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Introduction:
The Human Services Summit

A

s the

unIted states and the developed world adapt to new economIc

condItIons and resultIng socIal and communIty turbulence, human
servIces leaders fInd themselves on the front lInes of the most pressIng

challenges. In

the United States, the form and number of challenges are staggering:
13.7 million people are unemployed and looking to workforce systems for help.
Families in need of supplemental nutrition assistance have increased by 57 percent.
Nearly 1.9 million families rely on human services programs for the temporary
boomer generation retirees is increasing demand for new types of services focused on
the aging.
While it’s clear that social services systems are working tirelessly to meet these
environments? Are the communities we serve growing more secure and productive?
Across our programs, how much of an impact do we make?
Center at Harvard, Leadership for a Networked World and Accenture, in collaboration
with the American Public Human Services Association, convened human services
leaders for The 2012 Human Services Summit: Outcomes and Impact. This third annual
Summit, held at Harvard University in Cambridge, Mass., brought together the world’s
foremost human services practitioners, Harvard faculty, fellows and researchers, and
select industry experts.
models and enabling technologies break down silos across human services and health
also learned from each other as leading practitioners shared their best practices on
• Ohio presented their strategy for fusing health programs with human services
initiatives in order to transform their capacity to meet future demands.
underserved populations while improving overall human services performance.

programs.
• The Commonwealth of Massachusetts showed their progress on streamlining
To round out the Summit, participants learned the strategies and skills necessary to
move a human services organization through the challenges of adapting to a new
business model, capabilities and culture.
As a product of the Summit, Leadership for a Networked World is pleased to
present this whitepaper, Outcomes and Impact: Insights from the 2012 Human Services Summit.
The goal of this paper is to help human services leaders envision a transformation
journey for their own organization and realize their vision through concrete actions.

Leaders from federal, state and local human services organizations met at
Harvard University to share insights and lessons, identify best practices, define the
opportunities and challenges in adopting innovations and new business models, and
ideate the future of human services.

The Human Services Summit is produced in collaboration with Accenture.

examples presented at the Human Services Summit.
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“Human services is unique in that demand for services is highest when society’s resources are most
strained. This capacity challenge can only be met by continuously innovating – your role as leader is
to drive and pace this organizational transformation.”
Antonio Oftelie,
Leadership for a Networked World,
Technology and Entrepreneurship Center at Harvard

This whitepaper is ©copyright 2012 by LNW Group LLC. For
reproduction rights please send a request to info@lnwprogram.org
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The Human Services Value Curve

“The ‘Regulative’ model ensures we’re operating well

T

and meeting basic service needs, but to solve long-term

oday’s turbulent envIronment of economIc upheaval, complex socIal challenges and changIng demographIcs

community challenges we need to strive for more

requIres human servIces leaders to not only help IndIvIduals In crIsIs, but also guIde famIlIes and communItIes
to a self-suffIcIent and sustaInable future.

outcomes-focused services.”
David Berns,
Washington D.C.

array of services over time – yielding outcomes that are valued by multiple stakeholders. Capacity for achieving outcomes is grown
in three ways:
level or reduced amount of resources.
• Second, an organization can become more effective at attaining outcomes – i.e., it can measurably improve its ability to reach
goals.
• Third, and most important, an organization can develop entirely new competencies – i.e., it can respond in new ways to create and
deliver previously unattainable outcomes.
Thus, renewing focus on generating the capacity to reach client and family centric outcomes is the central thread to meeting demands
by transforming their business model over time by adopting organizational innovations and harnessing advances in information and

business model takes a deft hand; leaders have to guide their stakeholders through the adoption of new business models, new forms
delivering services and – most importantly – new ways of measuring outcomes.
To help human services leaders make progress on their transformation journeys, Leadership for a Networked World researched
advances along the curve, the enabling business models support new horizons of outcomes. The levels are described in brief as:

Human Services Value Curve

Collaborative Business Model: The focus is on supporting
constituents in receiving all the services for which they’re eligible by
working across agency and programmatic boundaries.

Generative
Business Model
Integrative
Business Model
Collaborative
Business Model

Regulative
Business Model

Integrative Business Model: The focus is on addressing the root
causes of client needs and problems by coordinating and integrating
services at an optimum level.
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Generative Business Model: The focus is on generating healthy
Effectiveness in
Achieving Outcomes

Regulative Business Model: This level serves as a baseline – all human

Efficiency in
Achieving Outcomes

Regulative Business Model: The focus is on serving
constituents who are eligible for particular services while complying
with categorical policy and program regulations.

