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John Lawrance: Welcome to another episode. It is AusTTA, government transformation doing 
podcast about government transformation with John Lawrance. In this month's 
podcast, where we seek to promote informed debate about best practice 
transformation by drawing on government, business and academia. We explore 
the similarities and differences between Project / Program Management and 
transformations. With me here in Canberra are two leaders in the project 
program management and transformation fields who specialize in large complex 
private and public sector transformations. This is something they're practicing 
every day. Adam Salzer, among other things, is an OAM recipient and winner of 
the Transformation of the Year in Asia for six years. He's also founder of the 
Australian Transformation and Turnaround Association. 

 Also joining us is James Bawtree, who started his professional career at Rolls-
Royce PLC before qualifying as a chartered professional mechanical engineer. 
He is PMLogic’s Chief Executive Officer and New South Wales Chapter President 
in the Australian Institute of Project Management and a globally certified 
transformation practitioner in AgileSHIFT® and a PROSCI® Change Management 
Practitioner, as well as a globally approved Axelos P3O® PMO, MSP® program 
and project management PRINCE2 Agile® trainer, coach and mentor.  

Welcome. Thank you for making the time and traveling from interstate. I 
appreciate it, and on a Friday night as well.  

Now having completed the AusTTA transformational leadership program 
recently, I'm still fascinated by the number of interpretations of transformation 
that are around, both in the public and the private sector. Some of the 
questions I wanted to sort of start, touch on today, it really comes back to what 
is the difference between Program Management and Project Management 
transformation. Adam, I guess a logical place would be why did you start 
AusTTA, what did you see is the need, you're coming at this from a ... You're not 
a project or a program manager by training? You went to ANU and studied 
finance, as I understand? 

Adam Salzer: Economics. 

John Lawrance: Economics. So what drove you to or motivated you to do that? 

Adam Salzer: I've been very lucky to spend many years being able to drive, facilitate large 
scale, complex transformation. What I found is that there are various people 
who are leaders in this area normally self-selected and often self-taught that 
have emerged. On the one hand you have this leadership developing, it needs to 
be professionalized.  

On the other hand, you have the world under increasing pressure to rethink 
their fundamental business models and to reinvent themselves. Government in 
particular is under high pressure to reinvent itself. So looking at the two and 
saying, well we need to improve the tools, the techniques, the processes 
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involved in large scale transformation. So I started the Asia Transformation 
Turnaround Association and the Australian one, as a way for people to come 
together and start to have this exchange. Because it is an emerging area, it is 
new, a high-level big reinvention that lies in transformation. 

John Lawrance: James, why is this different to - your interest is, you're coming from a very sort 
of hardcore project program engineering perspective and you also, as I 
understand, recognize that things are changing and involved in AgileSHIFT. Now, 
what do you see as the differences and where are you heading and how do the 
two intersect or meet? 

James Bawtree: I think to Adam's point transformation is very different to Project / Program 
Management, and definitely those in the field are self-selected, and there isn't a 
qualification. As AgileSHIFT, the UK governments, through it's AXELOS vehicle 
it's created. 

John Lawrance: Yes. 

James Bawtree: It's not a method though. It's a guide to people so they still need to have the 
experience to be able to undertake that.  

To your question, I mean through 20 years in Project / Program Management, 
it's clear that you can create great products that people want, you can deliver 
programs with new outcomes, but unless they've got their strategy right, unless 
they've got their intent right, which is often emerging. There needs to be more 
sense making around their future and they need to have an adapted model to 
achieving that in an organizational context. The projects and programs will 
always fail. If you look at failure rates, it has been roughly 70% of projects and 
programs for the last 20 years achieving that full business case. 

John Lawrance: Billions of dollars. 

James Bawtree: Billions and billions of dollars, trillions, in fact, if you look globally. 

John Lawrance: Yes. 

James Bawtree: That statistic hasn't changed, and so potentially we're measuring the wrong 
things. Because if we're measuring project, program, success and judging those 
statistics against it and they're set up to fail because it's actually the 
organisation that's doing the wrong things, then maybe that's where this 
transformation comes in. 

