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Case Study: 
 
Adderley Engineering 
 
Adderley Engineering is a fictitious company that we have created in order to 
demonstrate some of the steps that an organisation could take to implement a sustainable 
change programme. 
 
 
 

t was probably the worst morning of Jim Turner’s life.  Within a few hours, he 
would have to tell the board that the business was taking a serious downturn and 
steps would have to be taken to cut costs.  Jim knew that the board would be 

reluctant to support a major redundancy programme.  He also knew that reducing his 
workforce would also reduce the chances to secure the new contracts that he was 
negotiating.   
As a new CEO, Jim had introduced many changes into the business.  The chairman, Tom 
Adderley, hadn’t supported any of them.  “Now the old man’s going to gloat,” thought 
Jim.  “The buck stops with the chief executive, and the board is going to blame me for all 
our problems.” 

* * * 
Uncharacteristically, Jim was late arriving at the board meeting.  Tom Adderley gave him 
time to organise his papers before they started on the review.  The first half of the 
meeting went well.  The chairman was relaxed and jovial; the other board members 
reflected his mood.  But when the sales director presented the forecasts, the feeling in the 
room changed dramatically. 
Adderley had lost its second largest customer to a foreign competitor.  Volumes from 
other customers had dropped by 30%.  The room went quiet.  The chairman shot a glance 
at Jim who ruffled through some papers.  He somehow got to his feet and started on the 
presentation he prepared.  The same word leapt off the overheads time and time again.  
Redundancy.  Redundancy.  Redundancy.    
The HR director had prepared all the necessary information about how the programme 
would run and the time plan.  As he launched into his presentation, the chairman stopped 
him. 
“Jim, I can’t sit here and agree this strategy,” said Tom Adderley.  “I’ve known some of 
these people for over 20 years.  We can’t dig ourselves out of this mess without good 
people.  You have to think again.” 
From across the table, Professor Bill Powell cleared his throat loudly. Powell had joined 
the board as a non-executive director around the same time as Jim arrived as CEO.  He 
had run his own business for years and now taught part time in a business school.  As he 
rose to his feet, he addressed his comments to both Jim and the chairman. 

I 
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“Gentlemen, I’ve read dozens of case studies about companies who are in this situation.  
Hell, I was faced with the same thing a few years ago myself.  Jim, you’ve tried to do 
some good things and most of them worked for a little while and gave you good results.  
But the changes didn’t stick, did they? 
“Tom, we can’t hang on to the past, we have to change. You can’t just dump this on Jim 
and his team either, we’ve all got to play a role.  When I had these problems in my own 
business, I looked for some help from a consultant who really turned our business around.  
Now, normally I don’t go much for consultants who write reports, charge you a fortune 
and leave you to get on with it, but this guy is different.  Why don’t you give him a call, 
Jim?” 

* * * * 
Jim was surprised at the board’s support for Bill Powell’s suggestion.  He dialled the 
number hoping that there would be no reply.  A young woman answered the phone 
promptly.  
“Can I speak to Ewan Collins?” asked Jim. 
“Is this a personal call or business?  I know that seems a strange question, but Ewan is 
my father and he retired six months ago.  This is our business number,” said the woman. 
“Oh,” said Jim, “Right, yes it was business, but never mind…” 
“Wait,” she said, “I’m Ewan’s daughter, Jessica Collins.  I’ve taken over the business.  
Can I help you with something?” 
Jessica Collins told Jim that she’d worked with her father for nearly 10 years as an 
associate consultant.  She qualified as an engineer and had also worked as a production 
manager some years ago.  Jim was reluctant to carry on the conversation but thought it 
could get him off the hook if he brought this young girl into talk to the board.  He 
arranged an initial meeting with her the next day. 
 

