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Who Killed Change?Solving the Mystery of Leading People Through ChangeEvery day
organizations around the world launch change initiatives—often big, expensive ones—designed
to improve the status quo. Yet 50 to 70 percent of these change efforts fail. A few perish
suddenly, but many die painful, protracted deaths that drain the organization's resources, energy
and morale.Who or What Is Killing Change?That's what you'll find out in this witty whodunit. The
story features a Columbo-style detective, Agent Mike McNally, who's investigating the murder of
yet another change. One by one, Agent McNally interviews thirteen prime suspects, including a
myopic leader named Victoria Vision; a chronically tardy manager named Ernest Urgency; an
executive named Clair Communication, whose laryngitis makes communication all but
impossible; and several other dubious characters.The suspects are sure to sound familiar and
you're bound to relate them to your own workplace. In the end, Agent McNally solves the case in
a way that will inspire you to become an effective Change Agent in your own organization.A step-
by-step guide at the back of the book shows you how to apply the story's lessons to the real
world. Key questions help you evaluate the health of your organization's change initiatives, and
you'll learn best practices for enabling and sustaining the desired change.
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#2: CommitmentReflections on Culture and CommitmentSuspect #3: SponsorshipSuspect #4:
Change Leadership TeamSuspect #5: CommunicationReflections on Sponsorship, Change
Leadership Team and CommunicationSuspect #6: UrgencySuspect #7: VisionReflections on
Urgency and VisionSuspect #8: PlanSuspect #9: BudgetA Vision of DeathSuspect #10:
TrainerSuspect #11: IncentiveReflections on Plan, Budget, Trainer and IncentiveSuspect #12:
Performance ManagementSuspect #13: AccountabilitySuper Cops and StakeholdersThe
Autopsy ReportMurderer Announced: Invitation OnlyChange Lives!Helping Change Thrive in
Your OrganizationServices AvailableLeading People Through ChangeSocial NetworkingTools
for ChangeKeynote SpeakersAbout the AuthorsAlso by Ken BlanchardCreditsCopyrightAbout
the PublisherScene of the CrimeAGENT Mike McNally’s dark sedan skidded up to the front door
of the ACME organization under a stormy night sky. The single blue light rotating on the hood
contrasted eerily with the distant flashes of lightning. McNally got out of his car, brushed the
ashes from his overcoat and took a last drag on his cheap cigar.This was his third homicide case
this month, all with the same last name—Change. In fact, the investigation of Change fatalities
had become his life’s work. A clear pattern to the deaths had emerged over the years. Change
would be introduced to an organization with varying degrees of reception. From all appearances
Change would begin to integrate into the organization and then, without warning, Change would
be found dead, quite often with no apparent injury. The evidence was always scant and a sole
perpetrator had never been identified.This time McNally was determined to catch the killer. He
extinguished his cigar, took his notebook from his pocket and slowly walked toward the
door.McNally slipped under the yellow Do Not Cross police tape and walked into the conference
room. The room buzzed with activity. A photographer was taking pictures of the deceased from
different angles, and people in groups of two and three were giving their opinions on what had
happened. At the far end of the room, Change’s body was slumped over the conference table.
Just out of reach of his right hand was an overturned glass. The table was still wet from the
spill.A man unknown to McNally came up to him and handed him a folded note. “The medical
examiner asked me to give this to you,” he said.McNally unfolded the note and read:probably a
homicidepoisoning is the most likely cause of deathdeath was most likely between 7 and 9 A.M.
todaymore after the autopsyMcNally cleared the room, closed the door and began his
investigation of the crime scene. When he emerged an hour later, a woman was waiting for him
outside the door.“My name is Anna,” she said. “I’ll be your assistant. I’ve been told to take care of
whatever you need.”McNally knew who the primary suspects were. He had done this many times
before. The usual suspects were always the same. He opened his notebook and looked at the
list he’d prepared:Culture—defines the predominant attitudes, beliefs and behavior patterns that



