
A  logical business case for large-scale 
transformationdoesn’tguaranteeits

success.However,agoodstartingpoint
forthatupliftinbusinessperformanceis
whenaCEOsetsconsensusinthetop
team about how to execute the changes. 

Without that agreement, fault-lines will 
rapidlyappear.Inarecentsurveyconducted
byCriticaleye,73percentofrespondents
saidtheywouldbeinvolvedinlarge-scale
change over the next 12 to 18 months, 

howeverjustoverathird(35percent)
felttheCEO,CFO,ChairmanandHRD
were in full agreement about how such 
transformationwastobeimplemented.

Andrew Minton,ManagingDirector
ofCriticaleye,believesthatwhen
restructuringanorganisation,there 
mustbeconsistency,clarityanda 
senseofurgency.“Thedifference
betweensuccessandfailurewhen
leadingtransformationoftenliesin

theCEO’sabilitytocreateaburning
platform.Itgalvanisespeople,enabling
themtoclearlyunderstandthatthe
businessmaynothaveafutureunless
significantchangesaremade.”

For Andy Doyle,ChiefHROfficer 
atWorldpay,thetrickisinpositively
spinningthatmessage−nomatter 
howheatedtheburningplatformgets:
“Transformationishard,thereforeyou’ve
gottogivepeopleapositivereasonto> 

AtCriticaleye’sfourthHumanResourcesDirectorRetreat,leadersdiscussed 
thechallengesofimplementingcomplexbusinesstransformation
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change.Youcan’tjustsay:‘Ifwedon’t,
we’lldie.’Ithinkit’sgottobeoptimistic,
visionaryandhopeful–notnegative.”

Tough Calls

Whiletheoverallrationalehasto 
beconstructive,thereareoften 
difficultconversationsaboutpay- 
cutsandredundancies.

Lynne Embleton,whowasrecently
appointedCEOofIAGCargofromher
previousroleasManagingDirectorfor
GatwickatBritishAirways,recallsthe
dramaticimpactlowcostcarriershad
onBA’sbusinessmodel.“Competitors
came on the scene with lower costs, 
newtechnology,betterpricesandthey
weretakingmarketshare.Wehadto
changeandadaptandthatwasgoing
toaffecteveryoneinthebusiness.

“Itwascrucialthatourpeople
understoodthenewrealityandsowe
hadtoengageinhonestconversations.
It’ssimpletogooutandtalktostaff
whenyouhavegoodnewsstories
andyou’rehittingtargets.Actually,
whenyou’retryingtochangetheir
jobs,that’swhenyoureallyneed
togetinfrontofthem,”shesays.

It’saskilltounderstandandmanage 
theemotionsthatbubble-upwhenan
organisationisrestructured.Roger Bayly, 
ManagingDirectoratprofessionalservices
firmAlvarez&Marsal,comments:“You
needpeoplewho,wheneverythingisgoing
wrong,canpickeveryoneupagain.You
needthosewhocancommunicateclearly
andsimplyaboutwhythechangesare
happening;whoarepreparedtogotothe
frontlineandhavethoseconversations.
However,noteveryonewhowalksthe
leadershipcorridoriscapableofdoingthat.”

AtE.ONUK,thecompanyisadapting
todistributed-energysolutionsand
shiftingcustomerneeds.Thecompany’s
CEO, Tony Cocker,feelsit’sbeenvital
tohaveasolidrelationshipwithhis
HumanResourcesDirector.Inparticular,
itprovidescrucialfeedbackonhow
employeesarerespondingtothe 
periodoftransformation.

“Aleadermaynothavethefullpicture,
soit’stheHRD’sresponsibilitytobring 
hisorherperspective.So,whatdoI
meanbythat?Whengoingthrough
change,peoplemaybereluctantto
highlightconcernstotheCEO–even
themostdowntoearthandaccessible
ones–buttheymaybemorewilling 
tohighlightthemtotheHRDorothers,”
hesays.

AHRDmustprovideimportant
informationonpeopleandperformance.
Tonyexplains:“Ifyou’reundertakinga
changeprogramme,youwanttoknow
howmanypeopleitwillimpactandat
whatnumberoflocations.Youwillalso
needtoknowhowmanyjobsareunder
threat.Youexpectit,asdoyourpeople
andthetradeunions.”

Ifthereisacommonfactorin
successfullyexecutinglarge-scale
change,it’sthattheleadershipteam
understandthebiggerpicture.Roger 

says,“Reallygoodtransformations
engagewitheachoneofthekey
stakeholders:customers,shareholders 
andsuppliersareallinvolvedandmake 
acontributiontofixingtheproblem.

“Sometimestransformationscan 
becomeveryinternallyfocused–it’s
allaboutwhat‘we’redoing’,orthat
‘weneedtochange’,butthepartners,
suppliersandotherstakeholdershave 
animportantroletoplay.” 
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Theseviewsweresharedat
Criticaleye’sfourthHuman
ResourcesDirectorRetreat,
inassociationwithLegal&
GeneralInvestmentManagement
(LGIM).Findoutmorehere.

Readthefullresearchfindings
fromourHRDRetreat
2017byclickinghere
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