* * * * 
Jessica Collins didn’t say a great deal during the first part of their meeting.  She let Jim 
ramble on about the things that he’d tried to do, the problems they were having and the 
sorts of issues the company faced.  She made copious notes while they talked.  When Jim 
had finished, Jessica sat forward in her chair. 
“Do you mind if I ask you some questions?” she said. 
Jim agreed and Jessica began to work through some questions about Adderley's key 
business issues and goals, and in particular, about the outcomes that the board wanted to 
achieve. After a long conversation, she sat back in her chair. “Can we have a look at your 
operations?” Jessica asked.   
They walked quickly through the factory.  At points Jessica stopped to observe the 
process, ask questions, and make some notes.  She asked permission to talk to some of 
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the employees, and that made Jim a little uneasy. So far, she hadn’t given him any advice 
at all. 
Jim decided to question her a bit.  “How do we measure up to other companies that 
you’ve seen?” 
“That’s not really the point, is it," said Jessica, “We need to know how well you measure 
up to your customers’ requirements and against your competition.”  
They continued walking around Adderley’s operations for some time.  Jessica took more 
notes. “For the book?” quipped Jim. 
“Well, I'll need to refer to these points when we start to map some of the processes to 
determine where our improvement projects start,” said Jessica.   
“So, you think you can change things, then?” said Jim. 
Jessica stopped and turned on her heel to face Jim. “Look, Jim, I can’t change anything.  I 
can share some ideas and teach you about some tools and techniques, but you’ve got to 
want to make improvements that will last.  From what you told me earlier, a lot more 
than just price is getting in the way of your ability to win new contracts and keeping your 
long-term customers.  If you want to make sustainable change in this organisation, it has 
to be driven from the top and implemented by everyone in your organisation and 
probably in your suppliers’ organisations as well. There’s no quick fix, no silver bullet, 
it’s just hard work.” 

* * * * 
Jim cleared his diary for the next 48 hours and spent them working with Jessica and his 
senior managers to try to understand the problems.  Jessica used a technique called Policy 
Deployment to define some of the company’s key areas for improvement. She and the 
Adderley team worked through the list to identify the priority areas as well as the areas 
where they could achieve quick wins. 
By the end of the session, Jim was revitalised.  He began to get a clear vision of how he 
could get his company back on track and reduce some of the costs that were making them 
uncompetitive.  He spent the next day on the phone to all the board members and senior 
managers arranging a workshop for the following week.  Jessica was bringing along a 
colleague to facilitate the workshop.  Together, they were going to introduce Policy 
Deployment to the board. 

***** 
The board members arrived at the workshop looking less than enthusiastic.  The only 
person in the room who was smiling was Bill Powell.  The chairman sat down at the head 
of the table as Jim entered the room flanked by the consultants. Jim introduced Jessica 
and her colleague George Cohen, the Policy Deployment specialist that she’d brought 
along for the session.  Bill Powell gave her a wink and then called across the table to the 
chairman.   
“Tom,” he said, “why don’t you come and sit on this side of the table so that the 
consultants can take the lead and show us what they know.”  Grudgingly, Tom Adderley 
sat down next to Powell while the consultants got underway. 
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The group worked ninety minutes without a break Initially, it was hard going. Tom and 
the consultants had to persuade the board that the workshop was worthwhile.  Jim and 
Jessica dominated the discussion with examples of problems that they had found. Jim 
also produced examples of customer complaints to support some of their comments. 
 “What seems to be lacking,” said Bill Powell, “is a clear vision.”  At the same moment 
as Tom Adderley scowled, Jessica smiled.  Her dad had taught the professor well.  
“We’ve had a clear vision for years,” barked the chairman.  “We’re not going to change it 
now because things get a little rough.” 
“Maybe not,” said Jim.  “But we need a purposeful vision for the way ahead, a vision that 
is forward looking, positive and inspires people to do the difficult things that they need to 
do.  And it needs to reflect our values. 
“At the heart of all our problems is a basic misunderstanding of what our customers have 
wanted. They are being attracted to lower prices, but those lower prices are costing them 
money because the quality is poor.  Our competitors can’t adapt their processes quickly 
enough to respond to our customers changing needs, but we can. Our real challenge is to 
become a lean organisation that can respond with speed and agility and produce perfect 
quality.” 
 “Sounds like the beginnings of a good mission statement to me,” said Powell.  George 
wrote the words on a flip chart. 
To become a lean organisation by acting with speed and agility and delivering perfect 
quality for our customers… 