characterize the organizationCommitment—builds a person’s motivation and confidence to
engage in the new behaviors required by the ChangeSponsorship—a senior leader who has the
formal authority to deploy resources (e.g., time, money and people) toward the initiation,
implementation and sustainability of the Change; ultimately responsible for the success of the
ChangeChange Leadership Team—actively leads the Change into the organization by speaking
with one voice and resolving the concerns of those being asked to changeCommunication—
creates opportunities for dialogue with change leaders and those being asked to changeUrgency
—explains why the Change is needed and how quickly people must change the way they
workVision—paints a clear and compelling picture of the future after Change has been
integrated successfullyPlan—clarifies the priority of the Change relative to other initiatives and
responsibilities; works with those being asked to change to develop a detailed and realistic
implementation plan, then to define and build the infrastructure needed to support the
ChangeBudget—analyzes proposed Changes from a financial perspective to determine how
best to allocate limited resources and ensure a healthy return on investment (ROI)Trainer—
provides learning experiences to ensure those being asked to change have the skills needed to
follow through with the Change and succeed in the future organizationIncentive—recognizes
and/or rewards people to reinforce desired behaviors and results that enable
ChangePerformance Management—sets goals and expectations regarding behaviors and
results that enable Change, tracks progress toward the goals and expectations, provides
feedback and training and formally documents actual results versus desired
resultsAccountability—follows through with people to ensure their behaviors and results are in
line with agreed upon goals and expectations and that leaders are walking the talk, and
institutes consequences when behaviors or results are inconsistent with those that enable
ChangeMcNally tore the sheet of paper from his notebook and handed it to Anna. “I need to
interview these people as soon as possible,” he said. “I’m thinking thirty to forty-five minutes per
person. Can you arrange that?”“I’ll get right on it,” she said.“Also, it would be great if you could
get me a copy of the org chart, so I can see who works for whom,” McNally added.The assistant
had anticipated this request. She handed McNally a copy of the organizational chart. Then she
was gone.Suspect #1: CultureAT nine o’clock the next morning Agent McNally, sitting in the
same conference room where Change had been killed, read through his file. He looked up as
Carolina Culture entered the room. He knew she’d be his first interview but he would never have
recognized her. Culture was small and unassuming, neither attractive nor unattractive. She had
no distinguishing features, and he thought that if he passed her on the street, he probably
wouldn’t notice her.“Good morning,” said McNally, trying to hide his surprise. “How are you
today?”“Very well,” Culture responded. “And you?” Her voice was smooth and low.“Good, good.
Thank you very much.” McNally was thinking, Why am I asking her how she is? I don’t ask
people how they are. I ask them questions about the crime.Her voice pulled him from his
thoughts. “Did you have some questions for me?” she said.“Yes, I do. Where were you yesterday
morning?” he asked.“I was here. I’m here most all the time.”McNally did not interpret her