Efficiency in
Achieving Outcomes

The
Human Services Value Curve in Action
Human Services Value Curve

and socioeconomic challenges and opportunities.

services organizations start here and must meet this level in order to comply with program
requirements. With this basic business model, programs and processes are developed and
managed categorically and are usually aligned with discrete funding streams. Information

Generative
Business Model
Integrative
Business Model
Collaborative
Business Model

Regulative
Business Model

funding, eligibility, case management and client interactions. In practice, operating at this level
enables an organization to react to crisis and respond to acute problems, which are valuable
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ability to meet greater and more comprehensive service demands. When making the
Effectiveness in
Achieving Outcomes

organization and the outcomes desired from programs. Then, take a portfolio view by
scanning programs to assess where collaborative connections can be made.

At this level, strategic steps to move up the Human Services Value Curve include:
• Outcome Orientation:
facing impact.
• Organizational Innovation: Start reforming managerial and operating processes in order to shift the organization’s

organizational model (the way work is organized) and innovations in the technological model (the way work is improved through
information technology). The resulting increase in capacity enables the human services organization to mature and deliver broader
and more valuable outcomes.
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• Technological Innovation: Collaborate on program technology and tools and develop a basic plan to share more
infrastructure across programs and if possible, across organizational lines. Good places to start are on routine technologies such
clients to submit basic applications for services online.
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“If you put the customer first, it makes sense

“Integrating services enables us to not only be more

to collaborate across organizations and align

customer-centric, but also rewire our operations so that we’re

policies, programs and measures in ways that

more efficient and effective as well. We can create better

best help the customer or family succeed.”

solutions that lead to more sustainable outcomes.”

Lucinda Jesson,
State of Minnesota

JudyAnn Bigby,
Commonwealth of Massachusetts

Human Services Value Curve

Collaborative Business Model: As a human services organization

Efficiency in
Achieving Outcomes

and categorical management to support constituents in receiving all the services for which
they are eligible and helping them address immediate needs. In action, entities collaborate on
some policy and programs and may have some common information and referral, intake,

Generative
Business Model
Integrative
Business Model
Collaborative
Business Model

Regulative
Business Model

Human Services Value Curve
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Integrative Business Model:

Efficiency in
Achieving Outcomes

the focus broadens to complete integration of multiple programs and services in order

Generative
Business Model

decision making. Strategically and operationally, the enterprise addresses family centric

Integrative
Business Model
Collaborative
Business Model
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Regulative
Business Model

Effectiveness in
Achieving Outcomes

social inclusion.
Effectiveness in
Achieving Outcomes

At this level, strategic steps to move up the Human Services Value Curve include:

At this level, strategic steps to move up the Human Services Value Curve include:

• Outcome Orientation: Develop policy and program strategies across programs and drive the collection and analysis of

Outcome Orientation: Formulate a human services model that connects desired outcomes to overall community priorities and

i.e., where agencies and programs can collaborate in order to improve outcomes and create outcomes goals that include multiple
programs and organizations.
• Organizational Innovation: Find ways, both procedurally and technically, to share eligibility, service delivery and case
information across programs and organizations. A key goal is to allow and enable caseworkers across programs and organizations

Organizational Innovation:
outcome goals and implement a performance management system to drive change deeper into agencies and wider into programs.
Technological Innovation:

• Technological Innovation: Utilize technology and tools that enable decision making across organizations. In preparation for
a full integration project, make small strides by adopting technologies such as digital records, enterprise content management and

outcome tracking.
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“A ‘Generative’ approach harnesses the insight of all
stakeholders in order to orient human services around
long-term challenges and opportunities that, when
solved, lead to healthy and safe communities.”
Kelly Harder, Dakota County,
State of Minnesota

Human Services Value Curve

Generative Business Model: At this level the focus of the human services

Efficiency in
Achieving Outcomes

Generative
Business Model

foundation of a Generative human services system and its broad outcomes orientation is the

Integrative
Business Model
Collaborative
Business Model

Regulative
Business Model
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Effectiveness in
Achieving Outcomes

and operational processes and technology of the organization will likely be adaptive and
modular, allowing multiple programs and institutions to build, share and deploy information
and services on an ongoing and evolving basis. Additionally, social networks and advanced
information analytics will help organizations synthesize information and trends across the
ecosystem of organizations, jurisdictions and communities in order to become predictive in
time conditions.

