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Why do we need óleadership for changeô?

× the PAs process, and the topic cards coming out if it, provide many 

ideas for doing things differently..

× to implement them, practitioners may be lucky enough to be in an 

organisation, or project, already heading towards sustainability,

but:

× many organisations and projects are not there yet, and will need to 

be changed, to create and take up opportunities

So, T19 aims to help practitioners to initiate and ólead change in 

infrastructure deliveryô, even when you are not the CEO...

ñThe best way to predict the future, is to invent itò     
(Alan Kay, Apple Computer)
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Example ïrefurbish, rather than 
building new: save money & carbon

Essex and Suffolk Water Filter, UK:

Åclient brief required ónew filterô; bad 

past refurbishment experience

Åbut partnered project structural team 

determined the residual structural 

strength, persuaded client to 

consider refurbishment 

Åthen worked with Client supply chain 

and industry concrete specialists in 

detail, to develop innovative and 

successful concrete repair 

techniques ïaccepted it.

Saved money and carbon, 

matches source life - ówin-winô: 

~£7M less Capex; less embodied 

CO2e: gives 15 years life for the 

filter, for source threatened by 

coastal inundation.
How did they change it?

(Source: MWH, UK)
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óFramingô: T19: a different kind of learning

Visionïósustainable infrastructure for developmentô - for the 
UN MDGsô

Advocacy ïó.. a new approach to infrastructure deliveryô ïan 
ñEngineering Project Delivery Plan for the UN MDGsò 

Best practiceïóa toolkit/handbook; using the PAsô Cardsô

Idea

Action

Stories of changeïeThekwini water mains replacement job

Actions for change - who did what, to change the ideas, and 
set up and run the eThekwini programme?

Capability to act for change ïhow to identify, plan and act to 
achieve that change?
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T19a:
Leading change in infrastructure delivery

×Tensions, opportunities and power for change 

×Discussion ïhow would you act for change ïin your: 

Organisation; Project Solution? Sector? ïfirst ideas..

×The ówhenô, ówhatô, and óhowô of acting for change

×Discussion ïcard topics and key content
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Whole 

Sector

Sector 

Reality

Tensions - the ópullerô of change 
(and ïthere are many roles)

Sustainable

Development

Itôs the tensions ïas well as the ódriversô - that produce change 

NGOs, Individuals

Ideal

Leading Organisation

Reality

Are we 

credible?

Are we too

far ahead?

óPurposeô

Innovator

We need to do more

This organisation is not credible

Activist

New SD

entrant

Entrepreneur

Must do

compliance

Regulator

Itôs not 

cost-

effective

Resistor

Need to 

embed it

Manager
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- but change is all down to the CEO, isnôt it?
John Kotter on organisational change

Eight Steps in change (to counter ówhy change failsô):

1. Establish a sense of urgency (avoid complacency)

2. Form a powerful guiding coalition (too little support)

3. Create a Vision (where are we going to?)

4. Communicate the Vision (usually too little, by x 10 or 100)

5. Empower others to act on the Vision (obstacles block it)

6. Plan & create short-term wins (you need early momentum)

7. Consolidate improvements; produce still more change  (donôt 

declare victory too soon)

8. Institutionalise new approaches (must be anchored in culture)

(Kotter, John (1996); Leading Change, HBS Press: and HBR)

CENTRE FOR SUSTAINABLE 

DEVELOPMENT

UNIVERSITY OF CAMBRIDGE 

DEPARTMENT OF ENGINEERING 9

How do you start and facilitate change, 

when you are not the CEO...?

óQuiet leadershipô for change:

ñ..many people who want to drive changes é face an uncomfortable 

dilemma. If they speak out too loudly, resentment builds toward 

them; if they play by the rules and remain silent, resentment 

builds inside them. Is there any way, then, to rock the boat 

without falling out of it?ô

I call [such] change agents ótempered radicalsô because they work 

to effect significant change in moderate ways.

