
L eading change in a way that’s both 
effectiveandsustainableishardwork.

“Transformationshouldnotbeabout
reactingtoquarterlyresultsordriving
changeinitiativesbasedonshort-term
numbers.Itneedstobestrategic,not
reactive,”commentsTony Hanway,CEO 
ofVirginMediaIreland.

TonylandedhisfirstCEOroleatO2
Irelandin2011,wherehewasconfronted
withaturnaroundsituation.“Wehada
tight-knitcultureandwe’dmanagedto
insulatepeoplefromtherealityofhow

thecompanywasperforming.Toaddress
that,wecommunicatedmoreopenly,
ensuringeverybodyknewtheproblems
andthechallengeswefaced,”heexplains.
“Wealsomadesurethattheleadership
team,andthelevelbelowtheboard,
wereenergisedandincludedinthe
changesateverystep.It’satthatlevel
thattransformationlivesordies.”

Take Ownership

Richard Holroyd,ManagingDirector 
forPlanningandChangeatCentrica
UK&I,agreesthatbuildingownership

withinthebusinessisanessentialaspect
ofchange.From2008to2015,hewasat
thecentreofBTGroup’stransformation
asitrolledoutitsfibre-basedproducts,
TVandmobileofferings.Hesays:“We
neededtodriveacomplex,farreaching
serviceandcosttransformation.Itwas
vitalthatitwasowned‘in’thebusiness
andnotseenassomethingdone‘to’ 
thebusiness.

“Weput120ofourseniorleaders 
togethertodriveaco-creationprocess 
sothattheyownedthetransformation. 
Itdidnothappenovernight> 

AtCriticaleye’sCEORetreat2017,businessleadersdiscussedhowto 
successfullydeliverlarge-scaletransformation.Marc Barber reports
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–ittookafewmeetingsforittosink 
inthatwewereseriousandforthem 
toembracechange.”

Bydoingthis,approximately£250million
wasremovedfromthecostbaseinthe
firstyear.“Peoplefelttheyownedthe
change,whichwassignificantlydifferent
fromthecommandandcontrolstylewe
hadpreviouslyoperatedunder,”hesays.

“FortheCEO,itwasaseismicshift.He
realisedthatbyempoweringhispeople
theyactuallyover-performed,whereas
underacommandandcontrolapproach
theydeliveredtotarget.”

AccordingtoRichard,it’svitaltoassess
anorganisation’scapacitytoabsorband
implementnewideas:“Abusinessmust
understanditsabilitytoconsumechange,
notjustcreateit.That’ssomethingmany
companiesfailtoask.”

Customer First

Short-sighteddecisionsareoftenmade
inabidtocutcosts,yethaveanegative
impactonthecustomerexperience.
ForRichard,thiswasoneofthemost
significantlearningshebroughttothe

transformationatBT:“BythetimeI 
left,thecustomerwasattheheartof
howwethoughtaboutthebusiness 
ateverylevel.”

Mark Newton-Jones,CEOofMothercare
andformerGroupCEOofShopDirect,
statesthatinaturnaroundsituation, 
“it’snotuncommonforabrandtohave
losttouchwithitscustomers”.Froma
retailperspective,heemphasisesthe
needforconstantfocusonproduct,
presentation,priceandservice.

“Youhavetodifferentiateonthose
thingsanddothembetterthan,or
differentlyto,yourcompetitors,”he
says.“I’vedefinitelymademistakes
withthat,includingtheproduct.Inthe
past,I’vesteeredthingstowardswhat
Iliked,ortomydemographic,rather
thanthecustomersofthebusiness
andthat’staughtmeabiglesson.I’ve
learntnottoimposemyownviewsbut
getclosetothoseofthecustomer.”

Amy Francis,RelationshipManager
atCriticaleye,notesthatthisis
equallytrueforcompaniesseekingto
innovate.“Changeandtransformation
shouldnotonlybethoughtofinthe
contextofincreasingefficiencyand
cost-cutting.Ascompaniesinvestin
technology,it’sessentialtheyhave
theorganisationalagilitytorespond
rapidlytocustomerfeedback.”

Themessagefromseniorexecutivesis
thatchangemustbeembracedandthis
willentailtakingrisks.However,any
transformationagendaisdoomedtofail
withoutbuy-infromkeyemployeesand
theabilitytoreacttowhatcustomers 
aresaying.

Whentheagendaisdictatedbyego,
territorialbehaviourandfearsabout 
jobsecurity,thingswillquicklystart 
tounravel.
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FIVE TIPS ON 
TRANSFORMATION

1. Changesneedtobe
strategic,notreactive

2. Gettheentireleadershipteam
energisedandfocused

3. Co-creationallowspeople
to own the changes 

4. Keepclosetowhatyour
customersaretellingyou

5. Assesstheorganisation’s
capacitytoabsorbchange

Don’tmissothercontentfrom
the CEORetreat2017,including
HowtoCatchCustomers and 
ANewWaveofDigitalTrust
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