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Responsibility Before Change 
Why sustainable transformation begins with the right conditions. 

 

Not every transformation fails for lack of will. 

Some fail because the necessary conditions were never tested. 

 

Executive Summary 

Reading time: approx. 6 minutes 

Audience: Executive Management, Business Unit Leaders, Sponsors of Change and Transformation Projects 

Core Message: 

Sustainable transformation is not primarily driven by methods, tools, or workshops. It emerges from 
the interplay of strategic intent, structural capacity, and genuine decision authority. 

When one of these elements is missing, transformation processes often generate valuable insight and 
strong engagement — but limited lasting implementation. 

This paper describes the conditions under which I consider transformation work effective and 
responsible — and when I recommend narrowing the scope or postponing an initiative rather than 
starting it under the wrong conditions. 
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1. Purpose of this Paper 

This paper is intended for decision-makers considering a potential collaboration on organisational 
transformation. 

It does not describe a methodology. It describes the conditions under which, in my experience, 
transformation work is effective, viable, and meaningful for everyone involved — as a basis for a clear, 
shared decision. 

 

2. The Core Assumption 

Successful transformation, in my experience, does not primarily depend on tools or frameworks. It 
depends on the interplay of three factors: 

● Strategic intent – a genuine desire for change carried by leadership. 

● Structural capacity – time, resources, and protected space for development work. 

● Decision authority – the ability to translate insights into actual organisational change. 

When these elements are not aligned, transformation processes tend to generate engagement and 
good ideas — but only limited implementation. The risk: organisational frustration and sunk 
investment. 

 

3. What I Consistently Observe in Practice 

Many organisations operate under the pressure of competing priorities and limited capacity. In this 
environment, transformation initiatives often face a familiar tension: 

● Teams are highly engaged in development work, 

● while operational demands continuously restrict implementation, 

● and decision authority for change remains fragmented or unclear. 

The result is a familiar pattern: high-quality insight is generated — but its lasting implementation 
remains limited, with the risk of frustration and sunk investment. This is not a failure of motivation. It 
is the consequence of systemic conditions. 

  



 

 

BLACKSHEEP.COACH   Position Paper © Philip Collette   S. 3 off 4 

4. Conditions for Meaningful Collaboration 

I work most effectively where: 

● senior leadership is actively committed to the transformation process, 

● there is willingness to examine underlying organisational assumptions, not just symptoms, 

● dedicated capacity and focus are explicitly set aside for the initiative, 

● decisions emerging from the process can be directly translated into organisational action, 

● the organisation accepts that meaningful change may require structural, not just 
behavioural, adjustments. 

 

 

These conditions are not an “ideal state.” They are practical prerequisites for 
sustainable impact. 

 
 

5. Leadership Involvement and Mandate 

Transformation initiatives introduced solely at team or middle-management level often stall once 
they meet constraints that sit at executive level. 

This is why the visible, active sponsorship of the relevant decision-making level is essential. It does 
not require day-to-day operational involvement, but it does require: 

● clear endorsement of the strategic process, 

● genuine willingness to engage with emerging insights, 

● a commitment to enabling the necessary implementation steps. 

Without this alignment, there is a risk that responsibility for systemic change is placed on levels that 
lack the structural authority to deliver it. 
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6. My Approach 

Before any collaboration begins, we conduct a shared, transparent assessment of feasibility. 

Where the necessary conditions are met or realistically achievable, I welcome working together. 
Where they cannot be established, I advise against launching a full transformation process. In that 
case, I recommend either significantly narrowing the scope or postponing the initiative — to avoid 
misdirected effort and organisational frustration. 

This is not a principle of exclusion, but of professional responsibility toward the integrity of the 
outcomes and the people involved. 

 

7. Closing 

My aim is to ensure that transformation work is not only well conceived, but structurally capable of 
delivering real value. 

Where alignment exists, transformation is both highly effective and energising. Where it is absent, 
even the most committed efforts often remain at the level of insight rather than sustained change. 

This paper is therefore an invitation: to gain clarity before making a commitment. 

Everything begins with people. 

 

 

 

 