In doing so, they exercise a form of leadershipéò

(Meyerson, D. E; óRadical change - the Quiet Wayô; HBR - October 2001)
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Acting innovatively 1: understand, 
& get past, the barriers to change 

Barriers to change?

Á Infrastructure assets have long lives, so slow asset base 

turnover

Á Many practitioners know they care directly for health & 

environment ïand in the public eye - so are (properly?) risk 

averse

Á Regulator/operators ó mindset ïadversarial ócomplianceô culture

Á Engineering mindset ïfavour centralisation, & unit efficiency, 

rather than system effectiveness & resilience

Á Customer/public mindset  ïwant risk averse, ósafeô solutions 

Á No time; everybody too busy with ódeliveryô

Are any of these familiar?
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Acting innovatively 2: identify and 
challenge óstatus quoô assumptions

11

Challenge underlying, maybe unconscious,  assumptions:

ÁñMore sustainable solutions will cost more moneyò ïinnovation 

can save money and CO2e;

ÁñInnovation is about technology and economicsò ïbut its also 

about changing mindsets, and developing collaborative behaviour;

ÁñRegulation must be adversarialò - it can include collaboration, as 

well, with the law as a last resort 

ÁñWe make more money by selling more óproductô (supplies, 

design, building..)ò ïnot so, if you can adopt  a óserviceô model, 

and target cost contracts

Are there others? 
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Do you have more óPowerô than you think?
- itôs not just ópower overô = óauthorityô...

It comes from ópoeir/pouvoirô (French) = óto be ableô 

ñóPower toôis the ability to act for oneself, the ability to create rather than 

to coerce. It is social power, experienced in relationship with others. 

The great lie in our society is that ópower overô is the route to fulfilmenté. 

By contrast, ópower toô offers an attractive, abiding route out of 

powerlessness that everybody can use.ò  

(Katharine Ainger, New Internationalist, no. 360, Sept 2003)

As Margaret Mead famously said:

"Do not believe that committed individuals, acting together, cannot 

change the world; indeed, it is the only thing which ever has.ò
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T19a:
Leading change in infrastructure delivery

×Tensions, opportunities and power for change 

×Discussion ïhow would you act for change ïin your: 

Organisation; Project Solution? Sector? ïfirst ideas..

×The ówhenô, ówhatô, and óhowô of acting for change

×Discussion ïcard topics and key content
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Discussion - first ideas, to listen with?

Imagine (or remember?) yourself in a real situation, seeing an 

opportunity for changeé 

Á what do you say? 

Á to whom ïhow will they perceive you?

Á what arguments, evidence (drivers?) are there?

Á is the timing right?

Á do you have support? 

Á how does it feel ïdangerous?

What would you try, to change things?

[~20 minutes: first questions, own experience. 

Q & A x 5; group thoughts x 10; plenary disc. x 5]
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T19a:
Leading change in infrastructure delivery

×Tensions, opportunities and power for change 

× Discussion ïhow would you act for change ïin your: 

Organisation; Project Solution? Sector? ïfirst ideas..

×The ówhenô, ówhatô, and óhowô of acting for change

× Discussion ïcard topics and key content
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The ówhenô of change

Well now, and urgently, of course.. but: 

ÅUnderstand the stages of project delivery

ÅGet timing right, within the project -

challenge óBusiness as Usualô  at each 

stage

ÅFor an organisation, itôs a journey..
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Understand the stages of project delivery:
ïask deeper questions, but at the right time

Strategy? Problem? Solution?  Design-Build Operate

Define your 
business 
model, plan 
strategy

OperationOperation

Identify & 
define the  
real 
problem

Assess 
options and 
choose the 
best 
solution

Deliver the 
best design; 
build it at 
min. risk, no 
waste

Operate the 
built asset 
efficiently

Design, 

Procurement 

Construction

Feasibility & 

Optioneering

Planning & 

scoping

Business 

model &  

strategy
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ÁThere are opportunities at all stages in project delivery; but

ÁThe biggest opportunities come from a radical review of óBAUô 

as early as possible in project formulation and delivery
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Get the timing right 
ïchange the scope at the start

Water Treatment: controlling cryptosporidium  

Challenge the scope: The project team persuaded 

the client to redefine the problem éby protection 

and improvement of spring water source rather 

than membrane treatment addition

Å Provided the service - managed the risk. 

