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1.

Why Organisational 
Change Capability Matters

In Stephen Covey’s classic The Seven Habits of Highly 
Effective People the author emphasises that personal 
effectiveness lies in managing the ‘P/PC balance’.

‘P’ stands for Production of desired results. Covey 
analogises this as the ‘golden eggs’ – or focusing your 
time on output; the most urgent, time-consuming side of 
the equation; the effort which produces most immediate 
output.

‘PC’ stands for Production Capability which is the asset or 
‘goose’ that produces the golden eggs.

Time, effort or financial investment in the PC factor creates 
leverage and therefore results in improved ability to produce 
bigger, faster or better-quality outcomes. This tends to be less 
urgent than Producing but with minimal investment it can vastly 
benefit Production.

Essentially Covey emphasises the importance of getting the right 
balance of P and PC. We tend to neglect one, to the detriment 
of our careers and personal lives. And it is often PC that is 
forgotten as we fall victim to the busy trap. 

In Blue Seed’s experience, when it comes to driving 
organisational change and transformation, executives and 
transformation leaders also fall into the busy trap of ‘delivering 
change’ (P) one project at a time rather than improving their 
overall organisation’s ability to deliver and adopt change with 
ease and at appropriate pace over time (PC).

Adding to this syndrome is the tendency for projects to operate 
in isolation. With temporary project teams isolated from the 
ongoing organisation, insights, knowledge and assets produced 
on each project are filed away, forgotten, never to be re-used as 
leverage for the next project or people assigned to deliver.
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2.

Achieve more consistent 
success across your business 
and transformation portfolio
Does your organisation just focus on delivery of distinct projects? 
Or does it focus on delivering more consistent change success 
across the business and transformation portfolio?

Projects rise then pass out of existence entirely, rather than 
leaving a legacy of capability enhancement. The PC element 
frequently gets overlooked.

Executive change leaders face an urgent need for action; 
to start realising the business case benefits from dozens of 
projects as a result of millions or even billions of dollars in capital 
invested in transformational change. Boards, customers, investors 
(or taxpayers) expect it and executives must deliver. We 
understand.

But would an elite athlete ever win if they turned up for 
competition but didn’t practice, exercise or even have a 
coach to drive them and set a strategy to improve over the 
season?

The most exceptional leaders we work with are intent on leaving 
their organisations in better shape than when they found them. 

They don’t just want to deliver change; they want the 
organisation to be future-fit; with change agility codified into 
operational systems, processes and people. They know their 
enterprise must prepare for rapid organisational change as the 
disruptive forces of COVID-19 and the Fourth Industrial 
Revolution continue to impact.
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3.

What is Change Capability?

At Blue Seed we work side-by-side with Senior Executives, 
Program Delivery Leaders and their teams to deliver 
organisational changes that are necessary to stay 
competitive, customer-focused, compliant and profitable.

We also have a deeper focus and offerings that help clients 
improve their ability to repeatedly deliver complex organisational 
changes with ease now and into the future, as individual leaders, 
employees and as an organisation.

We call this developing their change capability.

More than ever, change-capability is critical to long-term 
organisational success. It is a significant source of competitive 
advantage – both for enabling superior customer and 
shareholder value, as well as for attracting talent.

While the drivers of change are shifting, the urgency to change 
is far from unabated. In a recent Fortune survey 75% of 
CEO’s said the COVID-19 crisis would accelerate technological 
transformation. The capability of business to adapt quickly will 
re-shape the competitive landscape, highlighting market leaders 
and failures.

At a more fundamental level, several degrees of change 
capability are simply necessary for enterprises to stay in 
business and for public services to stay funded.

When developing organisational change capability, our clients 
are most interested in what ingredients constitute a change 
capable organisation. Outlining this is a logical step in diagnosing 
change capability issues and identifying areas in need of 
enhancement or greater leverage.

It is important to view change capabilities as assets.

In breaking down and understanding change capabilities, we 
should call an organisation’s change capabilities ‘assets’ because 
it frames our thinking about them. Assets are things to be 
invested in with the expectation of a multiplication of that value 
returned over time.

Your organisation’s Change Capability Assets can be categorised 
into the traditional organisational elements of people, process 
and systems and broken down and defined as shown on the 
following pages.
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Change Capability Assets
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Change Leadership
Capability

The mindset, skills and knowledge of executives and senior leaders to understand, 
communicate and lead workforces through change.

Change-capable
Culture

The prevailing employee culture’s attitudes towards change and their ability to rapidly 
transition to a different state, mentally and more tangibly. In particular, cultural traits such as 
transparency, psychological safety, silo avoidance, trust in leadership and collaboration tend 
to enable change capability.

Specialist Change
Delivery Expertise

The availability and credibility of expertise within the business in the field of organisational 
change management and change leadership development. Expertise in related fields such as 
innovation, leadership and strategy can be beneficial to change capability but neglect essential 
delivery capabilities.

Executive Buy-in
(for Change Capability & 
Change Delivery)

The degree to which executive team members understand the necessity of managing 
and leading change in a structured, well planned manner, considering the need to 
understand employees’ complex human needs and lead and to support them through 
the change process.

Strategic Clarity
The extent to which your workforce understands the enterprise vision and is behaviourally 
aligned and emotionally committed to the company’s strategy.

