eammm» |NSIGHTS FROM AN INVITE-ONLY EXECUTIVE ROUNDTABLE

Enterprise adaptation
Is not a change
management problem.

It is an operating-environment problem. Most enterprise change does not fail
through visible opposition — it fails through gradual disengagement.

Pull adaptation, don’t push change

Behavior follows context. Design an environment that reinforces ownership, relevance, safety, and
learning — and adaptation becomes the natural outcome.
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Senior Commercial Excellence, Transformation, and GTM leaders convened for a private
executive roundtable to examine one question: why does adaptation remain so difficult,
even when strategy is clear and intent is aligned?

They came from medtech, specialty chemicals, industrial manufacturing, logistics, FMCG,
pharmaceuticals, and B2B services — collectively responsible for influencing behavior across
tens of thousands of employees, often without direct authority.

Change rarely fails through visible opposition.
It fails through gradual disengagement.
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WHAT THAT MEANS
The rollout looks adopted on the dashboard.

The decisions that move the business rarely change.






eammm» (02 - WHAT IS ACTUALLY DRIVING RESISTANCE

Six drivers — and not one of them is clarity.

01 Capacity, not clarity, is the dominant constraint.

Frontline teams are not confused. They are saturated. Unless something is deliberately
removed, change becomes additive work on top of a full plate.

02 Identity and ego are frequently triggered.

Resistance emerges when experienced professionals feel excluded from the design of the new
ways of working they're asked to adopt.

03 Change fatigue compounds faster than leaders expect.

After enough half-finished initiatives, people ration their effort. They wait to see whether this
one is real before committing anything to it.

READ IT AS FEEDBACK
Resistance is not emotional. It is adaptive.

People stop investing effort in changes they don’t believe will
endure.
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05 The “feed the monster” problem undermines adoption.

Frontline teams are asked to enter data and follow processes that primarily serve governance
and reporting — not their own work. Effort flows to the dashboard, not the customer.

06 The manager layer is the silent bottleneck.

When managers lack the time, skill, or incentives to coach, behavior change decays rapidly
after training. The middle is where adoption lives or dies.

THE THROUGH-LINE
None of these are problems of willpower.

They are properties of the environment — which is something you
can change.
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FROM PUSHING CHANGE TO PULLING ADAPTATION

Three moves that change how
the environment behaves.
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01 - CO-DESIGN

Let operators
shape the
solutions they
must use.

When the people who live
in the work help design it,
realism improves and
ownership shifts from
imposed systems to
shared solutions.
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02 - SUBTRACT FIRST

Remove outdated
work before
adding new work.

Before introducing new
expectations, deliberately
retire the reports and
processes they replace.
Capacity is the constraint
— SO create some.

03 - COACH

Install coaching
as the
reinforcement
engine.

Training creates
awareness. Coaching
creates behavior. Without
it, the new way decays
back to the old the
moment pressure rises.
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It is what a well-designed system produces.




eammm» THE NEXT STEP

Ready to equip your people to
harness the adversity
transformation generates?

For Consortium members and their leadership teams, the next step is straightforward: book
a confidential Executive Briefing. No pitch. No proposal. A candid, peer-level diagnostic.

For senior Commercial Excellence, Strategy, Transformation, and Growth leaders

at $1B+ enterprises.

Schedule Your Briefing — < Request to Join the Consortium - >



https://calendly.com/jesse-hopps/discovery-call
https://www.linkedin.com/groups/15632029/
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The Executive Fellowship

A working circle for Heads of Commercial Excellence, Strategy,
Transformation, and Growth at $1B+ enterprises — operators building
the next commercial operating model, together.

Learn more -
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