees. And the more 
people will have the tendency to 
go into offensive or defensive 
mode. 

Leaders and managers therefore 
have to share their control with 
their people, otherwise they will 
only be concerned with 
managing the resistance. 
Leaving little energy for real 
change. 
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Secret 4:
Leaders don’t know where they stand

If leaders and employees do not 

know where their team or 

organisation stands now, you 

could go everywhere. If you have 

no common starting point, one 

could be pointing left and the other 

one pointing right. 

They both think they are 100% 

right and thus quickly become 

stuck. They believe the other is at 

fault and don’t realize they are 

both responsible.

If you want your team to go to 

Paris and an employee believes 

that the company is in 

Amsterdam, he tells everyone to 

drive south. 

Another employee thinks the 

company is situated in Madrid and 

tells everyone to drive north. 

In the bus you get two opposite 

directions, so you are never going 

to arrive in Paris together.

Most of the time leaders know exactly where they want to 
change to. They would like to begin implementing changes 
immediately. But: where does the organisation stand now? 
When you don’t know this, you can step into a big trap. 
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It is also possible that the 

people at the top of the 

organisation think they know 

where the current organisation 

stands now. While the 

professionals in the 

organisation have a different 

view point. 

Perhaps the people at the top 

have a better point of sight 

because they have all the 

information about the 

organisation. But they do 

need to make this clear to the 

professionals, who otherwise 

do not understand the 

situation fully.

The moment a change is 

about to happen, it can 

become even more unclear 

why the change is needed. 

Some professionals will not 

help in the change or even 

work against it. They lose their 

motivation and involvement in 

the change and the 

organisation. 

It is important for everyone in 

the organisation to have a 

clear picture of where they are 

at the beginning of the 

change. So that everyone 

starts from the same starting 

point and you do not lose 

people as the first step to 

change has yet to take place. 

We use the People Change 

Scan for this purpose. This 

unique scan gives a razor-

sharp analysis about the 

change situation in the 

organisation.
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Secret 5:
Patience is needed to get results

It always takes a while before 

results are seen in 

organisational change. Just like 

planting seeds in the ground, 

we would like to see the pretty 

flowers come out of the ground 

as quickly as possible. But we 

must have patience and let time 

do its work. 

If we go digging through the soil 

too quickly we will destroy our 

previous work. We would 

continue to work on changing 

the soil and never get results. 

A change in people takes at 

least 3 months to 1 year. 

People like to see quick results of their changes since it 
gives them the assurance that they are on the right track. 
The need to achieve quick results is especially high for 
executives, managers, professionals and other 
stakeholders.

This is the time people need to 

learn new skills, knowledge and 

behavior and get results.

In organisations, we sometimes 

expect from people that after 1 

day of training, 1 workshop or 

seminar someone is completely 

changed. That they can work in 

a different and better way. 

Successful changes take more 

time than that.

Rome was not 
built in one 
day
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Every day small steps are made that mean a lot for organisational 
change after one month, six months or a year. 

When you look back and see the path you have travelled with each 

other, it turns out every day something has happened that added to the 

total result.

It is not always immediately visible but over time you can achieve the 

results that you have always wanted to achieve as a team or 

organisation. 

A lasting, sustainable result.
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People Change Success factors

For the past 20 years we have studied in science and in the field what the 
key success factors of organisational change are. 

Scientific research has shown that the following factors play an important 
role:

§The role of the leader 

§Setting clear goals and responsibilities 

§Giving employees positive feedback and compliments 

§Taking enough time and acknowledging perseverance 

§Managing your surroundings

The following success factors have been found with our clients:

§Analyse the current organization as the basis for change

§Determine a vision and direction for a new organization

§Make clear agreements about desired attitude and behaviour

§Set clear goals and meet responsibilities

§Start with professionals who are enthusiastic about change

§Give positive attention and feedback to employees

§Take time for the change, and persevere

§Manage the environment

§Develop a clear communication strategy
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People Change Fail factors
In addition to the above success factors, we found a number of fail 

factors for team- or organisational change:

§Clinging to existing ‘old’ organisation control systems

§The existence of criticism and suspicion in a part of the organisation 

against the change

§The lack of support from the rest of the organisation

§Being different is felt as threatening the current organisation 

§Success of a few people can make lazy people fall back to 'old' 

ineffective behaviours

§Confronting an ineffective colleague about bad behaviour / undesired 

actions remains difficult

These factors explain why 70% of organisational changes fail. 
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People Change System

The People Change System supports change agents in creating 

measurable and profitable changes in their team, organisation or with 

their clients. The People Change System delivers tools and change 

management programs for transformation processes in organisations.

The People Change Scan is used to gain insight in people in change 

processes and is used by organisations of all sizes, in coaching and 

recruitment of individuals and cultural and organisational changes. The 

scan is the basis for the change programs in the People Change 

System.

In recent years, various change programs have been realized by using 
People Change System and Scan:

§In an organisational culture change to gain self-managing teams

§To successfully run a merger of two parties

§In a family business to determine which successor is needed

§As a team analysis to discuss internal frictions

§Recruitment (in guarding the culture or finding new additions to the 
culture)

§Leadership coaching and career questions of individuals
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People Change Scan
The People Change Scan is an online scan which quickly and easily 

measures change readiness, change skills and value systems in 

organizations, teams and individuals. The scan provides information on a 

number of variables, indicators, value systems and the fit between the 

employee and the organisation.

The People Change Scan provides a quick insight into:

§The current situation in the organisation.

§The strategic direction of the organisation.

§The willingness of people to go into the change.

§The ability of the people to realize the need for change.

§The preconditions to successfully complete a change.

The People Change Scan immediately gives you a clear approach on 

how to deploy the change. The Scan gives essential information before, 

during and at the end of a change program and can be used to measure 

the success of the program.

The People Change Scan is offered exclusively by certified consultants. 

These consultants understand the scan and the underlying change and 

cultural theory and have extensive experience in guiding change 

processes.

Each year courses are offered to be certified in using the scan and 

approach, and which will give you a license to the scan.

The Scan is available in Dutch and English, other languages will follow 

soon.
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For more information, visit www.peoplechange.nl
or mail to welcome@peoplechange.nl

People Change supports change agents to realize 
measurable and profitable changes within their 

own organisation or with their clients. 

People Change delivers tools for transformation
processes in organisations. Our promise is:

Leadership changed. Business Transformed.

Dr. ing. Rogier Offerhaus MBA, managing partner, 
has scientifically validated the People Change 
Scan and System during a successful change 

program at a large Call Centre in 2009-2012. He 
has described the methods and results in his 
PhD thesis ‘A Search for Cultural Change’.