ASSET DEFINITION

1 People
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Change Capability Assets
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Change Delivery
Operating Model

How change management is integrated into the project delivery organisation and operating 
business. Also, the prominence given to the change management ‘function’ (whether owned 
by specialist change managers, HR or other resources).

Flexible, Capable
Delivery Methodologies

The ability of the organisation to deliver and manage change through multiple delivery 
methods such as Agile and Waterfall technology delivery and leader-led operating model 
transformations. Also includes the degree of knowledge and skills in a variety of methods; 
whether method is matched appropriately with change type; and degree of discipline in 
execution.

Talent Management
Strategy and Process
Alignment with
Target State

The degree to which talent management processes including reward and recognition, 
performance management, recruitment and retention, are aligned to and support strategy 
and transformation objectives.

Enterprise
Portfolio-level
Change Governance

The ability of executives and senior leader decision-makers to collaboratively review a large
portfolio of change initiatives and make decisions in the interest of the business as a whole, 
not just individual change projects, thereby maximising overall performance of the change
portfolio.

ASSET DEFINITION

2 Process
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Change Capability Assets
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Single-View-Of-Change
(System & Governance)

A system that captures information from multiple change projects (such as change scale, 
degrees of impact, and timing), enabling business leaders to make informed decisions about 
how and when to implement projects, to maximise the odds of overall success in terms of 
change adoption, not just project cost-minimisation.

Change Measurement
Systems

The approach and application of resources to track change adoption and success against 
target outcomes set out in the business case, thereby determining further action required to 
rectify issues, enhance success or declare failures.

Change Data Analytics
Advanced systems used by change delivery resources to identify how change is progressing, 
from the perspective of employee awareness, support, commitment and adoption of changes.

Effective Formal
Communication
Channels

The extent that workforces pay attention to, consume and understand change messaging
delivered via formal communication channels, whatever the platform.

ASSET DEFINITION

3 Systems
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4.

Assessing and Developing
Change Maturity

Once these change capability assets are defined and 
understood, the next step is to assess your organisation’s 
level of change maturity against them.

This involves evaluation and diagnosis to identify problem 
areas, bright spots or opportunities to enhance each asset.

If your change projects aren’t being supported, adopted or 
utilised to the degree you hoped, it is important to find out why.

For some organisations, the biggest returns could be gained 
from the development of a Change Capable Culture and 
Executive Buy-in in the People category. For others, improving 
the effectiveness of systems like Formal Communication 
Channels and Change Data Analytics will remove their biggest 
barrier to achieving more change success. Knowing which ones 
to start with, requires a structured, unbiased diagnostic process 
to ensure support, get quick wins and ample bang-for-buck.

Quickly boosting one or two creates leverage for better delivery 
outcomes. Boosting many over time can create vastly different 
outcomes in your change portfolio, long-term.

Assessing and boosting change capability is a valuable 
exercise for any organisation investing heavily in 
change, but we regard it as mandatory when beginning a 
significant transformation.

In our experience, this is a challenging task for CEO’s, executives 
and transformation professionals. While they may have 
observed several disparate organisations in their own careers 
from a change capability perspective, they are unlikely to have 
assessed them with this level of clarity and there is usually 
no clear benchmark or comparison available, without seeking 
outside help.

CASE STUDY

Change Maturity Accelerator

Recently, Blue Seed conducted our Change Maturity 
Accelerator at a New Zealand-based bank, to boost the 
people change stream of an enterprise-wide transformation.

Delivering to our structured methodology, Blue Seed 
analysed change processes and systems and led a series  
of interactive workshops.

This involved meeting with over 100 senior leaders and 
managers as well as one-to-one interviews with each 
member of the group executive team, in just a few short 
weeks.

With an independent, expert perspective and methodology, 
Blue Seed was able to generate actionable insights for the 
CEO and executive team on what change capability areas 
needed improvement and where immediate focus was 
required, before progressing change delivery plans.

Also, with our experience and numerous case studies from 
other similar organisations, our recommendations were 
backed by credibility and a compelling case that confirmed 
the need for action. We also developed a road-map to 
enhance various change capabilities, which our team went 
on to deliver in partnership with the client, in parallel with 
preparing them for initiatives in the transformation pipeline.
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Assessing and Developing
Change Maturity

As change consultants, we take a unique vantage point in 
our clients’ business, operating across transformation and 
project delivery, HR and the core business. This allows us 
to connect the dots between change capability and delivery 
across these domains.

During another engagement, we once discovered that only 
10% of change-related messages sent through their business’ 
primary communication channel, were being opened (most 
likely, even fewer read content in full).

It was not until we stressed the need to not just send messages 
but to ensure awareness and knowledge were realised, either 
through tracking or more effective delivery methods, that 
they determined that a completely different communications 
approach was needed to support all future projects.

Addressing this, immediately led to more rapid adoption of 
a new software system than any previous tech project, a few 
months later.

Blue Seed has helped hundreds of organisations improve their 
organisational change capability. 

Whether through our Change Maturity Accelerator, as 
part of our complex change consulting service or everyday 
through our advisory partnerships with clients, we share 
expert advice from hundreds of engagements, across many 
industries to evaluate and drive change maturity.

Contact us for more advice on change capability.
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