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CHARGE

The objectives of the Organizational Transformation Models 
and Benchmarking Project are to:

Provide exemplary transformational strategic processes     
designed and implemented by comparable organizations

Provide exemplary measures of a successful transformation 
such as process milestones, organizational benchmarks and 
best practices.  

Make recommendations as to specific models, tools, and 
procedures that would be most usefully adapted by the 
Administrative Steering Committee.



METHODS

1. Front-end analysis: Interviews with University of 
Minnesota Subject Matter Experts (SMEs) 
(identified by sponsor)

2. Preliminary synthesis of interview data

3. Post-synthesis assessment of task and 
methodology: modified objective and strategy

4. Second round of interviews with SMEs

5. Synthesis of data using Affinity Diagram Method

6. Facilitated analysis of synthesized data

7. Further analysis of data using Kotter and 7S 
frameworks

8. Development of recommendations



SMEs

Not able to establish interview schedule:

• John Anderson 
• Bruce Gildseth
• Richard Pfutzenreuter
• Melissa Stone

Subject Matter Experts:
• Terry Bock
• Kathy Brown
• Jim Buckman
• Carol Carrier
• Chuck Casey 
• Steve Cawley
• Chuck Denny

• Gail Klatt, 
• Bob Kvavik
• Scott Martens 
• Mary Nichols
• Jerry Rinehart 
• Roger Schroeder 
• Linda Thrane



“What critical and unique attributes of change must the University of 
Minnesota keep in mind as it transforms itself?”

FINDINGS

Our PURPOSE in transforming

Local talent and PERSONAL LEADERSHIP

Carefully crafted and adaptive STRATEGY



“What critical and unique attributes of change must the University of Minnesota 
keep in mind as it transforms itself?”

FINDINGS

PURPOSE
• Effective transformation is purpose-driven 

• Purpose needs to be meaningful to all University 
communities and constituencies

• Purpose is required for more than the transformation 
launch, it must be reinforced through-out the 
transformation



“What critical and unique attributes of change must the University of Minnesota 
keep in mind as it transforms itself?”

FINDINGS

PERSONAL LEADERSHIP

• Recognize, develop, and utilize strategic thinkers at all 
levels and in all areas

• Engage community in transformation using  
continuous and authentic communication and 
engagement opportunities



“What critical and unique attributes of change must the University of Minnesota 
keep in mind as it transforms itself?”

FINDINGS

STRATEGY:

• Comprehensive and incremental approaches to 
change

• Innovative products, services and processes
• Continuous improvement utilizing measurements



“What critical and unique attributes of change must the University of 
Minnesota keep in mind as it transforms itself?”

MAJOR THEMES

PURPOSE

PERSONAL 
LEADERSHIP STRATEGY

PEOPLE



Getting the group to work together like a 
team

Creating a vision that to help direct the 
change 

Developing Strategies for achieving that 
strategy
Using every vehicle possible to 
constantly communicate the new vision 
and strategies

1.  Establishing a Sense of Urgency

2.  Creating a Guiding Coalition

Examining the market and competitive 
realities

Identifying and discussing crises, 
potential crises, or major opportunities

3.  Developing A Vision & Strategy

Putting together a group with enough 
power to lead the change

ANALYSIS: KOTTER

PURPOSE
PERSONAL 
LEADERSHIP STRATEGY



Planning for visible performance, or 
"wins"

4.  Communicating the Change Vision

5.  Empowering Broad Based Action

6.  Generating Short Term Wins

Having the guiding coalition role model 
the behavior expected of employees

Gid Rid of Obstacles

Creating those "wins"

Visibly recognizing and rewarding people 
who made the wins possible

Using every vehicle possible to 
constantly communicate the new vision 
and strategies

Changing systems or stuctures that 
undermine the change vision
Encourage risk taking and nontraditional 
ideas, activities, and actions

PURPOSE
PERSONAL 
LEADERSHIP STRATEGY



Creating better peformance through 
customer and productivity oriented 
behavior, more and better leadership, and 
more effective management 

Articulating the connections between 
new behaviors and organizational 
Developing means to ensure leadership 
development and succession

7.  Consolidating Gains and Producing More Change

8.  Anchoring New Approaches in the Culture

Reinvigorating the process with new 
projects, themes, and change agents

Using increased credibility to change all 
systems, structures, and policies that 
don't fit together and don't fit the 
Hiring, promoting, and developing people 
who can implement the change vision

PURPOSE
PERSONAL 
LEADERSHIP STRATEGY



• Kotter’s 8 steps aligns well 
with Personal Leadership and 
Strategy attributes

• Kotter’s “Sense of Urgency” is 
not well reflected in “Purpose” 
attribute.

