
Like any leader facing a turnaround, Levy also knew he had to develop a bold message

that provided compelling reasons to do things differently and then cast that message in

capital letters to signal the arrival of a new order. To give his message teeth, he linked it to

an implicit threat. Taking his cue from his private discussions with the state attorney

general, whom he had persuaded to keep the hospital open for the time being, Levy chose

to publicize the very real possibility the hospital would be sold. While he realized he risked

frightening the staff and the patients with this bad news, he believed that a strong wake-up

call was necessary to get employees to face up to the situation.



spectrum, the tempered radical uses variable-term opportunism to recognize

and act on short- and long-term chances to motivate others. And through

strategic alliance building, the individual works directly with others to bring

about more extensive change. The more conversations an individual’s action

inspires and the more people it engages, the stronger the impetus toward change

becomes.

In reality, people don’t apply the strategies in the spectrum sequentially or even

necessarily separately. Rather, these tools blur and overlap. Tempered radicals

remain flexible in their approach, “heating up” or “cooling off” each as conditions

warrant.

Stung, Tom was tempted to keep his mouth shut and absorb the injury, but that would

have left him resentful and angry. He could have openly condemned Joe’s bias, but that

would have made him look defensive and self-righteous. Instead, he countered Joe with an

altered version of Joe’s own argument, saying calmly, “I know what you mean, Joe. I’m

just wondering about that big picture of your wife on your desk. There’s nothing wrong

with being straight, but it seems that you are the one announcing your sexuality.” Suddenly



Effort [E]

Ask: What is the percentage of increased effort that employees must make to

implement the change effort? Does the incremental effort come on top of a heavy

workload? Have people strongly resisted the increased demands on them?

Score: If the project requires less than 10% extra work by employees, you can

give it 1 point. If it’s 10% to 20% extra, it should get 2 points. If it’s 20% to 40%,

it must be 3 points. And if it’s more than 40% additional work, you should give

the project 4 points.



Executives can combine the four elements into a project score. When we

conducted a regression analysis of our database of change efforts, we found that

the combination that correlates most closely with actual outcomes doubles the

weight given to team performance (I) and senior management commitment (C1).

That translates into the following formula:

DICE Score = D + (2 x I) + (2 x C1) + C2 + E

In the 1-to-4 scoring system, the formula generates overall scores that range from

7 to 28. Companies can compare a project’s score with those of past projects

and their outcomes to assess if the project is slated for success or failure. Our

data show a clear distribution of scores:



Doing so condensed what could have been a free-flowing two-day debate into a sharp

two-hour discussion. The focus on just four elements generated a clear picture of the

project’s strengths and weaknesses. For instance, managers learned that the restructuring

would take eight months to implement but that it had poorly defined milestones and

reviews. Although the project team was capable and senior management showed

reasonable commitment to the effort, there was room for improvement in both areas. The

back-office workforce was hostile to the proposed changes since more than 20% of these

people would lose their jobs. Managers and employees agreed that the back-office staff

would need to muster 10% to 20% more effort on top of its existing commitments during

the implementation. On the DICE scale, the project was deep in the Woe Zone.