John Lawrance: Now forgive me with this because I have enormous respect for you as there's a 
bit of a barb as a trainer, there seems to be a bit of a disconnect there. My sense 
would be there are a lot more people who are trained in the project program 
disciplines over the last 10 to 20 years than there were before, but yet you're 
saying things haven't improved. 
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James Bawtree: I didn't. Not that things haven't improved. We're actually measuring more. 
Essentially what we are saying is there is a lack of information and statistics, is 
because actually we're capturing more information around failures. 

John Lawrance: Okay. 

James Bawtree: Whereas say 10 years ago we just didn't know half the failures because they're 
hidden, whereas now it's very difficult to hide failures. 

Also the interdependency nature of work that's done. Gone are the days that 
you can just deliver something in an isolated environment. There are a lot of 
projects, programs need to be captured within a system, so a system approach. 
One of the elements that I'm keen to explore in this conversation is that soft 
systems thinking. If I use engineering terms, so it's very much around that sense 
making, it's about looking at the people elements, within the organization as a 
system, and looking how they interoperate. 

John Lawrance: If I take a slightly different tack to that.  

Let's touch on second order change here too, because we're talking about 
teaching organization to help itself on an ongoing basis. There's also then the 
notion that outcomes are knowable, and again, we sort of skirted that in some 
ways.  

Can you, maybe Adam tell me about that? Because I mean a lot of the 
traditional project program methodology and major portfolio methodology is 
we have a specific outcome in mind, whether it's Defence or the Australian 
public service, whatever. We're going to go out and build this widget and that'll 
then make business sense. As we all know, you can get part way down the road 
and now to find the solution isn't working. You're actually solving the wrong 
problem and/or technology and events have overtaken you or you are just not 
doing a good job of implementing it. 

Adam Salzer: Let's just jump back to what sort of lies on top of this. 

John Lawrance: Okay. 

Adam Salzer: Because I think the whole program area is getting, as you said, much more 
professional, much deeper independent measurement of benefits and reporting 
and accountability, I think is vastly improved. I think there's two points 
emerging.  

One is the direction, the strategy, what are you doing, what problem are you 
solving? The other one is, how to get the people involved?  

Let's just look at the first one, which is the strategy. With transformation, it 
normally is a multi-year, even if you're looking at three, five, seven years, then 
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after that there's another three, five, seven years. It is a large aperture you're 
looking through. The issue is that you've done know where you're going. This is 
a difficult one, which is the unknown business model, unknown technology. 

 We can see the trends. If you look at changing consumer expectations on 
government, we don't know where it's leading, but it is very forceful in terms of, 
we have to address it. The issue is how do you actually activate in a sense of 
urgency and move when you don't know where you're going.  

For me that's a fascinating area and there's not a lot around the world that 
helps. The stuff come out of Copenhagen Business School with the portfolio of 
strategic options and how do you actually have to get the momentum going 
with the kaleidoscope of options in this area. I think that there's a need to have 
that drive going through. You know roughly where you're going. The tools I use 
there are to create a single point of truth and then a whole lot of scenarios 
alongside that. 

Adam Salzer: You're driving to a direction that you think is going to be there, that you know 
that it's coming and you build that into where you're going and you have your 
agreed scenarios running alongside, and when they get approved, they go 
straight through. 

Once you've got that single point of truth coming through, you can then start to 
break into program, proper program management. Given that there's that 
inbuilt adaptability as you go forward, then it makes sense. The problem is that 
people get stuck and not able to get the momentum going because they're 
caught up with this kaleidoscope of futures. I think there's a need to have 
understanding that going in a clear direction doesn't mean you have to end 
there like program management, the outcome, because it is going to change. 

John Lawrance: You're going from Sydney to San Francisco, you know where you want to get to, 
but you can't be too slavish or didactic in terms of the exact path. Things will 
come up, but you have that ... 

Adam Salzer: No, in turn. I think it's more you're taking, first of all, you've got to take off. 

John Lawrance: Yes. 