Residual risks evaluated ;and were acceptable

Å Cost £1m Capital - 70% less than £3.5M 

treatment plant estimate

Å near zero Operating Cost & CO2 emissions

MWH and contractor incentivised by target costé

Saved money and carbon (Source: MWH, UK)

19

óNaturalô stream course 

replaced concrete basin 
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The journey timeline ïeg. 
MWH and SD/Climate Change

In UK

2005 2006
Integrated SHEQa

PD Systems

WFD, SFM

Dir. of Env.

SD Increasing >>

SD embedded in some 

programmes

Training re-starting

Global approach starting: 

2006 > 2009

ÅóBuild a Better Worldô

ÅClimate Change Comm.

In New Zealand
Similar to UK >> SD Reports>>K Base Activities developing >>

In Europe
CR, Values: óPRIDEô >>

In USA, and Corporate
Global Values >> CEO meet óPurposeô, SD marketing
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The ówhatô of change

What change do I propose, what 

arguments, what tools..?

ÅUnderstanding drivers for change

ÅMaking a business case - evidence

ÅResponses and SD tools

21
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Sustainability drivers ïpressures from  
- multiple sources, increasing speed?

Activists/NGOs: Seattle, Prague, Zapatistas, Ogoniland, 

Indian farmers, Yale students... WWF, FoE, Greenpeace

Scientists, Economists, Governments: IPPC; Stern Review;  

COP 15 (Copenhagen), etc

Environment: huge increase in facts, reports and stories on 

climate change (eg. Vidal (2006); The year the world woke up) 

Consumers: Brent Spa, organic food, farmers markets, Fair 

Tradeé??

Employees: scarcity, more valuable - Knowledge Economyô; 

need for values and ómeaning at workô

Building and infrastructure owners, utilities ïóclientsô, on 

their supply chains
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Your (clientôs?) view of the drivers -
determines óchangeô business case & language

STRATEGIC STRUCTURAL

CHOICE COMPLIANCE

Defend

the

Brand

[ôRISKõ]

Enhance the 

Brand

[ôOPPORTUNITYõ]

Differentiating

- on our own

Raising the playing field

- with competitors

ÅMeet laws & regulations

Create ôvoluntaryõ sector rules:
ÅGlobal Mining Initiative; 
ÅEquator Principles
ÅForest Stewardship Council
ÅWater UK KPIs

ÅTelling SD stories

ÅReporting on SD/CSR

ÅCommunity actions

ÅCharitable Gifts

The 

Value 

Horizon

CR, SD as differentiators

ÅPurpose, values - staff attraction

ÅCapabilities for leading clients

ÅLinks to cost-effective, risk man.

ÅSocial/Environ. valuable projects

(The óVirtue Matrixô; Roger L Martin, HBR March 2002)
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The Sustainability Business Case...

× Waste costs money;  Waste reduction = value creation

× Legislation, Regulation, Codes of Practice, Taxes and Levies

× Drive differentiation, innovation and creativity

× Investor expectations: pension fund policies; Sustainable indices:    

FST4Good, DowJones, etc

× Corporate Governance and Risk management: social -ólicence to 

operateô, repuatational; environmental - future liabilities 

× Investing in ósocial developmentô increases security 

× Match staff values, improve recruitment and retention

Fundamentally - you need a sustainable world, to be a sustainable 

companyéor, better: 

óa sustainable company for a sustainable worldô

See also: www.wbcsd.ch & www.sustainability.com/developing-value
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A fundamental debate about business 
motives for SD: óValueô or óValuesô?