“What about the vision statement, then?” asked the HR director.  
“How about ‘building the lean organisation together’,” said Bill Powell. 
“It will do for now,” grumped the chairman. “Can we just get on with things.” 
"C'mon, Tom, " Powell whispered in the chairman's ear.  "We're going to need to do a bit 
better than that if we're going to generate some real consensus and commitment amongst 
the board. You've got to show people that you're leading this stuff from the front." 
When the Policy Deployment session began in earnest, the workshop members were told 
that they were beginning a process that ultimately would be extended to everyone in the 
company.  George explained the catchball process that had worked well in other 
organisations.  He then worked with the team to identify three strategic goals that could 
be supported by a set of projects with responsibilities, deliverables and timescales 
mapped against them.  They filled in a chart called a Policy Deployment Matrix that 
enabled them to see the entire picture at a glance. 
"I've worked with organisations that made radical changes using tools like these," said 
Jessica.  "They use policy deployment to align individual objectives with the 
organisation's objectives, but they don't stop there.  The managers help their people to see 
how the whole organisation can change.” 
Jessica emphasised that changes in the ways of working would need to take place at the 
top too, if the PDM is to be successfully used as a strategic tool.  " We will need lots of 
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leadership by example and getting down onto the shopfloor where the action is," added 
Bill Powell. 
“Being a small company, we haven’t got a great deal of resource to call on to do some of 
these things,” said Tom Adderley.  “I suppose we could bring in more consultants, but 
that’s going to cost more money.   I’d like to see some of our non-executive directors 
taking a more active role.  What do you say, Bill?” 
Powell smiled as he caught Jessica’s eye.  “Well Chairman, I’d be delighted to help you 
with this.  Let’s see if these people can’t teach a couple of old dogs a few new tricks.” 

* * * * 
After the workshop, Jim asked Jessica into his office.  “Now that we’ve got the board on 
side, we’ve got to do this stuff.  How are we going to manage it? It’s alright for those 
guys to get enthusiastic in a workshop, but when it comes down to doing the work, I end 
up being responsible.  Look at this desk, I’ve got calls backing up and…” 
Jessica crossed her arms and leaned against the wall.  “CEO syndrome,” she said.  
“What’s that supposed to mean?” snapped Jim. 
“I’m not trivialising how you feel, Jim.  Lots of chief executives go through exactly the 
same thing at this stage. You’re reacting to the first stages of change. You’re 
uncomfortable, anxious.  You’ll begin to strike out at people that you think are doing less 
than their job,” said Jessica. 
“So now you’re a shrink, huh?” said Jim. 
“Here, let me show you something” she said walking over to the flipchart in the corner.  
“This is called transition curve.  Everyone goes through it. You’ve just learned an 
important lesson in sustaining change.  You can fix all the processes, but the problem is 
with the people.  People have emotions like fear and uncertainty, they have habits that are 
hard to break.   
“One of the most important things we have to do is to help all your employees manage 
their way through what you’re feeling right now. To do that, we’re going to use some 
workshops and exercises to teach you and your managers how to lead people through 
change.  We’re going to develop some soft skills that will help Adderley to introduce 
change quickly and to keep improvements flowing through the business.” 
Jim slumped back in his chair. “You mean continuous improvement, what they call 
Kaizen.  The stuff the Japanese do.  I heard that doesn’t work. I mean, it’s all about 
efficiency isn’t it?” 
“Oh, it works if you do it correctly,” replied Jessica.  “I know of one company that has 
put it quite succinctly. The call it efficiency with a human face, and they’ve been very 
successful at it.” 
“You should call them, we could just imitate their success. How did they do it?” said Jim. 
“They learned from the best in the world, but they never copied any other company,” she 
said. “They found their own way by giving people the key skills and then energising 
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everyone in their company to work towards a common goal. And that’s just what we have 
to do.” 
 