Adam Salzer: People don't actually get on the airplane, so you've got to take off. We're going 
for San Francisco, but we know along the way we're going to check out and 
there will be different routes. We thought we were going that route, I've gotten 
through a different route because there's storm coming up. Then actually this 
gets a bit convoluted, but along the way you may end up deciding that actually 
San Francisco is not where you should go, but at least you've taken off and your 
traveling as opposed to sitting here and talking about it, which is really what 
happens. 
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John Lawrance: Now, maybe this is where I will bring you back into it James, because one of 
your notes you said, well yeah, similar to what Adam saying, it's good to have 
that North Star. Now while that was a fairly trivial example but in a more 
complex real world situation, how do you then measure outcomes? Part of what 
we were talking about a few minutes ago. You're saying this is improved. I think 
that's absolutely right, and that makes a lot of sense.  

Then as we improve the visibility and the transparency and accountability, then 
all the other things will sort of fire pretty quickly. Yeah, how can you measure an 
outcome when you don't even know whether you've achieved it? If you set out 
from San Francisco and they think, well, whatever reasons we're getting out to 
Seattle, then prima facie you have failed because you haven't ended up where 
you want to go to. 

James Bawtree: Therein lies the question. For me, the North Star is not explicitly about the 
destination. It's about the intent. Why are you going to San Francisco? 

John Lawrance: Right. 

James Bawtree: Why do you end up in somewhere else? Transformations need to be super clear 
on that why?  

That's often where the problem lies, is they define the what. It's very 
specification driven, and to Adam's point, they just don't know what they don't 
know. So they defined this thing that may be 100% wrong. Therefore, they're 
heading towards this intent, or sorry this target that actually doesn't deliver 
what their needs are.  

So a lot of the work that we do with organizations is to help them better define 
what is their intent, why they are trying to change and what are the benefits of 
the change as well? That they have that measurable step-by-step improvement. 
Then from there communicating to make sure that it's not only executive in 
their sort of traditional, offsite three days, three weeks, however long, to define 
their strategic objectives, strategic plan. 

 Then there's a town hall briefing where they communicate that out and expect 
everybody to follow suit. It needs to be interactive, it needs to be understood, it 
needs to be shared. Shared vision ultimately. 

Then it's making sure it's revalidating that intent is right. It's principles and 
making sure that you've got an ultimate goal. Principal led rather than rules. 
That's where some of those agile methods come in. It's sort of being flexible, 
adaptable, making sure that the teams are empowered, but it's obviously to 
that intent as well.  

The second element I think is really critical is having a reference model. If you 
think about us on earth here, we revolve around the sun. The sun is our 
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reference and you can take the sun because you can choose to say the sun is 
static and then you can measure everything else off the sun. 

 Most programs, projects, organizations fail to have a reference. So when you're 
in this adapt to world that every organization is in at the moment, which is 
they're having to transform and run and potentially doing things in the wrong 
direction the wrong way. They don't have this north star, they don't have this 
reference model. So they get confused. 

Adam Salzer: Can you give me an example or reference model of a big complex project? 

James Bawtree: Yeah. Typically we will choose probably the most complicated application. Say 
with an ERP program, you would choose to have a reference around Oracle, 
SAP, and it's life cycle in deployment. That way, because that's the big thing 
that's very developed. 

Adam Salzer: This is my problem that emerges when working with public sector. It’s that 
people tend to think that transformation is a technology platform change. 

James Bawtree: They don't think that's their absolute...  

Adam Salzer: It's a very deep belief and it's got nothing to do with transformation actually. It's 
just a new technology platform. 

James Bawtree: Yeah, I agree. 

Adam Salzer: It gives people permission to change other things, I get that. I'm trying to think, 
so I can't work out a comparable reference.  

Working with whole government in Singapore, they've got absolute clarity that 
they are there to make Singaporeans more successful and happier. It's very clear 
what is success and everything else is measured against that. I think there are 
high level principles that can come out, challenging to bring them out but when 
you've got it. 

I described when I work with my clients is, why should you be allowed to live? 
The answer to that, I think so, it gets close to your reference, because you're 
there to do something right. Any other, then you can lock behind that. It's 
interesting. Then you've got to find that you can lock behind that. Just to follow 
up on your talking about the sort of people side of things. 

John Lawrance: I was going to ask and then we get to the soft system. 

As human beings we like to have some sense of certainty and often misguided, 
misplaced as to how much control we have other things in event. This would be 
very current if you accept that, then this notion that we don't know where we're 
going can be very confronting and off putting, and a lot of people actually ... My 
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experience is people like to follow leaders who have that conviction, even if that 
conviction is completely unfounded and not evidence based or anything else. 

