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CHALLENGES OF DRIVING AND 

EMBEDDING CHANGE 



Step 1 - recognising that this is CHANGE  

Expectations 



Visible 
Artifacts 

Espoused 
Values 

Underlying 
Assumption 

SCHEIN, E. H.  2010 Organisation Culture and Leadership  

Organisational Culture  „the way we do things around here”. 

Mission/vision statement 

Formal guidelines 

Processes 

 

Rules of conduct 

Values 

Standards 

Self evident and  

unconscious behaviour 



Küber-Ross Change Curve  

Shock or Denial 

Anger 

Depression 

Acceptance 

Bargaining 

Integration of change 

Moral 

and 

Energy  

Scire, P.  2007  "Applying Grief Stages to Organizational Change." 

Shock Denial 

 

Frustration 

 

Depression 

 

Experiment 
Initial 

engagement 

Decision 
Learning to work 

in new situation 

Integration 

 



Influence tactics  

Level of 

commitment 

Resistance 

Reluctant compliance 

Commitment 

Tactics 

Negative 
Pressure 

Legitimising 

Coalition Building 

Positive 
Rational Persuasion 

 

Exchange 

Consultation 

Inspirational Appeal 

Gary Yukl  1981 Leadership in organization 



Leadership tools 

Management tools 

Power tools 

Inspiration 

Information 

Intimation 

Role model 

Coercion Punishment 

Training 
Role definition 

Measurement systems 

Vision 

Storytelling 

Conversation 

Negotiation 

Consulting 

Control systems 



Force field analysis  

Forces for change Forces against change 

1       2      3              4  4             3            2       1 

Status Quo 
That‟s not how we do it 

Additional paperwork  

Institute - decision making 

Belief on value it adds  

Ethical obligation 

  

Leadership 

 Reputational risk  

Institutes culture 

Quality science 

 Ethical boards 

Resourcing 

Kurt Kewin 1946  Force Field Analysis 



Institute level plan 

Kotter  - 8 step change process 

1: Create Urgency 

2: Form a Powerful Coalition 

3: Create a Vision for Change 

4: Communicate the Vision 

5: Remove Obstacles 

6: Create Short-Term Wins 

7: Build on the Change 

8: Anchor the Changes in Institute Culture 

Leadership 

Management 

John Kotter 2012 Leading Change 



CASE STUDY:  INITIATING “GOOD 

STATISTICAL PRACTICE” 

 



Significant media focus on replicability 

“Simulations show that for most study designs and settings, it is 

more likely for a research claim to be false than true.”  



A burning platform 

Financial Times 

Sept 2007 

 

“Flaws in use of 

animal tests for 

new drugs” 



Initiating a new vision 

Burning platform Head of 

statistics 

Vision: 

Good Statistical 

Practice 

Awareness 

risk to good 

science 

Reputation 

risk 

Senior 

leadership 

team 

“GSP” 



1. Appropriate design 

2.Appropriate 

reference groups 

3. Planned 

statistical analysis  

6. Randomisation to 

treatment groups 

7. Appropriate processing order 

for treatment, sampling and 

termination 

8. Appropriate order for 

sample processing and 

analysis 

9. Blinding 

10. Monitoring  

5. Blocking 

4. Justification for 

animal numbers 

Vision: formal review of 10 principles of all in-vivo studies 

http://www.google.se/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&uact=8&docid=Hrt-mveGfGvqzM&tbnid=yAS8jRGK9RaRFM:&ved=0CAUQjRw&url=http://www.clipartpanda.com/categories/chain-20clipart&ei=0zkQVKq-BsT8ywP06IDwDw&bvm=bv.74649129,d.bGQ&psig=AFQjCNEC1EgyHbp4FXBqYcaPjUOkAYcmSA&ust=1410435905339565


Coalition construct to develop implementation plan  

Implementation concept 

How? 

Who? 

When? 

Representatives  

from all levels  

 

Scientists Statisticians 

consulted 

Recruited statisticians 

Global 

standard  



Requirements and who‟s responsible? 

• A documented review prior to study starting  
 

• GSP principles must also be summarised in the formal reporting 
 

• Any deviations must be reviewed and documented 

 

 

 

 

•Responsible scientist: applying GSP & engaging statistician 
 

•Scientist‟s line manager:  ensuring studies are planned and 

conducted in accordance with GSP 
 

•Statistician:  providing expert statistical input to animal studies 
 

 



Implementation: focused expectations with short terms wins 

2012 2013 

 

Global 

Standard 

„adopted‟ 

 

Target:  80% of 

internal studies to 

have prior review 

 

Activated 

expectation  for 

internal studies 

 

Extended 

scope for 

external 

work 

2014 

 

 

Publication in 

Nature Reviews 

 

Compliance check: 

82% of internal 

studies 



Process had tracking used to demonstrate value added 

Principle % protocols amended 

(n=255) 

Animal number 57% 

Analysis 28% 

Randomisation 20% 

Experiment procedures 19% 

Design 18% 

Blocking 13% 

Monitoring 7% 

Controls 6% 

Blinding 4% 

 

50% of reviews  

 

 

meaningful change in 

at least one of the 

principles 

 

 

Peers 2014 Can you trust your animal study data? 



MAINTAINING:  

“GOOD STATISTICAL PRACTICE” 

 



Challenges of maintaining momentum in changing world 

• Relocation 

 

• Reorganisation 

 

• Huge staff turn over  

 

• Distraction 

 

• Loss of  experience and knowledge 

of systems 

Change Statistical support? 

• Complete turn over 

statistics support 

team. 

 

• 70% loss of staff 

 

• Change in focus to 

Bayesian/AI  

 

Scientists? 



Focus:  a sign of quality 
 

Training 

Monitoring 

Case studies of value 

added  

Evolution:  simplification   



Conclusions 

• Change isn‟t just about the processes but about culture.  
 

• Successful change requires both leadership and 

management. 
 

• You need senior leadership advocacy.  
 

• Consulting is an essential component to understanding the 

resisting forces and where you need to focus attention. 
 

• There are challenges in embedding changes and ensuring 

the change sticks.   
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