At this level, strategic steps to move up the Human Services Value Curve include:
• Outcome Orientation:
organizational culture that can anticipate changing community and client circumstances and shift priorities to maximize outcome
achievement.
• Organizational Innovation:
community of people you serve. Assess if these information patterns inform new ways (perhaps as a pilot project) to structure
• Technological Innovation:
tracking of outcome metrics – such as service loads, expenditures and other key public data points. Start utilizing social media and
if there are opportunities for improving programs and services.
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“Your mission will guide the way. If the mission is to be ready to help the most vulnerable citizens
and families, then every day you should look to orient organizational processes, capabilities and
culture around the most effective and efficient methods to achieve that mission.”
David Ager,
Harvard Business School

Person-Centered Services:
Ohio’s Health and
Human Services Mission

J

ust a few years ago, the future of human servIces looked grIm In

ohIo. the
ranked eighteenth in the nation on
health spending yet 37th on health outcomes; service delivery was stuck in categorical
compliance models; Medicaid spending burgeoned and 40 percent of the state
workforce was set to retire.
state was facIng an $8 bIllIon budget gap; Ohio

Transformation. With a few trusted advisors from previous work, Kasich and Moody
launched three important policy efforts: modernizing Medicaid, streamlining health and
human services and engaging private sector partners to pay for value not volume..
Ohio’s story is one of a few people identifying a few problems and supplying matching
people, problems and policies.
solution that addresses the problem, a policy, and do it in a way that matches up to the

Greg Moody, Director, Ohio
Governor’s Office of Health
Transformation
and a budget on modernizing Medicaid, and streamlining and improving health system

created. Within a year, it consolidated the mental health and addiction services departments and separated Medicaid into an agency on
par with the others.

one plan in a region which means you have to get in a room with your counterparts to submit the plan. We’re consolidating grants

the effort, geared towards designing payment systems that signal powerful expectations for better care. Standardizing and publicly
reporting performance are also important components of the task force’s work, and a health information exchange and a health
insurance exchange are on the docket for 2013.

he also hopes the spirit of the effort will live on though future administrations.
in the past two years, with a goal of 50 percent by 2015. The state also now controls behavioral health spending and has saved $1.5
billion from the Medicaid budget by focusing on provider rates.
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Building for the Future:
Outcomes-Focused Change
in Australia

I

n australIa’s

cape york penInsula cell servIce Is spotty, and textIng
everywhere, indigenous kids in the remote area
clamor for it. On any day, they gather at the region’s most reliable cell service point.
nearly ImpossIble. But like teenagers

Transformation Division of the Department of Human Services. She’s part of the charge
promoting easier citizen engagement in Australia’s human services, an industry that
administers 40 percent of all Australian government programs and services expenditure.
innovation, a retooling of the traditional human services business model and aggressive
incorporation of technologies the average citizen uses daily.
and call centers has been reduced, allowing staff to shift at least some of their focus to
transactions is rising sharply. Service provision is more targeted and timely.

Elizabeth Zealand, General
Manager of Future Service
Transformation, Australia
Department of Human Services
As an example of progress, a phone app for students has been downloaded more than 300,000 times and has over 27,000
unique users accessing the app daily. Students set up their own easy 4 digit passwords, and can input everything from McDonald’s

change was valuable.
increasing by approximately 400,000 a week.
on clients who need serious assistance.

or two who can identify people who need greater assistance with online services.

already existing online.
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Outcomes and Impact:
New Views based on Analytics

Dimensions of Outcome and Impact
System View

Impact View

Measures that leverage trend and root
cause analysis system-wide in order
to forecast future performance and
expected effects (such as families most
likely to benefit from new forms of
case management and services) of new
interventions and program innovation.

Measures of the human services system-wide generative effect that enable
new valuation and solutions (such as
performance-based contracting, pay-forsuccess options, etc.) and improved service design, (creating, starting and ending
programs) development and delivery.

Organizational View

Client View

Measures of the inputs and outputs (such
as program investment, number of families
receiving services, percentage of cases
closed in a given time period, etc.) that
describe and quantify the activity and basic
trends of a human services program or
organization over time.

Measures of how a human services
program has achieved broader outcomes
(such as a client achieving self-sufficiency
as opposed to leaving a program as a
result of non-compliance) for individuals
and families by capturing, correlating and
communicating deeper data and detail.