Adam Salzer: I think the answer is if you have a very strong purpose, people feel comfortable. 
In other words we are here to do something that's right. 

John Lawrance: Charities would be a good example of that. People working in charities. 

Adam Salzer: No, no. I think you can have it in any environment.  

It's definitely in the corporate world beyond making money. Making more 
money for shareholders has no resonance through the organization, the fabric 
of the organization.  

If you get the right person... There's one company I worked with that believes 
that they are there to help people find health through eating good food. They 
are one of the big fast moving consumer goods, that they've got that purpose 
that drives something. Once you've got the right purpose, the North Star of the 
problem you're after, sharing it, like James is saying, sharing it right through the 
organization. Everybody understands where they're going, what their role is. It's 
a harmonious environment. The normal fear of change turns into something 
else. 

John Lawrance: Well, one of the books that we read as part of that course was Made to Stick. In 
there, that just reminded me, there was an example of a Sergeant in the US 
army who saw his job as being in charge of morale, not serving food, but 
providing food that improve people's spirits and basically just make people 
happier. That really motivated him and his team. Going into the soft systems, 
what do you mean by that? 

James Bawtree: Maybe I just respond to some of Adam's points as well. 

John Lawrance: Yeah, sure. 

James Bawtree: From the point of view of people and organizations, and people are concerned 
when change is done to them rather than with them, that's where the shared 
purpose comes in. So by having something that's known and understood, i.e. a 
tech centric view of the change actually gives them some level of comfort. So 
they understand that. Whereas if you talk culture or that everybody's talking 
culture, nobody really knows what that means. We haven't defined what that 
means. 

John Lawrance: Just interrupting, indeed whether there's even one culture in an organisation 
and we've now the latest research we were exposed to is that now they're 
moving towards a concept of climate, which you might understand better 
Adam. 
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James Bawtree: Right, yeah.  

Adam Salzer: My understanding of climate is that you don't have one culture, you have lots of 
different cultures, whether it's the pool or the high level design environments. 
We've got different cultures in there. It's part of one organism. I liked the idea 
of fabric, it's the fabric of the organization which is there. It comes from 
somewhere. It doesn't suddenly exist in one moment. It's grown. There's a 
history on every part of the organization where they've come from ... 

John Lawrance: Shared stories and experiences... 

Adam Salzer: For me, the cultural climate I care about is the supervisor and below. I don't 
care about with senior management because that's where it matters and we 
don't focus on that enough because that is the one, if you get that right, where 
it starts to become adaptive, open, empowered, confident, you start to get 
something quite different.  

So a lot of times the discussion is saying about culture sits at the top of the 
organization as opposed to the reality is as what's really happening on the 
frontline. There you've got to be in amongst it. And it's very responsive when 
you actually get into it. It's not responsive from four levels up. 

John Lawrance: Not only that, from a self-interest point of view. They're the people who interact 
with your clients and your day to day. They're the moments of truth that you 
have. 

James Bawtree: If I use that fabric as an example, so the soft system is like pulling a thread 
within that fabric and it has a consequence because it's weave throughout, 
however it is weaved through the tapestry of the organization, and therefore 
there're consequences. You pull up here and there's a little bit that's lost 
somewhere else. 

Adam Salzer: Correct. 

James Bawtree: Actually, it's very difficult to fully understand the consequences of pulling those 
threads. What is a little change in moving a team from working in process 
orientated work in say accounts payable, accounts receivable, to automating 
that or outsourcing that? What's the consequences of your organization? 

You can do it sort of that a high-level technical perspective. "Okay, we've lost 
that unit." But there's a lot of elements that they do that is not captured in role 
descriptions, position descriptions, et cetera. There's a lot of work that they do 
to support the organization's intent or their own goals that if those individuals 
are no longer in that role, the organization lose. And often the organization 
doesn't realize until it's way too late that they've lost that capability.  
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This is particularly true with mergers and acquisitions, where the risk is done by 
a spreadsheet with numbers rather than names of people. There's a rule that is 
done from an affordability, and unfortunately statistics in M&A similar to 
Project Management. Three out of four don't succeed. Achieving organic growth 
is one of the big targets and three to four fail to achieve that. 