comment as either whining or martyrdom. It came across as just matter-of-fact. “Did you visit any
departments?” he asked.“Oh, yes. I make my rounds. I’m in every department most every
day.”“Did anyone see you up here yesterday?”“That’s an interesting question,” Culture replied.
“People here are really busy. And let’s face it—my role isn’t exactly high profile. So I really can’t
answer that. You’ll have to ask them.”McNally found himself straining to hear her. “How would
you describe your relationship with Change?” he inquired.Culture did not hesitate. “Discreet,” she
offered.McNally prodded, “Can you help me with that?”“Change’s role is designed to be high
profile,” she replied. “He consulted me a few times but, in general, it was behind closed
doors.”McNally replied, “He consulted you? Were you able to help him?”“I think so. It’s hard to
say. It’s not my style to micromanage. Since he never discussed any problem with me twice, I
assumed he was able to work through the challenges he was facing,” she said.“Micromanage—
does that mean Change reported to you?”“Oh, no,” Culture said. McNally thought he noticed a
hint of a smile. “No one reports to me. I’ve been around here longer than you would believe. My
role has always been to define the beliefs that guide how we operate here. You could think of my
role as a compass that points in a direction, but it’s not a map that details how to get from point A
to point B.”“So, what was it that Change consulted you about last?” McNally asked.“VALUES!”
Culture replied so loudly that McNally found himself backing up in his chair. She continued at a
volume that was much too loud for the size of the room and their proximity to each other.
“Change wanted to use our organizational values to leverage what he was trying to get
accomplished. I tried to teach him that if your actions are consistent with your values, you have a
better chance of success.”“And those values are…?” McNally asked in a soft voice that was
perhaps an unconscious attempt to normalize her previous intensity. It didn’t work. Culture
launched into an even louder monologue that McNally could describe only as overly
rehearsed.“V is for Very Efficient. To reach our business goals, we must operate in a manner that
is very efficient. We have to appropriately allocate resources and control our costs.“A is for A
Customer Focus. We have many customers and we have to provide each of them with the
highest level of service.“L is for Lots of Teamwork. We can achieve more by working as a team.
At ACME we believe ‘no one of us is as smart as all of us!’“U is for Understanding. At the core of
understanding is listening. Each individual will bring a point of view to a situation or opportunity.
By listening and understanding all points of view, we will make better decisions.“E is for
Excellence. Our products are our livelihood. Anything less than excellent is unacceptable.”The
contrast between his first impression of Culture and the strength of her presentation about
ACME’s values was stark. But then McNally considered that strength and decibel level were not
necessarily synonymous. He detected no passion in her delivery and sensed that the volume
was a substitute for real feeling.“The values you speak of come through loud and clear,” McNally
said. “But I’m betting there’s a disconnect between those values and what’s actually going on
here.”Culture did not respond. McNally made a mental note that he had not seen Culture blink
the whole time they had been talking.“Would you mind responding to that?” McNally asked
politely.“Sure—but I didn’t perceive it to be a question,” she said, lowering her voice. “As I told



you before, my job is to lay the groundwork and to point in a direction. I don’t control whether the
individuals or teams live by our values.”McNally wondered how well Culture knew Accountability.
He knew that if Accountability were doing his job well, he would reinforce the behaviors that
drive Culture. McNally had worked enough cases to know that there was always some gap
between espoused values and the day-to-day behaviors of people in that organization. At this
place, he suspected it was more of a wide gulf than a small gap. Surmising that Culture was not
going to take any responsibility for the disparity, McNally changed tactics.“Any idea who killed
Change?” he asked.“Not a clue,” Culture responded immediately.“But surely,” McNally coaxed,
“with your long history here and the long hours you put in and with your obvious influence on the
organization, you must have some idea of who didn’t like Change—someone who wanted to get
Change out of the way.”“You flatter me, Agent McNally. Yes, I’ve been around a long time and I
do work a lot of hours. I would like to think that I have had, and still have, some influence on this
organization. But I still can’t tell you who killed Change.”Again McNally found himself leaning
forward, mesmerized by the honeyed tone of Culture’s voice.There was a long pause. Then
Culture asked, “Anything else?”“No, I think that’s about it. Where can I find you if I have more
questions?” he asked.“Oh, I’ll be around,” she said.Again McNally thought he caught a glimpse
of a smile. He looked down to consult his notes to see who was next on the list. He looked up
and began, “Thank you for your—”But Culture was gone. He looked behind him and the door
was closed. He had not heard it open or shut. With some embarrassment, he actually pulled his
chair back and looked under the conference table. Nothing. No one was there.That’s just
downright eerie, he thought. Just downright eerie.Suspect #2: CommitmentCHASE Commitment
was the next to appear in the interrogation room. With an earnest face, Commitment smiled at
Agent McNally, shook his hand and sat down.McNally opened with “Thank you for meeting me.
As you know, I am investigating Change’s death. Would you mind telling me a little about
yourself?”“My pleasure,” replied Commitment. “Certainly, like most people here, I wear several
hats. My main focus, however, is to create buy-in for the Changes we employ here.” He stopped
and eagerly looked at McNally.“So tell me more. Can you tell me how you work with leadership
here in regard to Change?”“Happy to,” answered Commitment with a smile. “I’m not sure who
you have interviewed so far and I wouldn’t want to ‘steal their thunder,’ as they say. I can tell you
that I have learned a lot from the Changes we’ve had here over the years. The greatest lesson
I’ve learned is that our employees have fairly predictable concerns when we introduce a new
Change. If we don’t respond to those concerns, the success of Change drops dramatically.
When Change is first introduced, everybody seems to need more information. They want to hear
why they need Change. I work with Ernest Urgency on that. They also have personal concerns—
who wouldn’t wonder if they’ll win or lose when someone announces a Change? Whether
leadership likes it or not, employees don’t buy in to a Change until they understand how it might
affect them. Don’t you see, Agent McNally, that if we get at these concerns and address them,
we are more likely to gain employee support? Again, that’s my job.”McNally felt Commitment’s
passion. In fact, he could envision Commitment on stage behind a podium delivering a



