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Agenda – Morning Session

•Principles of Scaling on the Cheap9:00-10:20

•Break 10:20-10:30

•Video Case: Hiring for Scaling10:30-12:20

•Lunch12:30-2:00
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Agenda – Afternoon Session
•Job Crafting for Scaling2:00-3:30

•Break 3:30-3:40

•Managing Change in Orgs.3:40-5:10

•Graduation5:10-6:30
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Change is . . .

Flexibility
Innovation

Survival

Change can be . . .
Easy  Hard
Big    Small
Expected Surprising
Proactive Reactive
Urgent     Important

4
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Increasing revenue at the same 
pace you are adding resources.

GROWING

• Linear
• Hire for execution
• Everyone does everything
• Zero margin for error
• Costs and revenues grow 

together

vs SCALING
Increasing revenue at a much 

greater rate than cost.

• Exponential
• Hire for innovation
• Focus on systems and processes
• Budget for experimentation
• Revenues grow faster than costs

6
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Leaders in this position need to 
shift from working in their 
company to working on their 
company. 

SCALING YOUR 
BUSINESS

7

SCALING YOUR 
BUSINESS

How much of your time do you spend 
working on your company?
0 – 10%
11 – 25%
26 – 50%
50 – 75%
75% +
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SCALING YOUR 
BUSINESS

How much of your time would you like 
to spend working on your company?
0 – 10%
11 – 25%
26 – 50%
50 – 75%
75% +

9
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Scaling on the Cheap
Visualize scaling as scaffolding.

Subtract to scale. 

Create fuzzy boundaries for expertise.

Localize risk (in time, geography, and function).

10

Scaling as Scaffolding

11

Scaling as Scaffolding

12
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Consider any scaffolding that you need to SCALE to the next level:

Scaling as Scaffolding

• What temporary resources, teams, or systems do 
you need to get your business to the next stage?

• What is the timeline for removal?

• How can you celebrate the scaffolds coming down?

13

Scaling

as

Subtraction

14
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Create Fuzzy Boundaries

Creativity comes 
from here.

CLIQUE/”INSIDERS”
Determine practical feasibility of 
ideas.
Refine ideas.
Provide operational knowhow to 
implement change.
Create systems to support ideas. 
Champion innovation as disciples.

ENTREPRENEURIAL/ 
“OUTSIDERS”
Could be newcomers, suppliers, 
clients, R&D labs, friends. 
Increased in externally focused 
networks.
Usually intrinsically & 
extrinsically motivated.

Implementation 
happens here.
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Fuzzy boundaries allow for failure to 
be outsourced. 
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Create clear zones where failure can 
happen.

GEOGRAPHICAL BOUNDARIES 
FUNCTIONAL 
BOUNDARIES 

TIME BOUNDARIES

18
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• 25 minutes for 
discussion

• Groups of 3 – 4 by 
industry

• Google Doc
• Assign a scribe and 

reporter

GROUP DISCUSSION

19

20
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• 25 minutes for 
discussion

• Groups of 3 – 4 by 
industry

• Google Doc
• Assign a scribe and 

reporter

GROUP DISCUSSION
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Leading for Scaling

Bad is stronger than good.

Systems feed themselves.

Link short term realities to long term dreams.

Toggle between Standardization and Localization.

23

Consistency is 
hard to enforce.

We are 
programmed to 
test the system.

Bad apples can 
spoil the 
bunch.

More vs. Better

Bad is Stronger than Good

24
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Bad is Stronger than Good

25

Systems Feed Themselves

Company 
Size

“Gossip” Time

150 à 42%

200 à 56%

26

Consistency is 
hard to enforce.

We are 
programmed to 
test the system.

Bad apples can 
spoil the 
bunch.

More vs. Better

Bad is Stronger than Good

27
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Link Short Term Realities to Long Term Dreams
“With everything 
we did, we asked 

ourselves:
‘Will this work 

with one hundred 
schools?’”

Shannon May 
Founder of Bridge 

International Academies

28

Standardization vs Localization

STANDARDIZATIO
N

LOCALIZATIO
N

IN HOUSE 
PROCESS

PARTNERSHIP

ACCOUNTABILI
TY

OWNERSHIP
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Scaling Up Excellence
STANDARDIZATION LOCALIZATION

IN HOUSE 
PROCESS

PARTNERSHIP

ACCOUNTABILITY OWNERSHIP

30
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Which of these best characterizes the 
general approach to how your business is 

growing/scaling?

Which approach do you think is most 
appropriate for your business?

Are there certain aspects of your business 
where one approach is more fitting?

Standardization vs Localization

31

1. When has one of these 
lessons applied and worked 
well in your context?

2. Which of these lessons do 
you struggle with? What 
makes it challenging or 
difficult?

3.Which lesson is an 
opportunity for growth for 
you right now?

32

Leading for Scaling

Bad is stronger than good.

Systems feed themselves.

Link short term realities to long term dreams.

Toggle between Standardization and Localization.

33
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What is one 
exciting idea or 

insight that 
came from your 

discussion?

34

10 MINUTES

35

Video Case
Hiring For Scaling

How does Brian’s dilemma connect to 
your current challenges?