• Purpose attribute provides a 
philosophical framework for 
appropriate use of tactical 
tools (Kotter).   

ANALYSIS: KOTTER

Mapped to SME synthesis

Getting the group to work together like a 
team

Creating a vision that to help direct the 
change 

Developing Strategies for achieving that 
strategy

Using every vehicle possible to 
constantly communicate the new vision 
and strategies

1.  Establishing a Sense of Urgency

2.  Creating a Guiding Coalition

Examining the market and competitive 
realities

Identifying and discussing crises, 
potential crises, or major opportunities

3.  Developing A Vision & Strategy

Putting together a group with enough 
power to lead the change

PURPOSE

PERSONAL 
LEADERSHIP STRATEGY

PEOPLE



PURPOSE

PERSONAL 
LEADERSHIP

STRATEGY

Kotter 1: urgency
Kotter 2: guiding coalition

Kotter 3: developing 
vision and strategyKotter 4: commun- 

icating vision

Kotter 7: 
consolidating gains

Kotter 5: empowering 
action

Kotter 6: short-term 
wins

Kotter 8: anchoring

ANALYSIS: KOTTER

Mapped onto SME Synthesis

PEOPLE



STRUCTURE

STRATEGY

SUPER- 
ORDINATE 
GOALS

SKILLS

SYSTEMS

STYLE

STAFF

7S FRAMEWORK



STRATEGY

SUPER- 
ORDINATE 
GOALS

STAFF

PURPOSE

PEOPLE

PERSONAL 
LEADERSHIP

7S Framework7S FRAMEWORK
Mapped to SME Synthesis



7S framework represents a non-linear 
web of interrelated attributes; SMEs 
agree that the University’s 
transformation will be non-linear.

7S framework contains 7 interrelated 
attributes; SMEs emphasized 3: 
SUPER-ORDINATE GOALS, 
STAFF, STRATEGY.

7S framework places SUPER- 
ORDINATE GOALS at the center of 
its web; SMEs give PEOPLE that 
position.

LEADERSHIP

STRUCTURE

STRATEGY

SUPER- 
ORDINATE 

GOALS

SKILLS

SYSTEMS

STYLE

STAFF

7S FRAMEWORK
Mapped to SME Synthesis

PURPOSE

PERSONAL 
LEADERSHIP STRATEGY

PEOPLE



“What critical and unique attributes of change must the University of 
Minnesota keep in mind as it transforms itself?”

MAJOR THEMES

PURPOSE

PERSONAL 
LEADERSHIP STRATEGY

PEOPLE



Successful enterprise-wide transformation requires that we:

1. Put people at the center of the change effort.

2. Clarify the vision and share a meaningful purpose to all stakeholders using concrete 
images of intended changes. 

3. Ensure that our aspiration is not larger than the capacity of our infrastructure by 
attending to staff, skills, style, and structural elements of transformation.

4. Utilize and develop strategic thinkers at every level by selecting implementation task 
forces thoughtfully. 

5. Recognize leadership as a personal attribute which can be realized at every level of 
the organization.

6. Realize that strategies are not dualistic. Comprehensive and incremental change 
efforts complement one another and will enable us to identify and prepare for future 
conflicts. Innovation and continuous process improvement likewise complement one 
another.

7. Sustain momentum by embarking on a continuous review process based on 
meaningful  criteria and by providing meaningful rewards for workgroups, change- 
agents and their successes. 

Recommendations



• Is our stated purpose meaningful to all constituencies? 
How do we know?

• How do we build credibility and trust that those leading 
the transformation have navigated a viable course?

• Have we identified skills, systems, style or structures, 
that obscure or obstruct our purpose, so they can 
become aligned?

• Have we been strategic in tapping into our human 
capital to release our organization’s optimal potential 
without burning-out our “go to” people?

• Have we established an approach that achieves its 
goals and minimizes human costs?  

• Have we established strategies that are comprehensive 
yet incremental?  Innovative and continually improved 
based on measurements?  

• What are the best ways to sustain momentum (and 
avoid encroaching skepticism)?

Critical Questions
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