motivation speech, his audience in reverent attention.Commitment continued, “We must be able
to create a picture of the Change and help our people see what it will look like. I need Victoria
Vision for that. And doesn’t it make sense that we should let some of our people be involved in
the decision making about Change? I lean on Spence Sponsorship and Pecs for that.”“Pecs?”
McNally asked.“You’ll meet him later, I’m sure. Everybody knows Pecs. Anyway, after Change
has been here a while, our employees wonder whether or not Change can really be integrated.
Perry Plan should be involved. Terry Trainer should be doing some training, and Isabella
Incentive should provide the encouragement.”Commitment stood up and began pacing, palms
and eyes raised to the ceiling as if speaking to a higher authority. “Eventually, employees have
concerns about whether everyone will be able to truly work together. It’s here that I need you
more than ever, Peter Performance Management and Aidan Accountability.”McNally found
himself looking around to see if someone had entered the room. Nobody had.Head and hands
down now, Commitment walked back to his chair and sat down. McNally noticed that the
suspect was sweating profusely. He grabbed a bottle of water and placed it in front of
Commitment.“Wow, as I was listening to you just now, I felt as though I was listening to a
sermon,” McNally replied. “But despite all your passion, I couldn’t help thinking that your
colleagues might not be totally on board with the lessons you have learned about
Change.”Commitment’s expression told McNally that he was having an internal debate as to how
much information he wanted to share. Finally, Commitment said, “We’re a bit dysfunctional
here.”McNally used silence to urge Commitment to continue.“It’s funny you said ‘sermon’ earlier,”
Commitment continued at last, “because that pretty much sums up what I feel like I’m doing here
—preaching. The congregation—made up of leaders and managers—comes every Sunday.
They smile, nod, shake my hand and then go out and behave any way they want Monday
through Saturday. Academically, they understand that people are much more likely to buy in to a
Change when they are involved in the planning and have an opportunity to influence decisions.
The leaders and managers are just not, may I say, committed to consistently applying the
knowledge. And they fool themselves into thinking our employees don’t see what’s going on.”
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George Bullard, “Who Killed Change Has a Lot to Say to Congregations!. If you like a simple
story, a murder mystery no less, that teaches an important leadership lesson, then you may like
Who Killed Change? by Ken Blanchard and a team of colleagues. Personally I always like the
stories used by Blanchard to get his leadership points across although few, if any, are the
foundation for a great screenplay.The core truth surrounding this story is that many people in
organizations--even congregations--intentionally or unintentionally wound or kill change efforts.
And, it starts at the top as often as its starts in the ranks of employees or members.The story of
this book involves the questioning of 13 primary suspects in an organization to discover who
killed Change. My favorite suspect is Carolina Culture--and it is not because I live in South
Carolina. It is because I see dysfunctional and/or controlling cultural patterns as the villain in too
many congregations.A close second is Clair Communication since poor communication
strategies and tactics often doom change efforts in congregations. That is why I focus so much
on transition before change as the mantra of congregational change efforts I coach.The
concluding truth in the book is worth noting: "Change can be successful only when the usual
characters in an organization combine their unique talents and consistently involve others in
initiating, implementing and sustaining change." [144]Like many Blanchard books it can be read
in one evening, or in my case, one airplane flight. My only significant disappointment is that the
book is written for people and organizations who do their work in a linear fashion. It is hopelessly
left-brained. But, who am I to talk. All to often that is me also.I recommend this book to you. Read
it, have your staff team read it, then engage in a couple of hours dialogue together about how
the story and principles of this book are found in your congregation, denominational
organization, or parachurch organization. Develop and take action on a short list of three to five
things you are doing to do different as an organization in light of what you learn.George Bullard,
The Columbia Partnership, [...], GBullard@TheColumbiaPartnership.org”