* * * * 
Bill Powell found Tom Adderley sitting in the corner of pub staring into the fire.  
“Drowning your sorrows, chairman?” said Bill. 
“Oh, I guess I just get sore when I seen consultants come in and tell me that everything 
I’ve been doing is wrong,” said Tom.  “You know, when my father opened that company, 
he used to rule with an iron hand. Our customers just kept coming back, even when we 
let them down.  Now the harder we try, the more pressure they put on us.” 
“Tom, all companies are facing the same pressures: aggressive competition from home 
markets and abroad, products that are superseded virtually as soon as they are launched,  
a continual battle to drive costs down while increasing the capability that comes from a 
shrinking pool of skills, and customers that have increasing demands and decreasing 
loyalty.  Those challenges don’t get any easier as an organisation gets bigger or even 
more successful,” said Bill. 
Adderley smiled. “Yeah, so we have to change. We’ll do it. You’ll help us, won’t you 
Bill?”  
“Sure,” Bill replied, “if fact, I brought you something to start you off.  It’s a tool that 
Jessica’s dad gave me years ago.  It helped me get started by making me realise exactly 
how un-ready my company was for change.  Answer these questions honestly and then 
think about how you’re going to help young Turner lead this crusade.” 
Tom Adderley sat back in his chair and sipped his pint while his friend the professor 
made his way to the bar. He unfolded the paper and began to rate his company’s 
readiness for change.   It wasn’t long before he recognised the poor hand of cards he had 
dealt Jim Turner.  By the end of the evening, he knew exactly what he needed to do. 
 

he management team met on Monday morning to plan the way ahead.  Jessica 
and George Cohen were about to begin facilitating the meeting when Tom 
Adderley arrived.  He greeted everyone by his or her first name and then 

proceeded to sit at the far end of the meeting room table. 
George Cohen outlined the Policy Deployment matrix for the senior managers then 
handed over to Jim Turner who led the discussion on how the team could help people at 
every level of the company to align their activities to support the key strategic goals. No 
one said a word. The senior managers looked at Jim and nodded.  They took notes. But 
when it came to contributing ideas, they sat silently.  Things seemed to be going 
excruciatingly slowly until Tom Adderley stood up in the far corner of the room. 
“You see where I am,” he said.  “I’m in a corner. That’s where we all are unless we get 
behind Jim and his team.  This isn’t his problem and it’s not our employees’ problem; it’s 
our problem and we can only solve it together. 

T 



© FRANK NIGRIELLO. All rights reserved. 7 

“I know that some of you think of me as the old-fashioned type. You’re right.  There are 
a few people in this room who came to this business after their fathers and their 
grandfathers had worked here.  You’re the bright young things, you’re the future now. 
You’ve got to help us with what we have to do. 
“I can tell you that our organisation isn’t as ready for change as it should be.  There are a 
lot of us that have been complacent in the past. Yes, that includes me. Right now, Jim 
Turner is the best bet we have for getting out of the mess we’re in.  He doesn’t have all 
the answers and he’s not going to tell you exactly what to do every step of the way.  But 
Jim, I want you to know I’m on the team and so is Bill Powell. Now let’s get down to 
planning our way forward as a team.” 

* * * * 
The meeting that started as a disaster ended as a triumph.  After the chairman identified 
Jim as the leader, the team began to form behind him.  Before the end of the morning, 
George Cohen had introduced the catchball process and arranged to work with each of 
the managers in his or her department. He rigorously made certain that everyone 
understood each step of the process and was able to feedback and influence the plans 
before implementation. 
In each of the projects, the team identified the priority areas as well as the quick wins. 
They put in place plans to use the Kaizen breakthrough process to achieve some fast 
results. Jessica agreed to begin to run training sessions on a tool called 5S to help the 
teams prepare for introducing the Kaizen fast-paced, improvement programme.  She also 
arranged for Jim to meet a team of consultants that specialised in running these 
breakthrough events. 
With a strong plan of action and a clear understanding of their individual roles in the 
programme, the senior management team left the meeting feeling confident in their own 
abilities and enthusiastic about the next steps.  
Tom Adderley took away his task from the meeting.  It consisted of one word that Jessica 
hurriedly jotted on to a piece of paper and thrust in his hand as the meeting ended.  “Can 
you help us with this, Chairman?” she said. 
Tom looked down at the note. The word COMMUNICATION was written in big red 
letters. He smiled at the consultant and whispered in her ear, “tell your dad that I said 
thanks for the crib sheet.” 
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ews about the improvement plans began to circulate around Adderley very 
quickly.  Sceptics were quick to criticise the ideas referring to Japanese working 
practices as dangerous and stressful.  They pointed out to their colleagues that 