Why is this an important hire?

What do you like about what Brian did?

What would you have done differently?

What should Brian do now?

How do Brian’s lessons learned apply 
to your challenges?

36
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Video Case
Hiring For Scaling

How does Brian’s dilemma connect to 
your current challenges?

Why is this an important hire?

What do you like about what Brian did?

What would you have done differently?

What should Brian do now?

How do Brian’s lessons learned apply 
to your challenges?

37

What do you like about 
what Brian did?

What would you have done 
differently?

How do Brian’s lessons 
learned apply to your 
challenges?

Video Case
Hiring For Scaling

38

Hire slowly and fire quickly
Strengthen onboarding practices
Create channels for listening

Video Case
Hiring For Scaling

39
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HIRING FOR SCALING

1. How can your current hiring practices be more 
rigorous?

2. What processes are you using for onboarding? 
What additional skills, knowledge, or awarenesses 
do new hires need to be successful?

3. What are your mechanisms for listening? How can 
they be expanded?

Consider 1 role in your company

40

TAKE A 
DEEPER 

DIVE

41

Agenda – Afternoon Session
•Job Crafting for Scaling2:00-3:30

•Break 3:30-3:40

•Managing Change in Orgs.3:40-5:10

•Graduation5:10-6:30

42
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12:30 – 2:00
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Innovation 
through 

Job 
Crafting

Job as a collection of 
tasks and 

relationships assigned 
to one person in an 

organization.

Job Design (structural, one size fits all)

Job Crafting: Employees actively changing 
their formal job designs to better fit their 

motives, strengths, and passions
(Agentic & Individual)

44

Types of Job Crafting
Tasks you do 

(task crafting)
Taking on more, 
fewer, different 

tasks

e.g.: Google 20% 
time

Who you do it 
with (relational 

crafting)

Changing quality 
or amount of 

interaction with 
others

e.g.: Valve’s 
“organic gravity 

well”

What you’re 
thinking 

(cognitive 
crafting)

Shift in how you 
think about your 

job

e.g.: Hospital 
cleaning staff as 

infection 
prevention

45
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Task Craf t ing

Taking on more, fewer, 
or different tasks.

46

Relat ional  Craf t ing

Changing the 
quality or 

amount of 
interaction with 

others.

47

Cogni t ive  Craf t ing

Shifting 
how 

employees 
think about 
their work.

48
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JOB CRAFTING DIAGNOSTIC

1.In what ways is your company 
positioned for job crafting?

2.What are some immediate areas 
for growth in job crafting?

50

GROUP DISCUSSION

51
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1 - Takeaway about job 
crafting.

1 - Strategy you can test 
next week.

1 - Idea you want to learn 
more about.

52

TAKE A 
DEEPER 

DIVE

53

Change Management
Transforming Your Organization

54
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What would change look 
like in your organization?

Who needs to “own the 
dream”? How can you 

elicit buy in?

What challenges do you 
anticipate in 

implementing a change?

55

Why Transformation Efforts Fail

56

There is nothing more 
difficult to take in hand, 

more perilous to 
conduct, or more 
uncertain in its 

success, than to take 
the lead in the 

introduction of a new 
order of things.

-Machiavelli

FACING RESISTANCE

57
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The Challenge of 
Organizational Change

“Organizations are built 
to be stable . . . As a 

result, most efforts at 
designing and managing 

organizational change 
are dismal failures.”

Republished with permission of John Wiley & Sons, from Built to Change: How to Achieve Sustained Organizational Effectiveness (extracts 
from pages xiv and 11) by Edward Lawler and Christopher Worley, 2006; permission conveyed through Copyright Clearance Center, Inc. 
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SIMULATION
 

CRITERIA
Player’s Authority:
Mid-level manager 

or CEO

Change Context:
Lead environmental 

sustainability change initiative 
in a high or low urgency 

situation

Change Strategy: 
17 change levers carefully 

sequenced

59
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Power of the Change Agent

Scenario 1 Scenario 2

Scenario 3 Scenario 4

Director of Product 
innovation as change 
agent in non-urgent 

situation

Director of Product 
innovation as 

change agent in 
urgent situation

CEO as change agent in 
non-urgent situation

CEO as change 
agent in urgent 

situation

Low

60
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R E A D  T H E  S C E N A R I O

62

P R E V I E W  T U T O R I A L

63
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A N A L Y Z E  T H E  R E A D I N E S S

At the start everyone is UNAWARE except for you!
You must move at least 18 members to the adoption stage.

66
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S T A G E S  O F  A D O P T I O N

At the start everyone is UNAWARE except for you!
You must move at least 18 members to the adoption stage.

67

R E L A T I O N S H I P  N E T W O R K S

Consider how relationship networks can work in your favor!

