1. CREATE A SENSE OF URGENCY
Building urgency is all about concentrating on a window of opportunity that is open today but may close tomorrow. Such an opportunity brings people together, aligning them around a commonality, and clarifying where energy should be directed.
Windows of opportunity are appearing more quickly than ever. identifying an opportunity quickly, and mobilizing urgency around it, is becoming the key to beating competitors.
2. BUILD A GUIDE COALITION
The Guiding Coalition is, in many ways, the nerve center of the 8-Step Process. It can take many shapes, but must consist of members from multiple layers of the hierarchy, represent many functions, receive information about the organization at all levels and ranks, and synthesize that information into new ways of working.
[bookmark: _GoBack]Without a Guiding Coalition, the organization will continue to rely on traditional, hierarchical waysof operating which often act in ways that kill off, rather than accelerate, needed change.
The guiding coalition is the first opportunity to engage beyond the “usual suspects” in your organization. You need more eyes to see, more brains to think, and more hands to do in order to accelerate your change efforts.
What makes a Guiding Coalition?
· Diversity of the team in terms of level, function, geographic location (if applicable), tenure, and ideas. 
· An ability and a willingness to work across the hierarchy while also working with people across all levels and functions…with respect and energy. 
· A commitment to the change initiative at hand.
3. FORM A STRATEGIC VISION AND INITIATIVES
Dr. Kotter defines strategic initiatives as targeted and coordinated activities that, if designed and executed fast enough and well enough, will make your vision a reality.
Characteristics of a terrific strategic vision
Communicable ~ Desirable ~ Creates a Verbal Picture ~ Flexible ~ Feasible ~ Imaginable ~ Simple
What makes a Great Strategic Vision?
· Motivates people to take action. 
· Coordinates and aligns their actions. 
· Without it, strategic initiatives can struggle to get activity behind them. 
· Clarifies how the future will be different from the past, and how that future will become a reality. 
· Ties directly to the Big Opportunity.
4. ENLIST A VOLUNTEER ARMY
Accelerate explains that "history has demonstrated that it is possible to find many change agents … but only if people are given a choice, and feel they truly have permission to step forward and act." You must build excitement around the Big Opportunity and develop a feeling that one” wants to" (vs.” has to") contribute.
To build a volunteer army, you need to give people a choice to participate and true permission to step up and act. The volunteer army doesn’t need to involve outsiders. Your existing people hold the energy.
How do you build a successfulVolunteer Army?
· Give people a reason and motivation to join the movement. A strong vision goes a long way. 
· Don’t boil the ocean – while you reach “stickiness” once you surpass 50%, about 15% of your organization is enough to build material momentum toward change. 
· Recognize the effort of existing volunteers to keep them engaged and to recruit more.
5. ENABLE ACTION BY REMOVING BARRIERS
By removing barriers such as inefficient processes and archaic norms, leaders provide the freedom necessary for employees to work across boundaries and create real impact.
Many leaders agree that even their own management practices are toobureaucratic and are a nuisance, yet remnants of the past can have tremendousstaying power.
How to spot barriers?
· In order to remove barriers, you must identify them. Think about why past initiatives have failed. At what stage? Did they get off the ground at all? Stall mid-way? Get completed but then abandoned? 
· Barriers can be commonly accepted statements that, while appearing helpful, can deter attempts to get past legacy obstacles. These are statements like, "It's just not done that way," or "We tried that before — it didn't work.” 
· Common barriers include: silos, parochialism, pressure to hit numbers, complacency, legacy rules or procedures, and limited access to key stakeholders and leaders.
6. GENERATE SHORT-TERM WINS
Wins are the molecules of results. They must be collected, categorized and communicated – early and often – to track progress and energize your volunteers to drive change.
A win is anything – big or small – that helps you move toward your opportunity. They may take the shape of actions taken, a lesson learned, a process improved, a new behavior demonstrated, etc.
Characteristics of an Effective Win
· Relevant in light of the opportunity before you. 
· Meaningful to others. People beyond the winner or winners care about the win, be it members of your team, another team, customers, stakeholders, etc. 
· Unambiguous, visible, and tangible such that people can replicate or adapt it. Wins have the most impact when they scale across organizations.
7. SUSTAIN ACCELERATION
Press harder after the first successes. Your increasing credibility can improve systems, structures and policies. Be relentless with initiating change after change until the vision is a reality.
So, you’ve had a few wins. It can be easy to lift your foot off the gas pedal after experiencing some success. Instead, this is the time to press harder and use those wins as momentum to further fuel the change.
Tips to Sustain Acceleration
· Revisit urgency after generating some significant wins. It is so easy to lose sight of the ultimate goal, which is to move the initiatives into the culture and sustain them. It may be necessary to revisit some of the urgency-raising activities incorporated at the start. 
· Get more and more people involved, always looking for ways to expand the volunteer army. 
· With new volunteers and fresh eyes, you’ll find more barriers in need of knocking down. Remove them, too!
8. INSTITUTE CHANGE
To ensure new behaviors are repeated over the long term, it's important that you define and communicate the connections between those behaviors and the organization's success.
Years of a different kind of experience are often needed to create lasting change. That is why cultural changes come once you are deep into a transformation, not at the beginning. You first have to build the muscle and track record of antithetical experiences. Culture changes after you have successfully altered people’s actions, connecting the dots between new behaviors and better performance.
Making it stick;
· Accelerators 1-7 are all about building new muscles, new behaviors and new ways of working. Accelerator 8 is about sustaining it long into the future. 
· New practices must be deeply rooted and anchored to replace the old ways. 
· There must be clear communication and synchronization between the traditional hierarchical structure and the innovative network of volunteers. 
· A key challenge is grafting the new practices onto roots that may be old but still effective, while killing off the inconsistent pieces.
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