Measures of internal inputs
and outputs

Measures of client results
and outcomes

Measures across
organizational
boundaries

Measures of single
organization

As human services leaders respond to current demands, they’re squeezed from multiple sides. On
one side is the demand for ever-increasing services. On the other side is demand for ever-increasing
transparency and return on investment. It’s like a vise-grip that gets tighter by the day. Human
services leaders must adopt new ways to measure and communicate outcomes – but how?

The Human Services Summit honed
in on the issue of measuring results
by looking at how human services
leaders are measuring outcomes
and translating them into “impact”
– the effect on individuals, families,
communities and society. At the
Summit, we defined the
value-chain of measurement as:

Inputs: The factors of production such as human capital, technological capital and
general materials that are put into the development of a program or service.
Outputs: The program – such as job training, nutrition assistance, cash assistance etc.
– that serves a stakeholder, constituent or client.

As a human services leader develops a full view of the system, s/he can learn what practice models, case management methods,
interventions and incentives are most effective in achieving improved outcomes. Further, this newfound analysis can be used as a
adopt new business models, innovate operating methods and reform organizational culture.

Outcomes: The result – such as a job found, nutrition delivered, aid delivered – of
the program or service for an individual stakeholder, constituent or client.

Walmart, for example, are mining customer data and purchasing behavior to not only better understand what a person is likely to

Impact: The public value – measured across organizations – that a program(s) or
service(s) delivers for taxpayers, constituents and clients over duration of time.

ways retailers manage their supply chain and their merchandising and has helped them decrease costs, increase revenues and improve
overall shareholder value.

H

teams synthesize information from more than 30 data sets, analyze resource spikes and trends and then use this analysis as part of
a larger care management process. These new capabilities enable caseworkers to anticipate client issues and proactively improve or

measurement across the entire value chain of inputs, outputs, outcomes and impact. When these measures are put together,
managers can assess the performance of a human services system from a wider perspective – across departments, agencies and
jurisdictions, as well as a more granular perspective – deeper within programs and operating units.
In the human services world, these new capabilities will enable managers and stakeholders to take multiple views of outcomes and
impact. These dimensions can be represented graphically as:

target the most effective interventions and tailor solutions to individual clients. This relentless use of analytics has led to dramatic
results – 91 percent of HWSC kids are graduating on time compared to 50 percent for all district students, resulting in a predicted net
return to the community of $42 million.
What’s certain here is that the power of data, networks and analytics will bring a new era of capacity and accountability to the

IstorIcally, organIzatIons have been held accountable prImarIly for measures such as the level of Inputs that flow
Into the organIzatIon and the resultIng outputs.

being driven) to measure outcomes and impact more robustly.
This new capacity for measuring results is enabled by the intersection of networks, inexpensive data storage and data analysis

territory, but it will take sustained leadership to create organizational cultures that will embrace and act on analytics in human services.
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Proactive Services:
The Hillside Work-Scholarship
Connection

I

f hIgh school kIds workIng at wegmans food markets In

rochester, ny

seem extra peppy stockIng shelves, baggIng grocerIes and dIrectIng customers

to the onIon dIp In aIsle two, there’s a reason.
job is an important piece of a plan helping them to graduate and move out of poverty.

Left-to-Right: Dennis Richardson,
President and CEO, Hillside Family
of Agencies; Maria Cristalli,
Chief Strategy and Quality Officer,
Hillside Family of Agencies;
Patricia Malgieri, Chief of Staff,
Rochester City School District.

percent for all city district students, 91 percent of HWSC kids who work at places like
Wegmans are graduating on time. They have higher college retention rates than their
peers, and the predicted net return to the community is $42 million (per 2,000 youth)

focus on data analytics, which has allowed the group to transform the meaning of
funding streams.

also meant not accepting some youth into the program, admitting that those students below the 15 percent probability of graduation
needed more intense services, and those above the 79 percent mark needed fewer. HWSC is currently in the second year of
expand to the other markets soon.
to help curb the high school dropout rate. HWSC in the mid 1990s brainstormed how
to attract more funding by becoming more accountable to corporate and government
partners and better targeting their services to maximize outcomes.
turned to predictive analytics, creating models for what type of student would qualify

Agencies Foundation, which is supported by Wegmans and other private groups.

adds. Creating two models utilizing known risk factors like attendance, standardized
peers – excellent fodder for potential funders. But perhaps more important, HWSC

Data analytics and leveraging strong partnerships may be the next frontier in social services provision, and Hillside makes a strong

percent to 79 percent probability of graduation range – a discovery that changed their
service model.
federal government, it goes to the state government, and it goes to school districts, so it’s spread across multiple jurisdictions. We can
of our students using the data sets to generate lists of students, in partnership with
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Future Focus:
Improving Outcomes for
Children, Youth and Families
in Massachusetts