68

C H A N G E  L E V E R S

69
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C H A N G E  L E V E R S

Click on each lever to read about its application & impact
Click on members in the org chart to target individuals

70

C H A N G E  L E V E R S

71

C H A N G E  L E V E R S

72
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C H A N G E  L E V E R S

73

C H A N G E  L E V E R S

Scroll down and click “Submit Decision” to choose a lever

74

A N A L Y Z E  T H E  R E A D I N E S S

75
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Two Basic  Types of  Change

Reactive Change
• Closing a performance gap 

(what is –> what should be)

Proactive Change
• Closing an opportunity 

gap (what is –> what could 
be)

77

Two Basic  Types of  Change

Reactive Change
• Closing a performance 
gap (what is –> what should 

be)

Proactive Change
• Closing an opportunity 
gap (what is –> what could be)
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Power of the Change Agent

Scenario 1 Scenario 2

Scenario 3 Scenario 4

Director of Product 
innovation as change 
agent in non-urgent 

situation

Director of Product 
innovation as 

change agent in 
urgent situation

CEO as change agent in 
non-urgent situation

CEO as change 
agent in urgent 

situation

Low

79

CHANGE MANAGEMENT REFLECTION
1. Which of the ”levers” have you tried before in your own organization? 

Which levers are “new ideas” for you?
2. When you’ve initiated a change in your organization in the past was it 

proactive or reactive? What types of changes have you found the hardest 
to implement?

3. What is your understanding as to why some of your lever pulls did not 
work?  

4. What were your observations about the individual members’ pace of 
acceptance and adoption of the change initiative?

5. What did you think/observation did you have about the amount of time 
and number of levers it required to achieve a ‘critical mass’?

6. Have you ever made a change in your organization, and it was really 
easy? Why?

7. What changes have instigated the most resistance? Why?

80

• Anger over unwanted change
• Active or passive aggression

• Withdrawal

• Fear of loss

• Anxiety over uncertainty
• Protection of previous identity

• Change in reward structure
• Power shifts
• Requirement for new 

competencies
• Need for new relationships
• Finding new identity
• Require time and energy

SATISFACTION WITH STATUS QUO 

R E S I S TA N C E  T O  C H A N G E C O S T  O F  C H A N G E

81
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R A I S I N G  D I S S A T I S F A C T I O N
•Communicate the need for change 

and cost of not changing
•Performance & opportunity gap 

analysis (internal and external)
oComparative data
oContextual landscape 

analysis
oBenchmarking
oEmployee attitudes

•Sharpen awareness of gap analysis
• Involve key people

82

INDIVIDUAL STAGES IN ADOPTION
• Stage 1: 

Awareness
• Target’s old 

routines are 
challenged with 
new routines

• Target becomes 
aware of the 
proposed 
change

Stage 2: Interest
• Target becomes 

curious about the 
change

• Target becomes 
more open to 
new information

Stage 3: Trial
• Target begins to 

experiment with 
the proposed 
change

• Target assesses 
the costs and 
benefits of the 
change and 
potential future 
success

Stage 4: Adoption
• Target replaces 

old routines with 
new routines

• Target becomes 
an advocate for 
the change 
initiative

E a c h  p e r s o n  g o e s  t h r o u g h  t h e s e  f o u r  s t a g e s
 a t  d i f f e r e n t  p a c e s .

83

Characteristics of Effective Models

Desirable
•Satisfies 

stakeholders
•Motivates 

employees

Feasible
•Opportunity 

for short term 
wins
•Realistic 

stretch

Relevant
•Contextually 

sensitive

85
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• Credibil i ty  (inviting a 
consultant to praise change)

• Communication (initiating 
a town hall meeting)

• Training (providing external 
training to some employees)

• Technical (restructuring the 
organization)

• Polit ical (privately 
confronting a resister)

• Cultural  (telling a success 
story)

T Y P E S  O F  C H A N G E  L E V E R S

E N A B L I N G  L E V E R S S U B S T A N T I V E  L E V E R S

a f f e c t  r e a d i n e s s  f o r  c h a n g e n u d g e s  t a r g e t s  t o  r e s p o n d

86

P r o c e s s :  C o n s i d e r  B o t h  C r e d i b i l i t y  R e q u i r e d  
a n d  D i s r u p t i v e n e s s  o f  L e v e r

0
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M i n i m a l M o d e r a t e H i g h

Town hall meeting

C
re

d
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y
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e
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u
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e
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Coalition of support

Issue email and tell 
success story

Progress reports
Conduct interviews

Walk the talk and CEO 
support

Consultant’s support

Values clarification

Recognizes adopter

External skill building and 
pilot project

Internal skill building

Confront resister

Restructure firm

Reward system

Goals and deadlines

D i s r u p t i v e n e s s  o f  C h a n g e  L e v e r

87

Raising the Bar
Define what change 
looks like
Engage stakeholders in 
owning “the dream”
Incorporate feedback to 
codesign solutions
Test and refine

88
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Transforming Your Organization

Create a sense of urgency
Empower others to enact the vision
Create short term wins
Consolidate improvements
Institutionalize new approaches

89

What is one change you’d 
like to make in your 

organization?

What have you learned from 
this simulation that could 

be applied to your context?

What challenges do you 
anticipate in initiating this 

change?

90

Thank you!

Email: gantoine@wustl.edu
Linked In: https://www.linkedin.com/in/giselle-antoine
Faculty Page: https://olin.washu.edu/faculty/giselle-antoine
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