productivity increases meant that fewer people would be needed for the operation.  
Rumours began to circulate that the consultants would be ‘improving’ people out of a 
job. 
Jessica first heard the rumours from the consultants working in the factory.  They were 
quick to point out that a support programme of training and communication was needed 
to support their engineering work. 
Her first port of call wasn’t Jim Turner.  He had enough on his plate.  She went looking 
for the communications champion, Tom Adderley. 
The chairman was in his office almost buried in video tapes and books. “Jessica,” he 
called out as his secretary ushered her into the room. “Am I glad to see you. Look at all 
this stuff. I can’t make head or tail of it.” 
The desk was piled high with books on employee communication. To one side was a 
mountain of cassettes from companies trying to sell corporate video programmes. Across 
the floor clippings and photocopies of articles were spread out like giant fans. 
She just laughed out loud at the sight of the chairman’s efforts.  “I’m sorry, Mr. 
Adderley,” she said. “Can I use your phone?” 
Jessica reached across all the books and dialled a number that she knew well. “Dad,“ she 
said into the phone, “I think I need your help.” 
 

* * * 
Ewan Collins was a PR man from the old school.  He knew the language of business and 
he knew people.  He also knew how to make things happen by bringing the two together.  
As a consultant, he’d worked for a few good clients like Bill Powell who kept him 
gainfully employed for many years. Then, six months ago, he handed over the business to 
his eldest daughter and retired to write books and articles. 
“Your girl is pretty sharp,” said Tom Adderley as he passed Collins a cigar. 
The PR man smiled.  “Don’t let her hear you call her my girl, Tom, or you’ll find out just 
how sharp she can be.  Jessica’s worked hard for the business.  She did her engineering 
degree and then got her first job on a production line in Solihull.  Her company promoted 
her through the management ranks and gave her the chance to continue studying. That’s 
how she got her doctorate in organisational psychology. 
“Somewhere along the line she figured out that she could put together what I do with 
what she knew and come out as a change management consultant.  She’s kept pretty busy 
with it, you know.  In fact, if it wasn’t that her godfather had recommended that she help 
young Turner, she was going to turn the job down.” 
“Bill Powell’s her godfather, huh?” said the chairman.  “Well, that figures.  Look Ewan, I 
need help with this communication stuff.  I don’t know if we need an intranet or a video 

N 
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programme or a magazine.  We haven’t got a professional communications guy here. If I 
needed to let people know something, I’d just send them a memo. 
“And then what would happen,” asked Collins. 
“Well, they would read it.” 
“And then…” 
“They would follow the instructions, their managers would see to that.” 
“And then…” 
The chairman looked flummoxed. “What are you getting at, Ewan?” 
“Well,” said Collins, “I’ve always found that you could successfully instruct people to do 
things once or twice. But sooner or later, they’d get back into their old habits and do 
things the way they wanted to.  
“People who wait for instructions seldom really care about what they are doing.  Why 
should they?  They don’t have to think, someone else is doing it for them.” 
“Communication is a simple process, but it’s not always easy.  The first thing you have to 
focus on is that just because you think something is important doesn’t necessarily make it 
important to everyone else. That’s the single point that most often trips up senior 
executives. 
“Next, you have to learn to listen…even when people are not saying anything.  You can 
learn more about what people think by observing what they do than what they say.  But if 
you ask people what they think, they might just take the time to tell you. That’s when you 
start communicating. 
 “Tom, in all my years as a consultant, the thing I’m asked for most is a set of rules about 
communication.  Well, there aren’t any. Different strategies apply to individual 
situations. But, there are four key things that you can use to help you design 
communication about change. They are really simple because they all begin with C. 

 
“The first is context. People need to see the big picture They need to understand why this 
change is taking place and how it fitS into the grand scheme of things.  Then they need 
the content. You have to give them the facts in a clear and simple way. What I always do 
is write down a few key messages in simple English as if I was explaining this to my 
mother.  She’s 83 now and doesn’t always follow things too easily. 
  
“The next thing you need to figure out is the concept. Facts are great, but you have to 
position things for people. Are you instructing them or persuading them?  Is this really 
important or just for information? 
 
“Lastly, and usually the thing that people think about most, is contact. Contact is about 
figuring out the method that you will use to communicate this information. Will it be 
face-to-face in a meeting of some sort, or written in a memo or a letter?  Will you use 
video or electronic communication?  
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“Understanding the relationship between those four elements is critically important.  But 
the thing you can never forget is that everyone you’re trying to communicate with is 
asking the same question, ‘what does this mean to me?’  If you can’t answer that in some 
way, even if it is very general, chances are that you’ll lose your audience completely.” 
 