Edward Mendlowitz, “How Not to Kill Change. I was in the library looking at the new business
section and two books caught my eye - both had "change" prominently in the title. This little
book, fable style, is chock full of big fat ideas and calls to action. I wholeheartedly recommend
it.It is a fast read and forces you to think about managing change and new initiatives as well
managing in general. This murder mystery has thirteen suspects with each one being carefully
interviewed and it becomes obvious early on who the killers are - most of them!The culprits are
the company's culture, the lack of leadership commitment, the absence of sponsorship and
guidance, the change leadership team, ineffective communication and dialogue, dilution of a
sense of timing and urgency, no transmitting of an inspiring vision, a myopic plan devoid of
details, a stingy ostrich type budget leader, inadequate or no training, no achievable incentive
plan, thwarted performance management with tardy documentation at best and questionable
accountability.Each chapter has a section at the end that concisely summarizes the issues for



that suspect that reinforces the lessons of the chapter. The thirteen attributes can be taken
together or attacked one at a time. My suggestion for company effectiveness is for the leader,
e.g. CEO, owner, team leader, to develop a vision and plan to achieve it, explain it with the end
result and how it will affect everyone at the company, chart the details, and obsessively go
forward with it.”

LookingUp, “Vital Change Management Strategies to Implement Today. Having just moved into a
new leadership role in a new non-profit sector, I was delighted to find "Who Killed Change," by
one of my favorite authors, Ken Blanchard.The book is a concise "whodunit" type
read...exposing the thirteen change killers in an organization. Easily read in two hours...clear
implementation startegies.The mystery in a business setting takes a look at such culprits as:
*Culture of the firm *Leadership commitment *Absence of sponsorship and guidance
*Problems with the change leadership team *Ineffective communication and dialogue *Lack of
urgency *Lack of communication of an inspiring vision *A plan w/o necessary operational
details *A tight budget leader w/o sense of vision *Poor training *Lack of achievable incentive
plan *Poor performance management *Questionable accountabilityThank Ken for a tool that
provides useful checklists describing what change-assassinating behaviors to look for along
with clear solutions I can implement today. A suggestion for you - take the mini-assessment to
determine how ready your organization is for change at [...].”

AmericanDane, “Easy read, easy learn. This is an entertaining, easy-to-read book that takes
each element of effective change process and brings it to life using a film-noir 1930's detective-
style plot.Most will recognize the characters that kill change from failed or diminished change
initiatives in their own organizations. Here, one sees how the 'characters' of change interact from
a more structural perspective that is also funny and disarming.Great book to share with an
executive or CEO who doesn't seem likely to dig deep into the 'best practice' science of change,
but will invest time for a quick read and then 'get' the failings within his/her own organization that
inevitably are going on -- yes even being unknowingly caused -- by a general lack of awareness
of the principles embodied in the book.”

Significantly Interesting, “Nice Overview, tortured metaphor.. I like the way Blanchard uses
stories & metaphor to simplify the concepts that other authors will stretch out over 250 pages of
very small font. The problem I had with Who killed Change is the Metaphor was too complex,
and with such a long list of characters woven through it, I had to read it twice.”

Linz, “Changed the way I think. Brilliant, simple, entertaining and so true. A real eye opener on
why some changes are not sustained.A must read.”

DCW77, “Great overview of why it's easy to fail!!. You will read through this book putting real life
names to what you read, it is so close to the bone you won't be able to help yourself! Really easy



to understand and thought provoking.”
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