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Case Study 

Learn. Improve. Achieve 

Deploying the 8-step process: how 
behavioural & cultural change worked 
for major international client 
 
 Multi-national oil and gas company 
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Summary 

 

Middle East-based oil and gas 
company needed to change in 
response to shifting market conditions. 

 

Global oil prices were uncertain and 
the company’s ‘primary’ oil resource 
was reverting to ‘Enhanced Oil 
Recovery’ (EOR) wells.   

 

Undertake lean training of appropriate 
personnel so that they could maximise 
EOR output for changing markets.  

 

Delivery of projects that delivered 
measurable business benefits. 
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Deploying the 8-step process: how 
behavioural and cultural change worked 
for a major oil and gas company. 
 

 
Dr John P. Kotter is the Konosuke Matsushita Professor of Leadership, 
Emeritus, at the Harvard Business School, and in his book, ‘Our Iceberg is 
Melting’, he outlines an eight-step process for bringing about cultural 
change. On the surface, the ‘Our Iceberg is Melting’ fable is a simple story 
of a colony of penguins facing a dilemma, though contained within the story 
and the characters are powerful messages about fear of change - and 
about motivating people to face the future and take action. By aligning their 
deployment with Kotter’s eight-step process, our client brought about 
behavioural and cultural change.  
 

 
Our client, a major oil and gas company based in the Middle East, 
recognised that their business landscape was changing. With 80% of the 
country’s wealth coming from the energy sector, these shifts in the company’s 
business landscape were caused by two major factors: (1) The global oil 
price was uncertain and (2) the company’s portfolio of primary oil was 
reverting to secondary and tertiary (or ‘Enhanced Oil Recovery’) wells. With 
secondary and tertiary oil recovery being more costly to operate, our client 
was experiencing increasing costs and reduced revenue. Given these 
factors, our client needed to: 
 

• Remain competitive  • Work smarter 
 
• Do more with less  • Increase productivity 
 
• Reduce lead times  • Reduce inventories 
 
• Make better use of their resources and talent  

 

 Case Study 

 Oil & Gas company 
acknowledged changes were 
taking place in its business 
landscape. 

 This was due to uncertain oil 
prices and company’s shift 
from primary to secondary and 
tertiary oil wells. 

 Therefore there was a need to 
work more competitively, 
increase lead times, reduce 
inventories and make better 
use of on-board talent. 

https://en.wikipedia.org/wiki/Harvard_Business_School
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Graph showing oil price over time 
 
 
During the primary recovery stage, underground pressure in the oil reservoir 
is sufficient to force the oil to the surface, where a complex arrangement of 
valves (known as a ‘Christmas tree’) on the well head connects the well to a 
pipeline network for storage and processing. However, over the lifetime of 
the well, the pressure will fall - and at some point, there will be insufficient 
underground pressure to force the oil to the surface.  
 
Secondary recovery techniques increase the reservoir's pressure – a process 
involving the injection of fluids or gas to increase reservoir pressure, thus 
helping to bring oil to the surface.  
 
Tertiary recovery (also known as ‘Enhanced Oil Recovery’ or EOR) begins 
when secondary oil recovery processes are not sufficient to allow continued 
extraction. The tertiary extraction method increases the mobility of the oil – 
and three main extraction techniques are used: (1) Thermal recovery 
(typically steam), (2) Gas injection, (3) Chemical injection 
 
Using EOR, 30 – 60 % (or more) of the reservoir's original oil can be 
extracted - though at this stage, the added complexity of secondary and 
tertiary extraction will have  increased overall costs. 
 

 
 
It was anticipated that over the next ten years, the number of active wells 
would increase by 50%. Coupled with the increasing EOR requirement, the 
following capacity increases were required – and the business productivity 
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 Define differences between 
different types of oil extraction.  

 Assess anticipated oil 
production requirements over 
the next ten years. 

 Identify business productivity 
gaps in order to identify future 
focus for business activities. 
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gaps revealed by these figures helped our client to identify where their focus 
should be: 
 

Utility or Resource Capacity Increase (%) 
Chemicals & Chemical Processing 230 
Water Processing 65 
People 40 
Gas Handling 35 
Power 30 

 
 
 
Identifying and acknowledging business productivity gaps enabled our client 
to identify where they should initiate lean transformation processes. The first 
action by our client was to establish a Central Team, whose members were 
principally responsible for: 
Setting out the lean deployment roadmap 
Providing governance 
Ensuring a consistent approach from front-line teams.   
 