The two men talked and puffed on their cigars for hours.  All the books were pushed to 
one side and Ewan began to draw on a flipchart.  They talked about all the groups of 
people who had an interest in Adderley, the company’s stakeholders.  Then Ewan started 
to draw a stakeholder map in which he listed the different groups, their particular 
interests or issues and the way in which Tom would communicate to them. 
 
The grid looked like a simple road map for creating a communication plan. 
 

AUDIENCE ISSUES MESSAGE CHANNEL 

Employees Continued 
employment 

Terms and 
conditions 

Skills and learning 

 

 

Our goal is to have 
continued 
employment for 
everyone here, but 
to do that we have 
to make some 
improvements at the 
customer facing side 
of the business.  

Face to face 

Video programme 

Workshops 

Senior Managers Continued 
employment 

Individual role in the 
programme 

If you don’t lead this 
change, it won’t 
happen. 

Face-to-face briefing 

Leadership 
workshops 

Suppliers Continued business 

Cost reduction 

We have to work 
together to increase 
value for the 
customer by finding 
ways to cut cost 
while retaining our 
margins 

Letter 

Conference 

Supplier Programme 

 

Customers Rising costs 

Quality 

Agility 

We’re introducing 
new programmes 
that will reduce cost 
and increase quality. 

Letter 

Face-to-face 
meetings 

Shareholders Loss of value 

Loss of dividend 

Most of our 
shareholders are 
employees.  If we 
can pull together, we 
can increase the 
value of our 
company for long 

Letter 

Annual Report 
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term rewards 

Our Community  Loss of jobs 

 

We’re taking strong 
steps to protect jobs 
through a 
programme that will 
increase quality and 
decrease cost across 
our business. 

Press briefings 

One-to-one meetings 
with local councilors 

 
 
 

he communications programme was well underway when the board met again. 
Jim Turner provided a progress check against the Policy Deployment Matrix.  All 
the projects were on track and, in some of the departments in the warehouse, 

targets were being exceeded on a regular basis. The continuous improvement activity in 
the first two areas of the manufacturing operation delivered good results in a short space 
of time.  People in other parts of the business began to learn about the productivity 
improvements that had been achieved and were enthusiastic about the results. 
Rod Little, the finance director, reported that the company had moved into profit for the 
first time in seven months due to the cost reductions across the business.  Adderley Trust, 
a supplier relationship programme, was also starting to achieve some financial benefits 
for both Adderely and the suppliers that were taking part.  Bill Powell, who had been 
working with the sales director, gave a short presentation on a new programme that was 
beginning to generate new sales at home and abroad.  
“Well, gentlemen, things look pretty good,” said the chairman.  “But they won’t last. 
Jessica and I have been looking at some of the issues that have come from the 
communication surveys that we’ve been running. 
“The bottom line is that our managers are letting us down.  They just can’t handle all this 
change and because of that they are putting unnecessary pressure on our people. The 
people in our factories and warehouses and offices are working hard, but they don’t have 
the right skills to do the job efficiently.  We’ve started introducing new programmes and 
ways of working that are producing results.  But once the consultants move on to another 
part of the business, the grass just grows back.  We need to do something different, to 
take some risk for our future business.  Jim and Jessica have put together a presentation 
that I’d like you to consider.” 
The CEO and the consultant spent nearly an hour outlining a programme that would bring 
radical change to the company.  They called it I-Learn, a title that represented the key 
traits of a new learning programme: independent, integrated, interactive and individual. 
“We can’t drive continuous improvement without improving our people,” said Jim 
Turner. “Our people have stuck with us through some tough times. They are loyal, 
enthusiastic and intelligent.  But the world around us is changing so fast, we just can’t 
keep up without a clear action plan.” 