I

n 2006, the

governor charged Judyann bIgby, head of massachusetts’
executIve offIce of health and human servIces, wIth transformIng
chIldren’s servIces Into a “one-stop shop”. There were too many silos,

team went back to the drawing board. The end result: a generative organizational
model working towards deep integration of child and family services across agencies.
on the cake.
The integration of child and family services in Massachusetts is a story about
leadership with a deft hand. After the shock of resistance wore off, Bigby’s team
proposed a new business model that addressed the concerns, competencies and
asked to improve what they already did well, to innovate together on issues of shared

JudyAnn Bigby, former Secretary
of Executive Office of Health &
Human Services, Commonwealth
of Massachusetts

helped the groups access funds to enable those developments.
According to Anita Light, deputy director of the American Public Human Services
Association, research validated the process. Outcomes can be strong with structural

Integration of services is the ultimate goal, and Bigby’s team is moving forward on
building a sustainable technology infrastructure that can be leveraged across all agencies,
delivery model, and promoting improved outcomes through enhanced data analytics and
integrated performance management.
A prime example is Caring Together, a joint residential procurement between DCF
same type of services for kids with behavioral health problems independently, different
services and desired outcomes.
for kids that need to be taken out of their home; that what we want is an array of
services that if they need some respite there’s a bed for them, but they aren’t stuck in that
bed because the next level of care is not available for them because we didn’t purchase
you tell us how you’re going to provide that array of services for both populations of
Bigby’s team is also using the Affordable Care Act to develop an integrated Medicaid

Bigby says two keys to her success are incrementalism and concern for the vulnerable

and the accountabilities that each one of those had and how those two things were in
support of the vision and the mission of another agency that might be responsible for

Anita Light, Deputy Executive
Director, American Public Human
Services Association

request up with access to existing funding streams.

families to a network of providers with access to Medicaid funding, the program now has plenty of providers who can service kids –

reassessment procedures. Now, kids in DCF care who seem to need additional services are reassessed and given interventions to stop
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measures that document progress toward a transformed system such as honing accountability measures, including social return on
investment; and formulating benchmarks that demonstrate objective markers of success.
• Cost/benefit ratio of administrative burdens:
the administrative burden of process compliance and actual program outcomes. They prioritized continued education of
policymakers, including (even especially) within our own agency structures. Federal policy drives much of this culture, but states
are also mirroring these dynamics.
• “Getting our friends to like us again”: This statement comes from one of our leading members, who has enjoyed a long
and positive relationship with the many prominent interest groups in human services. When his transformation initiatives revealed

• Workforce issues and succession planning:
is sustaining our transformation initiatives beyond a given administration and planning for succession.
• Partnering with nonprofits: As we have known for
years but are being reminded of acutely in the present

The American Public Human Services Association
Commissioners’ Retreat

T

he amerIcan publIc human servIces assocIatIon held Its annual commIssIoners’ retreat at harvard on october 5,
2012, prIor to the 2012 human servIces summIt.
principles and implementing the proposals established in Pathways, the human services transformation agenda that APHSA
unveiled in 2012. Pathways explains why the current human service system is unsustainable and how it must be transformed into

and guidance for both business processes and general agency governance, are available on APHSA’s web site at
www.aphsa.org.

practice information and links to the private sector. Current
contractors as human service agencies move more into
delivery.
ongoing work, particularly those initiatives that are carrying
the National Workgroup of Integration (NWI), a stakeholder
group that will soon complete its second year and focuses
on maximizing states’ ability to fully engage in the funding
opportunities and policy integration work taking place in the
health sector. NWI, which is composed of member agencies,
number of guidance documents for state and local agencies.

include a vigorous communication campaign, expanding the
requests and proposals for the Federal Administration and for
Congress and continuing to ensure our members will be strong
and nimble in the face of the budgetary uncertainty already
dominating 2013.

transformation in 2013. The Innovation Center has already published several issue briefs on the center’s four current priorities: adaptive

Some priorities established in the retreat
discussion include:
• Communication with a wide range of audiences:

As submitted by the APHSA

business clearly and concisely, the public, private sector
and other key audiences can perceive it differently. We are
succeed, as state and local agencies already have in many
• Accountability and outcomes: As APHSA members
concentrate on achieving broad program integration and
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“Exercising leadership then is to identify what you want to