John Lawrance: What's the technical, because you're very much from a technical discipline 
environment. What does AgileSHIFT do for that soft skill? How do you manage 
that? 

James Bawtree: It's a language is probably the easiest way to describe it. It helps people to speak 
the same terminology, to agree the same terminology.  

One of the key benefits of having a terminology is you can disagree as an 
organization with it and you can actually create your own. But it gives you a 
starting point, rather than a blank sheet of paper, to your earlier point Adam, 
there isn't a transformation way. Therefore, every time an organization goes 
through a transformation, they get a different approach to doing it based on the 
expert, hopefully they brought in.  

What the AgileSHIFT is looking to do is to say, "Well, here's a guide to things you 
need to consider when transforming." One of the easiest examples is having a 
vision or an intent that's not just the organization, actually it's benchmarked 
globally around, well what are the best of the best do in this space that I'm in? 
Once you benchmark that as an organization, you may never get there but 
actually you know where “there” is and therefore we can work towards that. 

Adam Salzer: If take your accounts receivable, accounts payable that you outsource, how do 
you manage that discussion then, so you don't take the thread out of a fabric 
and unravel it. 

James Bawtree: Yeah, and maybe you do. That's where the Agile part comes in.  

So the failing fast is one of the key expressions as part of Agile. What are you 
measuring to know that it isn't working and what's the soonest that you're going 
to be alerted to that either working or not. Rather than making the change and 
hoping for the best. Metrics is a big part of Agile, and we see in many 
organizations is the misuse of the Agile words, because people treat that as no 
documentation, just to it.  

Actually if you do it properly, there's a lot more effort that's required to 
monitor, to assess progress, to measure cadence or velocity, to have burn down 
charts and burn up, etcetera. A lot of organizations haven't adopted that. They 
just stopped at the easier side of it. If I can call ... 

Adam Salzer: The label. 
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James Bawtree: Yes. 

Adam Salzer: Just to go back to the people side. Technically, accounts receivable, accounts 
payable unraveling. For me, this is something I feel very, very strongly about.  

What I found is that in a transformation people do get hurt. It's rare that there's 
not a significant impact on jobs. Especially with the different technologies 
coming through the man human interface of what is coming more and more 
ability for humans to do much more.  

So you're going on a path where jobs are going to change and skillsets are going 
to change, and it is a environment that is unstable, not necessarily unstable but 
dynamic. We're I've been managing that very much is making sure that that 
voice operates throughout the organization from the front line. 

 Actually people on the front line have got a very difficult job, whatever it is, 
whether it's accounts receivable or sales is a very hard job. If you can 
understand their problems and interpret what you're doing, often there's a 
significant alignment between top and bottom of organizations. They use 
different words, but actually what they want is pretty similar cases. It's how do 
you actually invest together. 

 Technology, these days, allows us to have that very close interface. I'm finding 
that people are less resistant when there's a lot of knowledge, and they're listen 
to and that listening side because people talk about upward communication, 
but it's very rare. You don't have to build it yourself when you enter an 
organization. 

James Bawtree: Yeah. I mean, my experience, although the capability is there through 
technology, it's not effectively used.  

And a lot of managers are challenged with reporting bad news as good example. 
So you may have a particularly challenging issue down at the “doer” level, if I 
can call it that. By the time it gets crafted up at the top executive level it 
suddenly turned green. It's the watermelon effect. How do organizations 
achieve that line of sight between what executives are seeing and what 
somebody is doing is where true transformation of technology comes in. 

Adam Salzer: So I use things like WhatsApp where the front line can talk directly to the CEO 
and you can manage it so there's that clarity and everyone recognizes when the 
voices is true from the frontline. Often it's the voice of the senior executive 
don't want to hear.  

I've had one that companies have gone into a spiral with frontline sales people 
saying, "We used to get this bonus and now we're not going to get it, when are 
we going to get it again." You have to answer, and the technology allows it. 
Upfront, Donald Trump does it in a very crude form, but he's talking directly.  
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Now, that is a very crude environment, but it's capable, and we can get much 
more sophisticated with that. Locking people on that journey together, of their 
voice, if they care about delivering a good service. They can't do M&A, they 
can't do outsourcing, insourcing or technology decisions, but they do care. 
When you've got that together become something really quite powerful. We're 
in a lucky stage with technology. 