T 
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Turner outlined a route map for setting up the new programme.  All employees would 
have personal learning plans agreed with their line manager.  The learning had to be 
related either to their current job or to a potential future job.  All the individual’s learning 
requirements were being mapped onto a central database developed on the company’s 
intranet.  The key skill requirements were then grouped together so that the HR team 
could track the organisation’s learning needs at the touch of a button. 
 Adderley’s HR team had set up a relationship with local business support services to find 
the best training organisations in the area.  These training agencies would be brought 
together with Jessica’s consultants to develop and deliver a programme that specifically 
addressed Adderley’s needs.  
Cost was a real issue for Adderley, explained Turner.  The company’s finances did not 
allow such as major investment in training. However, by bringing some of the companies 
in Adderley’s supply chain into the programme, costs could be shared more effectively.  
The focus on benefits for the supply chain also brought potential for public funding 
through the business support services. 
“This is a big risk,” said Turner, “and we’re not exactly flush with cash at the moment. 
But I believe that Jessica is right when she says that we can’t sustain the good things that 
have been achieved without equipping every one of our employees with the knowledge, 
skills and tools to help us move closer towards our shared vision. We need to introduce 
new leadership skills into Adderley.  Our people need more technical training to be the 
best at everything they do in their day-to-day jobs.  And, most importantly, all of us need 
the personal skills to help us communicate our ideas, work in teams across the business 
and manage relationships inside our company and with our customers and suppliers. 
Gentlemen, we need your faith and your personal support to do this.” 
Rod Little squirmed a bit in his seat. As the board members were nodding in agreement, 
he began to speak. 
“Chairman,” he said, “the Chief Executive is right when he says that we need to do this, 
but he is also right when he says that we can’t afford it. I’ve never seen real, hard 
evidence that training programmes bring real benefits to the balance sheet.  As a private 
company, we’ve just about managed to keep our institutional investors with us through 
these wide-ranging changes.”  
Then the finance man rose to his feet and leaned across the table.  “Gentlemen, 
everything I’ve ever learned about accounting tells me that Jim’s proposal is wrong, but 
everything I’ve learned about our business during the past few months tells me it is right. 
I’d like to move that we support this programme fully.” 

* * * * 
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15 Years Later…. 
 

t the Lean Summit conference in Geneva, Jim Turner was leaving lunch when 
someone wearing a press badge and carrying a Sony Thoughtman stopped him.   
“Excuse me, Mr. Turner, my name is Rob Armstrong,” he said holding his hand 

out with the greeting.  “I was on the local paper when you ran Adderley Engineering.  
I’m now writing for Global Management Today and I hoped that you might have some 
time for an interview.” 
“Well, er, fine Rob, when do you want to do that?” said Turner. 
“How about now? We have half an hour until the next session,” said the reporter. 
Turner didn’t like to give interviews, but he remembered how supportive the local paper 
had been when Adderley started the I-Learn programme and the glowing tribute it carried 
when Tom Adderley retired. 
“OK, let’s try and keep it brief though,” he said. 
The reporter set out the Thoughtman on the table. Turner had seen these devices before. 
Like the old Walkman models, these things had become the latest trendy fashion 
accessories for the up-and-coming executives.  “You know how this works right?” said 
the reporter. “You just talk normally and it will turn our conversation into an article. You 
can have a copy of the file to take with you if you want to change anything.” 
The interview started with some basic questions about Turner’s background and 
education, and then the reporter asked about Adderley. 
“Did you leave Adderley because it was being taken over by a larger company?” asked 
Armstrong. 
“Well,” said Turner hesitantly, “yes and no. You see, in a few short years, our team had 
turned Adderley from a failing manufacturer to a case study in organisational 
transformation.  And when I say ‘our team’ I don’t mean just the top managers or the 
board. All our employees really pitched in.   
“After we began the I-Learn programme, they really got excited about the potential for 
the future. Breakthrough improvement events were being run regularly.  We standardised 
our processes across every part of the business.  Our small I.T. department started 
working with a local university to build a knowledge management system.  We were 
installing computers right on our production lines and running short courses on the PCs.  
People were learning quickly, building up our database of knowledge, improving on that 
and making a real contribution in terms of productivity, quality improvement and cost 
reduction.” 
“But, it wasn’t working, right?” probed the reporter. 
Turner shook his head. “Wrong, it was working.  It was really working, and we were 
winning business.  When Tom Adderley retired and appointed me chairman and chief 
executive it was the proudest day of my life.  Adderley was a success story and everyone 