To ensure this initiative was a core business activity, the Central Team 
engaged with the Business Senior Leadership Team - but before they 
announced their plans, the Central Team ensured that they had buy-in and 
sign-off from their senior leaders.  
 
Integral to the road-map was training - and since the client was part of a 
joint venture with a much larger multi-national oil and gas company, they 
were able to tap into some of this company’s learning resources.   
 
 
The improvement or ‘lean deployment’ road-map was broken into five key 
stages: 

1. Define the vision 
2. Identify the key value streams and value stream leaders 
3. Upskill the workforce and deploy leader standard work 
4. Ramp up 
5. Focus on sustainment 

 
1.   Define the Vision the client understood the need for change, so 
this stage was focused on communicating the need, aligning the resource 
model and engaging with key stakeholders across the entire business. 
 
2.  Identify the value stream and value stream leaders Having 
‘defined the vision’, our client established a Central Lean Team which would 
identify the value stream and value stream leaders. In doing so, they 
reached out to the business and began to deliver training aimed at 
behavioural and cultural change.  They also engaged with (and contracted) 
external support - and, through value stream mapping, identified the key 
value streams. During this phase, a few low-level targeted projects were 
completed - and the team used this work to initially prove the concept of 
process improvement. In addition, they ensured that they had established a 
robust method of tracking projects and their benefits. 
 

 Productivity gaps indicated 
areas of required lean 
transformation.  

 Establish Central Team and 
define responsibilities. 

 Ensure Central Team engaged 
with Business Senior 
Leadership Team. 

 

 Divide ‘lean deployment’ into 
key stages. 

 Define training courses and 
undertake Gemba walks. 

 Undertake Lean Basics, Lean 
Manager, and Lean 
Practitioner training courses. 
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3. Upskill the workforce and deploy leader standard work this 
process relied on ensuring that lean was owned by the line, with each 
recently appointed value stream leader needing to take on the responsibility 
for delivering lean within their work stream.  The Central Team laid out a 
schedule of training courses, and supported the value stream leaders on 
leader standard work at the Gemba.  The process of undertaking Gemba 
walks provided an opportunity to see the real work and gave everyone the 
chance to really understand what was actually happening within the 
workplace.  
 
4. Ramp Up by this stage, the Central Team was busy building 
capability – and, using their external support, they delivered multiple waves 
of three training courses - Lean Basics, Lean Manager and Lean Practitioner. 
The Lean Basics course focused on tools such as 5S, The 7 Wastes and 
Standard Operating Procedures. Most (>50%) of the company received this 
training.  With a focus on visual management and lean behaviours, around 
200 managers and supervisors attended the Lean Manager course. Aligned 
with the organisational and career progression plan, less than 100 
delegates attended the Lean Practitioner course.   
 
5.   Focus on Sustainment  Delegates attending the Lean 
Practitioner course were expected to close three projects so as to achieve 
certification. This was a key component of the deployment plan, and 
developing internal resources (whilst reducing their reliance on external 
consultancies) was integral to the client’s sustainability plan.  The 
sustainability vision was for lean to be self-sustaining and practiced in most 
parts of the business. In addition, it was important that employees should 
acquire the skills and empowerment that would allow them to identify and 
deliver project-based improvement opportunities.  Lean Leaders would 
facilitate these projects by removing barriers and resolving issues; they 
would also decide on improvement priorities within their value stream.  
Finally, there was an overriding aim for lean to be extended to the client’s 
sub-contractor and supply base.  
 
 
 
Successful lean deployments are more than simply a set of tools; they focus 
on cultural and behavioural change – and from the outset, our client ‘created 
a sense of urgency’, plus they had a ‘guiding team’ whose members worked 
hard to identify the key stakeholders and decision-makers.   
 
Working with their stakeholders, the Central Team ‘developed a vision and 
strategy’; this was in turn ‘communicated for buy-in’.  Following a period of 
training and upskilling, the various work streams were ‘empowered to act’ - 
and in the first instance, they quickly delivered projects that brought about 
business benefits.  As the momentum grew, the Central Team was keen to 
keep the focus on delivering an aligned, cohesive approach which could be 
extended to their supply chain.  

 From the outset, client created 
a vital ‘sense of urgency’.  

 Working with stakeholders, 
Central Team developed 
vision and strategy. 

 Following training and 
upskilling, work streams were 
‘empowered to act’. 