James Bawtree: Yeah, I see if I leverage some of the profile framework, the change management 
framework in the way it changes, communicator is it recommends that the 
leadership levels set the intent, and the very clear and vision statement, but 
they don't go down into the detail. That should come from your management 
level. Because their job should be to translate the intent down to what are 
people doing in a prioritised perspective.  

Often because the intent isn't that clear to our earlier conversation, the core 
management level are just lost. They're having to make up what they think is 
best, but it's with their own worldview. So the challenge they have is they only 
see part of their organization and what are looking to deliver, which may be 
working against another element of the organization. Then you've got the ‘rain 
dance’, so business planning and trying to get money to fund, and it's all about 
fiefdoms ultimately. Because each area is competing against themselves.  

So Transformation needs to be, again, really clear on that intent and vision 
statement, so that the unified organization and the management level can draw 
the troops to the people who actually work in the same direction. 

Adam Salzer: If I can just take you, and jump up into the helicopter for a second. Because 
when people use transformation, I see that there's two parts of it.  

One is the business you're doing today with all the new technologies, new 
expectations and what you do and manage that, which is what we're talking 
about. I don't think that's enough. Because yes, you've got to do that and create 
new ways of working and new... vertically, horizontally integrating all of the 
things that happen.  

Underneath it all, because we are in such a disrupted world, I don’t just mean 
digital disruption but a totally disrupted world. Is that there are these business 
models that are emerging that are just data models, that are quite different that 
we haven't seen or understood before. One of the parts of transformation is 
also to engage with that very dynamic future. Because yes, you can have your 
own innovation hubs and things like that internally, but they're not going to give 
rise to the Airbnb’s or the ... 

John Lawrance: Ubers of the world. 

Adam Salzer: ...Ubers of the world. These larger complex organizations need to also know 
that their responsibility is to find this future way. Linking that back to the human 
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side. Quite often, I found the key to that is on the very front line, some of the 
youngest people. Because we talk about a future and unknown future but the 
future's here today. Somebody is doing it somewhere. 

John Lawrance: Well, I was going to say the future is here. It's just and unevenly distributed. I 
know I was talking to someone a couple of weeks ago who was in China last 
year, and she said she went to a supermarket and picked all the things she 
wanted off the shelf and a facial scanner debited her account. 

James Bawtree: Wow. 

John Lawrance: It's happening, and we just don't see a lot of it. Look I'm conscious of time. I just 
wanted to sort of probably round it out now in terms of I guess the “so what” 
around the education and the training aspect. We talk about all of this, but how 
do we... James, what sort of things can we do to teach people soft systems skills 
and how do we measure that? It sounds very hard thing to do. Something to 
measure and... 

James Bawtree: Yeah, I mean my view is people do need to be trained.  

If you look at a lot of organizations that are investment in their people is too 
low, they'll have an arbitrary budget, and a couple of thousand dollars per 
annum to send somebody on a course, and the course often doesn't actually 
relate to why that individual is there. So what's their piece in the jigsaw puzzle 
of the organization?  

So there's probably two answers to your question. One is actually people 
understanding what is their purpose in your organization. How do they actually 
add value to the organization, and how can they be innovative as well? What 
are the channels they can use to actually have these ideas that they probably all 
have? What's the vehicle to the organization harvesting those fit to their 
strategy?  

Then the second is investing in people. It's shocking how a lack of investment in 
people is... Well, that's what's creating current challenges to organizations. 
Because people are under invested when they climb up the ranks. They actually 
go from doing the work, to managing work, to leading the work. There's very 
little investment in those management skills and then ultimately leadership 
skills. 

 Then organizations, wonder why leadership is poor. There needs to be this 
approach of thinking holistically around that pathways to individuals that 
potentially want to be managers and leaders or people that want to have a 
professional career, and not having, it's not forcing them into a management 
job, because that seems a higher level, if actually they're better off as a 
professional.  
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So some of the larger engineering companies, and Rolls Royce being one of 
them, have this. They have that, the two-stream management versus 
leadership. The chief engineer actually outranks the program director on the 
project, because it is about the ability to deliver that whatever it is, the engine, 
in this case, to meet the customer's expectations. There's a big change in skillset 
that's coming through. I think courses, universities, they all need to be conscious 
of not only what they're teaching, but also the mechanisms in which they're 
teaching as well. Gone are the days that you sit in classrooms and take notes. 