ñI would like to ban the words óCSRôé. itôs about focusing éon 

the óright thing to doôé You are effectively saying é.that this 

éis about things that you should do ...but not that you want to 

do or that are good for business. That mindset, whatever you 

think of it morally, will fail in businessò

(Paul Guilding, CEO, Ecos Corporation - quoted in óJust Valuesô, BT, 2003)

ñI believe ébusiness is part of societyé Its social purpose is to 

provide products and services profitably and responsibly,é 

the nature of that responsibility being determined by societyôs 

valuesé.Financial failure can destroy individual companies. 

Moral failure will destroy capitalism.ò  

(Sir Geoffrey Chandler: quoted in óJust Valuesô, BT, 2003) 
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Tools for sustainable development

Tools are just part of the change process; but starting with a tool 

may help to ósafelyô raise SD issues, leading on to more action

× Fundamental tools ï5 Capitals, TNS ïmay be best used as 

an underlying framework, but using more familiar language, to 

fit the organisation/sector

× May be best to adapt óstandardô business methods to include 

SD ïunder óquality, risk, safety, valueô..

× Key tools are still the telephone and the way you influence

× Distinguish different categories of tools - use the right ones for 

the appropriate purpose

No ómagic buttonô solutions; 

Make a start; build in flexibility; 

Allow learning



13

CENTRE FOR SUSTAINABLE 

DEVELOPMENT

UNIVERSITY OF CAMBRIDGE 

DEPARTMENT OF ENGINEERING 28

(The óVirtue Matrixô; Roger L Martin, 

HBR March 2002)

Defend

the Brand

Enhance 

the Brand

Differentiating

- on our own

Raising the field

- with competitors

COMPLIANCE

Meet laws &

regulations

CHOICE

Reporting 

on SD/CSR
O

p
p

o
rt

u
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it
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R
is

k

STRUCTURAL

Raising sector 

standards

STRATEGIC

Differentiation, 

new business

Choose tools to match positioning
Embedding SD/CR frameworks:  SIGMA PROJECT; Five Capitals; 

WWF biz case;BS8900; SustainAbility; WBCSD; 

Measurement, targets:TNS; Factor 4-10; Eco-footprinting 

(The óVirtue Matrixô; Roger L Martin, 

HBR March 2002)

Defend

the Brand

Enhance 

the Brand

Differentiating

- on our own

Raising the field

- with competitors
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Reporting 

on SD/CSR
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STRUCTURAL

Raising sector 

standards

STRATEGIC

Differentiation, 

new business

Report, and assess 

ÅGRI 

ÅBiTC

ÅAA 1000

ÅOECD for MNCs

ÅUN Global Compact

Strategy & 

Compare

ÅDow Jones 

Sustainability Index 

(DJSI)

ÅFS4G

ÅSustainability    

Accounting

Sector standards

ÅEquator Principles

ÅGM Initiative

ÅFSC

ÅMSC

Compliance/QA 

systems:

ÅEMS

ÅISO 14000, 9000 

ÅSA 8000

CENTRE FOR SUSTAINABLE 

DEVELOPMENT

UNIVERSITY OF CAMBRIDGE 

DEPARTMENT OF ENGINEERING 29

óTools for SD/CSRô - overview

Strategic

Specific

General

Oper-

ational

Five Capitals

TNS UNGC

Eco-compass

SLCA

Decision making

SA8000

GRI

ISO14001

Forum LB
AA1000s

SIGMA

Sustainability & 

CO2 Accounting

Carbon offsets
AA1000 

framework

Scenarios
CSR competencies

WBCSD field 

guide on biz and 

poverty

WWF biz case
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The óhowô of change

How do I go about it; and how do I act and 

feel, personally?

ÅKey components of change

ÅGetting past barriers ïacting innovatively

ÅUsing the right language

ÅPersonal power, ethics and tools 

30
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TOP - DOWN

Commitment

CREATIVITY;

INNOVATION

People

BOTTOM - UP

Passion

DISCIPLINE;

COMPLIANCE

Processes

óOrganismô

Strategic 
commun-
ication

Reinforcing 

framework

Empowered 
joint actions

Individual 
experiments

Vision

Mission

óEnabling

Frameworksô

Successful organisational change 
needs action in all of these four quadrants:


