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70-85% of major projects do not meet
their stated goals.

-John Kotter
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Desire/Buy-In

Execution
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@@

The right stakeholders
support the plan or action
and want to execute it.

The successful carrying out
of a plan or action to reach
its intended results.
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The Results Equation

R=1]1X X

D x E
O 6

Where:
R = Sustained Results

| = Quality of [dea
D = Desire or Buy-In of the necessary stakeholders.

E = Ability of the organization to Execute the
improvement idea

©Lean Agility Inc., 2012

LEAN AGILITY"



Examples without Desire

"""""""""



SLICED

KLEEN MAID BREAD

Otto Robwedder |
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Presenter Notes
Presentation Notes
Otto Rohwedder was a jeweller in Iowa around the time of the first world war. 
He used his work with watches and jewelry to invent things.   He developed this machine.  It was the best thing since…..(sliced bread)
Convinced he could develop a bread slicing machine, he sold his jewelry stores to fund the development effort and manufacture the machines.
He started manufacturing these machines around 1917.  
Sliced bread – pretty good idea, right?
For  about thirteen years sales languished.  A great idea that just didn’t take off.  Some bakeries, like Kleen Maid picked up his device.  But it didn’t get much traction.
It wasn’t until 1930 that Continental Bakeries marketed Wonder Sliced bread.  They understood buy-in.
In 1933 American bakeries for the first time produced more sliced than unsliced bread loaves.
Moral of the story – if such a good idea can be ignored for so long – buy-in must be important!


Examples without Execution

"""""""""



Execution example
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https://www.youtube.com/watch?v=UR-mBkmV11I
https://www.youtube.com/watch?v=UR-mBkmV11I

R=IxXxDXE
Q00

Without high levels of ALL THREE

...you won’t get the desired results



Apply this to your work

1. Choose a transformation project / initiative that you
are planning or working on.

2. Make your notes as you go — what are its
strengths? Its gaps? What will you do to adjust?

AGILITY
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What is your current “R” score?

R=1xDxE
® O &
Where:

R = Sustained Results

| = Quality of [dea (%)
D = Desire or Buy-In of the necessary stakeholders (%)

E = Ability of the organization to Execute the improvement idea %)

© Lean Agility Inc., 2024
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BUY-IN / DESIRE ()
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In the history of the world, nobody has ever
washed a rented car.

- Larry Summers

)
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Presenter Notes
Presentation Notes
What about this photo tells you that it has been doctored?

In the history of the world, no one has ever washed a rented car.

Ownership is important. If the idea, or the plan is owned by the senior execs, but not the implementers, then it is likely that the implementers will not go the extra mile to implement it.


It is amazing what you can accomplish if you do not care who gets the
credit.

Harry S. Truman



Nurture your “First Followers”

AGILITY"

https://www.youtube.com/watch?v=V74AxCqOTvg
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THE TECHNOLOGY ADOPTION CURVE

Early
Maijority
i.i.i.’.* L ate
"nm Majority
Early
Adopters iiii

©

Innovators

-

https://akfpartners.com/growth-blog/technology-adoption-life-cycle-reach-the-right-market
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Natural
Attractors

https://vimeo
.com/104422
576



https://vimeo.com/104422576
https://vimeo.com/104422576
https://vimeo.com/104422576

Desire / Buy-In

COMMUNICATING YOUR IDEA
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Getting your
idea to
stand out



Presenter Notes
Presentation Notes
How do you get your idea to stand out?  

There are literally hundreds of options that managers have – where they can spend their time.   How do you get them to choose you?


Get your i

The 4 am Test:

How directly does
your idea address
what is keeping
your stakeholders
awake at night”?




Elevator Pitch

Can you "sell" the problem in the time it
takes to get from the ground floor to the
5th floor?

LEAN AGILITY"




Creation of Fall project update (intranet article)

Two-page intranet article

Article
m approved | Elapsed Time 9 months
Effort Time >100 hours
m m Organizational ?
Learning

DG EA
Project
Director
Article
Project Project Comms. posted
Liaison Manager Liaison on

Intranet

Subject Subject Subject Subject
Matter Matter Matter Matter ‘ ~
Expert Expert Expert Expert \

Subject

Matter
Expert

©LEAN AGILITY"
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Presenter Notes
Presentation Notes
This is an example, based on a composite of various organizations who shall remain nameless that we’ve worked with.

It is to show the flow of a simple document as it is being developed – a two-page update to staff on a major transformation project in a government department.  The staff were anxious for news of this project – as they were concerned about their futures. It begins in February when the project DG decides it is time for a SPRING message to staff.

AFTER ANIMATION
The spring project update took so long to complete, because of excessive handoffs, reviews and the message aging and having to be changed  a number of times, that
Our spring project update article that was started in February, became a Fall project update that was published in November.  

All this for an article that should have taken maybe a week of lead time and 10 hours of effort.

But it happens. A lot.  


Desire / Buy-In

OBJECTIONS
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How to Handle Unfounded Objections

LEAN AGILITY"

Prepare — what objections might be made?
Founded or unfounded?

Encourage objections, create a forum
Short, clear, common sense replies

Speak to the majority, not the attacker — make it
safe for the majority to follow

Prepare! ldentify potential objections and
prepare replies in advance.

Deal in good faith with founded objections

25



Four Types of Unfounded Objections

Fear-mongering

Death by delay

Confusion

Ridicule / character assassination

s wh =

EAN AGILITY"

26



Desire / Buy-In

INFLUENCE WITHOUT AUTHORITY
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Influence Without Authority Model

6.
Influence
through

1. 2. 3. 4. 5.

Assume Clarify Diagnose Identify Offer value
personis a your goals the world relevant to other
potential of the currencies person, give and

take

ally other — yours without
person and theirs them
asking

Cohen & Bradford

EAN AGILITY" 28



What is your “D” score?

= I
o
Where:

R = Sustained Results
| = Quality of [dea (%)
D = Desire or Buy-In of the necessary stakeholders (%)

E = Ability of the organization to Execute the improvement idea %)

© Lean Agility Inc., 2024
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EXECUTION (5
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Execution

WHERE IS THE FINISH LINE?
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Finish Line Too Early

https://www.youtube.com/watch?v=vhYfoyGA5wlI
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Execution

THE RIGHT PEOPLE ENGAGED THE
RIGHT WAY
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The right team

* First Followers

* |nnovators

* Doubters

* People who “get things done”
* Clients

 Middle Management

AGILITY

Who will you choose?
Choose, or ask for volunteers?
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Middle Management

* The "forgotten” layer

* Do you focus on engaging senior
management and front-line staff, and
forget about middle management?

* Create ownership by middle management

IIIIIIII
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Execution

SPEED AND FOCUS

EAN AGILITY"



.

The Cost of Hesitation

Impact of Improvement

Elapsed time since
solution identified

LEAN AGILITY"

Analyze carefully,
Implement swiftly

Quick wins.
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Presenter Notes
Presentation Notes
AKA “do it now”.


Lack of focus
= slower projects
= |less likely to succeed
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Lack of Focus: Cost of Context Switching

# simultaneous % of time % time lostto  Hours per week
projects available for each context lost (per person)
project switching
1 100% 0% 0 hours
2 40% 20% 6 hours
3 20% 40% 12 hours
4 10% 60% 18 hours
5 5% 75% 22.5 hours

AGILITY From: Weinberg, Gerald M. Quality Software Management (New York: Dorset House)
i et


Presenter Notes
Presentation Notes
Jerry Weinberg is a software and systems thinker who did extensive research to quantify the cost of  context switching in the development of software. Here’s what he found:

He studied thousands of software development projects – and quantified how much productive time was lost to context switching.  


What problems are likely to happen to a
project that takes 12 months to finish

VS.

the same project that takes 12 focused days to
finish”?

AGILITY



Improvement B -faster
-less effort
Improvement C -less rework

Traditional - “it’s all important -
do it all at the same time”

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Lean -
“prioritize and
focus”

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

©LEAN AGILITY"

From: Scrum: the Are of Doing Twice as Much in Half the Time. Jeff Sutherland, 2014.

M Improvement A Lean Approach: o
-Less “context switching”
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Presenter Notes
Presentation Notes
The boxes are smaller in the Lean Approach – less context switching, greater focus = less effort than traditional approach

But this only works if you are able to reduce your work in progress – the number of things that you are trying to do at the same time.


Create one sticky note per task

CREATE A HIRING PROJECT
PLAN TEMPLATE

FINISH LINE: As a HIRING MANAGER, | know all of the steps in
staffing my vacancy, when they will occur, what my role is, how
much time | have to do my part, and when to expect my hire to

start the job.

Lead: JASON Assigned: Oct. 29

AGILITY
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Work Breakdown - Bite Size Tasks

10 9 3 7 6 5 4 3 2

1

Discuss
Impact = 21 Effort = 5 60 day Go live Communi Adjust Verify Run Adjust ‘t:l!i':;‘l’::rt:ject Design
review across cate tempate experime experime template e prototype
gﬁzﬁEﬁmﬁgNG Htealaar entire org tempate nt results nt for 10 :,,e::;'g:'rrmg template
files and HR
A5 a HIRING MANAGER, [ need to know all of the steps in 1 hour 10 hours 2 hours 2 hours 2 hours Advisors 2 hours
staffing my vacancy, when they will occur, what my role is, how 3 hours 5 hours suggest
much time | have to do my part, and when to expect my hire to Name: adjustments
starciche job Name: Name: Name: Date: Name: Name: Name: Mhour Name:
Lead: JASON Assigned: Oct. 15, 2014 Date: Date: Date: Date: Date: Date: Name: Date:
Date:

Confirm
specific
issues to be
solved by
template
with Hiring
Managers
and HR
Advisors in a
focus group
2 hours
Name:

Date:

Total: 30 hours of effort
Classify by group

« Break down the initiative into the steps that you will need to implement.
» Estimate effort required for each step
» Calculate total effort required

AGILITY
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Visual Project Plan / Kanban Board

i Waiti Waiti
To Do Doing | g | (aems | Done!
) _
£ ||
:
;s |
5 |
s
®
=
S g
53
Team Experiment A3’s Since Last Meeting Notes
Availability ™ > WWW:
> WDW:
g ‘ ~ | WDD:

O LEAN AGILITY"
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Execution

ATOMIC HABITS

EAN AGILITY"



Make New Habits Stick — Atomic Habits

1. Make t
2. Make t
3. Make t
4. Make t

ne new way OBVIOUS
ne new way ATTRACTIVE
ne new way EASY

ne new way SATISFYING

https://jamesclear.com/atomic-habits-summary



Execution

PRE-MORTEM
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Pre-
Mortem

LEAN AGILITY"

Pre-Mortem

CONSEQUENCES (IMPACT)

PROJECT PRE-MORTEM

POSITIVE, LESS LIKELY POSTIVE, MORE LIKELY

i g
[P,

NEGATIVE, LESS LIKELY

PROBABILITY OF OCCURENCE
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What is your “E” score?

R X

= I D x E
© O
Where:

R = Sustained Results

| = Quality of [dea (%)
D = Desire or Buy-In of the necessary stakeholders (%)

E = Ability of the organization to Execute the improvement idea %)

© Lean Agility Inc., 2024
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WRAP-UP
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What is your current “R” score?

R=1I XxXxXDJXE

06

Where:
R = Sustained Results

| = Quality of [dea (%)
D = Desire or Buy-In of the necessary stakeholders (%)

E = Ability of the organization to Execute the improvement idea (%)

© Lean Agility Inc., 2024
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Three things you can do next

1. Review the notes you took today; identify the specific gaps in
your “D” and “E" scores.

2. Close the gaps.

3. Apply these learnings to your next initiative — build them into
your routines.

EAN AGILITY"

52



Not Resistance:
Building Buy-In and Execution in your Change
Initiatives

https://leanagility.com/en/results-not-resistance

Lean Government training,
coaching, consulting
leanagility.com

613 266 4653 or

https://www.linkedin.com/in/craigszelestowski/
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