John Lawrance: Chalk and talk. 

James Bawtree: Yup. That's gone. If you look at the consequences on that and universities, 
they've got all these facilities, but actually a lot of them are probably not 
needed because people are more happy to learn on the job, real time when 
they need it. There's a lot of work that I think educational organizations and up 
to university levels need to do to actually help organizations on this journey of 
transformation. 

John Lawrance: In your mind if someone's saying once that wrote somewhere, yeah, they're 
questioning the future of car parks with driverless cars. Again, that could be a 
similar sort of scenario. 

James Bawtree: Yeah. Absolutely. 

Adam Salzer: Plug in to charge them up. 

John Lawrance: Yeah. Thank you for that, James. Adam, what's your final say on the paper side. 

Adam Salzer: I look at where transformations are successful and where they're not. 

Adam Salzer: The research we've done as part of Australian Transformation Turnaround 
Association, is that you need to be a transformational leader. There're some 
qualities around that, how to be able to communicate properly, be able to 
understand different risk profiles and operating and the different risk 
environments, to be able to take people on a journey that's difficult. I don't 
believe everyone is a transformational leader.  

 We're starting to find ways of calibrating that. If you do not have a 
transformational leader at the board level. That sort of high strategic level, and 
at the head of operational level, your transformation will fail, okay? This a very 
key area. Transformation often involves significant reinvention of the 
organization. If you've got people that are very looking for safe, 1%, 2%, 1%, 2% 
change, you'll never get there. 

John Lawrance: But that's why they've gotten there, and that's the dilemma, isn't it? 
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Adam Salzer: That's right. So what happens is people rise in organizations because they are 
operationally competent and managed risk and avoid risk. This is a different 
world. These leaders are different. One of the things that I see is that we need 
to identify those people, those capabilities early. 

John Lawrance: Yes. 

Adam Salzer: Bringing people through. To be able to jump into an unknown and go with it. It's 
a hard one to do because it's pretty dangerous, but we need to find the people 
early. We need to train them. We need to get people to have a discussion 
saying, "You are a very good operational leader. You are very good 
transformational leader." You don't put a transformational leader in charge of 
operations. 

John Lawrance: And vice versa. 

Adam Salzer: You don't put an operational person in charge of transformations. 

John Lawrance: Yeah. 

Adam Salzer: The leadership are and the training from me is we've got to take this, identify 
these people and bring them up, and empower them, and put them at the top 
of organizations. Just to finish what I was saying about if you don't have a 
transformational chair or CEO, I've just dismissed every bank. I've just dismissed 
every big retailer. I've dismissed every government department. It's a tough 
statement. 

James Bawtree: Yeah. If I may just add one more thing that came to mind whilst you were 
speaking, Adam, is the role of the PMO. 

Adam Salzer: Yes. 

James Bawtree: You definitely agree you need somebody at the board level. You need some 
transformational leader, but there's support as well. At the moment, PMO is 
seen as a administrator type of ... 

John Lawrance: It's a cost centre. 

James Bawtree: An effective PMO actually helps drive that transformation long-term. Because 
it's more than the individuals in it. It's part of the fabric of the organization. So 
your transformation needs just come and go, but actually you need someone 
whose constant and that's the PMO/ePMO. 

Adam Salzer: All the way to the bottom of the organization. It's not just high level PMOs. 

James Bawtree: Correct. 
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Adam Salzer: It's getting your fingers really dirty right at the bottom or you can't move the 
organization. I think that's absolutely right. 

John Lawrance: All right, well thank you both very much. 

James Bawtree: Thanks. 

John Lawrance: That was excellent. I feel like we could talk for another hour. 

Adam Salzer: Oh, yes. 

James Bawtree: That's for sure. 

John Lawrance: Maybe there's a Part B to this some way. Anyway, we hope you enjoyed this 
podcast and look forward to you joining us for another discussion on 
government transformation. 