A 
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knew it.  But we also knew that we were too small to compete on a global basis with 
some of the other players in our industry.  We could do a lot more, but we needed some 
additional clout in the marketplace.   
“I had been talking it over with Tom and our board members for a long time when 
Dexitron approached us. They’re a great company with a great reputation for quality and 
innovation. They recognised what we had done in Adderley and they wanted us to join 
their organisation.   
“At first, I was sceptical, but I could see that their culture was very close to ours. Sure, 
there were differences, but their top team said they wanted to approach the acquisition in 
the spirit of a merger, and they promised to protect the jobs of everyone in Adderley.  It 
was a great deal, and it would secure the future of our people for years to come.” 
“But not for you?” asked Armstrong. 
“No,” said Turner. “That was my choice. I could see that Adderley was going to adapt to 
be even stronger and more agile with the additional opportunities that Dexitron would 
bring and I was pretty excited about that. 
“But one morning I got a call from a friend of mine who had just started working with a 
company in the North.  She told me that the company was failing and needed a new CEO 
to turn it around.  She’d just begun a big consultancy contract there and asked if I’d like 
to meet the board. 
“Well, as they say, the rest is history.  I joined Roxborough Ltd three years ago and I’ve 
never looked back.  Roxborough and Adderley are totally different companies, but I 
could apply a lot of the stuff that I’d learned about engineering and lean thinking, and 
most of all, about people. It has really paid off.  As you know, I’m presenting the case 
study on Roxborough at this afternoon’s session.” 
“Yeah, I intend to catch that,” said the reporter, “but just one last thing about Adderley.  
Wasn’t there a time when you’d really had enough? I mean, didn’t it get to the stage 
where all this improvement and learning just ended up being more management jargon?  
You know, people say that all you need is better technology and you can cut the 
workforce in half and double the productivity.” 
Turner smiled and put his hand on the reporter’s shoulder. “Rob, people have been saying 
that since the start of the industrial revolution. But when you get on to the shop floor and 
a problem arises, or you’ve got to adapt something quickly, or for any number of reasons 
you need to find a new solution, only the creative talents of highly skilled, committed 
people will give you the competitive edge that you need.” 
“So, when you got to Roxborough, did you just copy what you did at Adderley?” asked 
Armstrong. 
Again Turner shook his head. “Absolutely not. Some years ago, I was told that you 
couldn’t just copy someone else’s success. You need to learn from other companies and 
work out how you can apply that learning to your own organisation.  No two companies 
are alike, so you have to find your own way.” 
The reporter realised he was running out of time and hurriedly asked one last question. 
“Is there a secret formula, some great lesson that you can share with everyone else?”  
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“You know,” said Turner, “the next speaker this afternoon is a guy called John Neill. I 
met him a few times over the years at events like this.  He once said to me that knowing 
what to do is only five percent of the solution; doing it is the really hard part.  I never 
forgot that and I hope you won’t either. It is the best advice you can give to anyone who 
really wants to drive change. Now you’ll have to excuse me or we’ll both be late.” 
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Is Your Organisation Ready for Change? 
 
Question Definitely 

Score 3 
Mostly 
Score 2 

Not at all 
Score 1 

1. Can your organisation state explicitly the 
factors that are driving change? 

   

2. Is the need for change clearly recognised by 
the organisation’s leaders? 

   

3. Can you identify a team of senior people who 
will lead the change? 

   

4. Does the CEO/Chairman demonstrate that 
he/she is the owner of the change 
programme? 

   

5. Is there a clearly identified team of change 
champions? 

   

6. Is there a clearly identified change manager?    

7. Is there a clearly articulated vision of the 
changes that are required? 

   

8. Is there a clear vision of the outcomes?    

9. Is there a clear plan for change that includes 
milestones and responsibilities? 

   

10. Have you mapped the implications of the 
planned changes? 

   

11. Do the organisation’s goals or targets depend 
on achieving the change? 

   

12.  Is there a clear definition of the skills 
required to carry out the change? 

   

13.  Does the change team have these skills?    

14.  Is there a support team (consultants, 
specialists etc) in place? 

   

15.  Have you identified all the stakeholders in 
the change process? 

   

16.  Have you identified some stakeholders who 
will benefit more than others? 

   

17.  Have you identified some stakeholders for 
who may view the change negatively? 

   

18.  Does your organisation have well-proven 
methods of communication with all its 
stakeholders? 

   

19.  Have you put in place specific 
communication channels to inform people 
about change?  
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20.  Do you have a way of getting feedback from 
your stakeholders? 

   

TOTAL SCORE    
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