Human Services Transformation:
The Adaptive Challenge

conserve, while at the same time identifying what you want
to change. Work with your people to create a vision for the
future, yet attach this new vision to the historic mission and
ideals. Bring in innovation and new ways of working and

If changing the
business and practice
model of human
services enterprises
is so vital to meeting
current and future
demands, why do so
many transformation
initiatives fail?

on heIfetz, the

kIng husseIn bIn talal professor In publIc leadershIp and founder
of the center for publIc leadershIp at harvard kennedy school, helped Summit
participants address this issue as he led a discussion on how to move human services
organizations through the challenges of adapting to a new business model, capabilities and culture.

adopting a new business model, new technologies and new processes, two forms of innovation
happen simultaneously – technical innovation and organizational innovation:
• Technical Innovation: This form of change is what we’re most used to. Organizations and
people experience this when implementing incremental change (such as updating a process,
technology or management method) within their current organizational structure, authority
lines and knowledge set.
• Organizational Innovation: This form of change is where most people and institutions
get uncomfortable, as it requires the development and adoption of new competencies and
capabilities – often within a new environment, governance structure and organizational design.

numerous places in the organization. Without learning new ways – changing attitudes, values and
behaviors – people cannot make the adaptive leap necessary to thrive in the new environment.
The sustainability of change depends on having the people with the problem internalize the

“In nature you have these three basic tasks – determining what to conserve, what
to discard and what innovations and new ‘DNA’ will enable new capacity. This
is important as a leadership metaphor because really significant change is highly
conservative – small changes in DNA can result in major leaps. This is counterintuitive
because many of us talk with enthusiasm about innovations and change without
anchoring it in all that’s not going to change. And then we frighten people and they
respond to the sense of loss rather than all that’s going to be preserved.”

new competencies, but all the while pace the change in a
way that enables people to deal with the losses and make
the gains their own.”
Ron Heifetz,
Harvard Kennedy School

• Avoidance: People disengage from the initiative –
consciously or unconsciously – as they avoid the pain,
the gains and losses.
• Direct Push-back:
taking place and advocate for previous practice models and
methods of work.
• Circumvention: People will work around leadership
and lobby agency heads, legislators or whoever will lend a
sympathetic ear in order to delay, distract or derail
the initiative.
• Shadow Processes: People will secretly keep past
that come from new models) in order to retain a sense
of control.
Clearly the importance of exercising leadership through
the human services adaptation is critical to success. During
the Summit session, Heifetz offered recommendations for
mobilizing individuals, organizations and yourself:
• Identify the Adaptive Challenges: Be in a position
where you know what will happen next. If you assess and
forecast where the adaptive challenges will arise you can
start working with the people and units affected – moving

Heifetz suggests transformational change cannot be affected completely through authority
actively mobilize stakeholders to address real and perceived loss of important ideals, values and
competencies that have been in place for years while also actively learning new competencies,
the adaptive challenge.
When a person or group isn’t mobilized to work through their adaptive challenge, the resulting
fear of loss and disturbance can spur people to work against the new vision and derail a human
services initiative. Common examples of maladaptive behavior include:

24
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loyalties and identity.
• Start with Micro-adaptations:
need time to work through adaptive challenges – and get to

that set a sustainable pace for subsequent adaptations.

The 2012 Human Services Summit

originated in psychoanalysis to describe the relationship
between the therapist and the patient) for groups to discuss
atmosphere.
• Understand and Assess the Psychology of “Gains
and Losses”:
perceived and real value gains and value losses to each
category of stakeholder, i.e., data center managers will
perceive the value vastly different than an authorizing body
or a senior executive in the initiative. It is important to
discover both sides of the gain/loss equation as perceived
losses affect adoption as much as perceived gains.
• Protect Voices of Leadership:
protect the people who exercise leadership but who don’t
have the cover of formal authority. These people are the
a high capacity for mobilizing themselves and their peers.
Make sure you funnel them timely information, engage
them in helping to voice the necessity of change, and
protect them during the process.
• Hold Steady: Last – and most important – protect
adaptation as much as others. Make sure you work through
your personal adaptation – and even better if you can do
some of it with others. A key element is clearly separating
yourself from your role and understanding that maladaptive
people will attack your role and your authority – don’t take
it personally.
Heifetz’s groundbreaking books including: “Leadership Without
Easy Answers,” “Leadership on the Line: Staying Alive through the
Dangers of Leading,” and “The Practice of Adaptive Leadership: Tools
and Tactics for Changing Your Organization and the World.”
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