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THREE QUESTIONS 

WHAT:  The Three Questions quickly get to the heart of whether the change 
will be successful or not. 

In 100 
WORDS  

 

WHY:  Humans are predictable, which allows us to predict the likely organisational 
behaviour. 

 

WHEN: From the earliest point in the project, these are the first questions to ask when 
you scope the project. 

 

HOW: 1. Ask the questions 
2. Listen to the answers 
3. Coach the stakeholders on the implications of the answers 
4. Update your change strategy 

USAGE 
SKILL: Medium 
USE: Early 
FORMAT: Conversation 
TIME: 1 hour 
CRITICAL: êêêêê 

BONUS: The Three Questions give you the basis for a different conversation with 
stakeholders, sponsors and the project team. 

 
THE THREE QUESTIONS 
Imagine a world where you can diagnose the likelihood of a change being successful in minutes. This is what the 
Three Questions gives you. 

The power of the questions come from the self-awareness they cause in the stakeholders, sponsors and team. They 
change the conversation to focus on the benefits, risk and to raise awareness of the change strategies for success. 

The questions are the start of the conversation and give you the opportunity to enquire further. 
 

Question One: Does anyone need to think, act or do something differently for [this change] to be successful? 

Why: This question establishes whether behavioural change is required to get to the outcomes. If it is, then the 
human factor cannot be ignored. 

How it works: It causes the answerer to think through the implications of the change, rather than the product 
that is being created. 

So What: Changes reliant on a behavioural change need a change strategy. 

Question Two: How much of your benefits depend on people thinking, acting or doing something differently? 

Why: Having established that behavioural change is required, this question shifts the focus to the benefits and 
connects the two. 

How it works: Framing the change in the context of the benefit statements makes the impact of the change feel 
real. The ‘how much’ requires the answerer to consider the source of the benefits and to quantify them. Once 
that number has been verbalised, it becomes firm in the answerers mind. 80% of £10m is £8m. The scale, and 
importance of the behavioural change has been established. 

So What: A change that has a high impact on the benefits, should have a high impact change strategy with 
outcomes that are monitored and managed closely. 
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Question Three: Will anyone get fired for not thinking, acting or feeling differently? 

Why: If there are no consequences the likelihood of the change taking place is reduced significantly, especially in 
an environment where there are competing priorities. 

How it works: The question is deliberately provocative, to disrupt the enthusiasm and excitement that exists 
within the design team.   

This question prompts stakeholders and sponsors to consider the importance of the change to the organisation 
in the context of other priorities. It raises awareness of the influence structure within the organisation as they 
think through who would apply the consequences. 

So What: Changes without consequences are optional and depend on the willingness of your targets to do 
something differently of their own choice. 

Without consequences it will take longer to influence and persuade targets, adding to the costs and effort and 
making it harder to guarantee the penetration of the change through the organisation and with that, the delivery 
of the benefits. 
 

IN PICTURES 
This flow chart walks through the questions 
 

  

CALCULATE
1. Quantify the total benefits in terms 

of £/$/€, including time saved, 
reduced costs and reduced 
headcount

2. Estimate the percentage of benefits 
that are dependent on people doing 
things differently

3. Multiply the total benefits by the 
percentage

4. This is your change risk impact

No Change Strategy 
needed, all done here

HIGH RISK
Your Change Strategy will rely on influence 
and persuasion, which take longer, and is 
unlikely to achieve high target penetration 
COST
Calculate the higher costs of a longer, 
more complex implementation.  
Is the ROI still attractive?
CHALLENGE
Can the benefits be achieved without a 
change in behaviour? 
Can the Change Sponsor be persuaded to 
prioritise and be committed enough to 
apply consequences?

LOW RISK
Your Change Strategy will rely on 
Change Sponsor passion and 
commitment
CONVICTION 
Confidence in the likelihood of 
consequences suggests a high level 
of conviction in the Change Sponsor
MEASURE
Put in place the measures to ensure 
the Change Sponsors passion and 
commitment continue

Does anyone need to think, 
act or do something 
differently for [this change] 
to be successful? 

How much of your benefits 
depend on people thinking, 
acting or doing something 
differently? 

Will anyone get fired for not 
thinking, acting or feeling 
differently? 

No
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THREE QUESTION TEMPLATE 
Question One: Does anyone need to think, act or do something differently for [this change] to be successful? 
 
Yes Unsure No 
A Change Strategy will be required, onto 
Question Two 

Describe the change, and what will be 
different in the new world 
Assess, then choose Yes or No 

All done here, no change strategy 
needed 

 
 
 
 
 

  

   
Question Two: How much of your benefits depend on people thinking, acting or doing something differently? 
 
Calculate the Benefits Calculate the Risk Change Risk Impact 
Take into account the time saved, 
reduced costs and reduced headcount 

What drives the benefits? Calculate 
where the benefits are driven by a 
change in behaviour 

Calculate the percentage of benefits 
dependent on a change in behaviour 

For example: £2m from lower agency costs + 
remove 10 headcount at £20K each= £2.2m 
 
 
 
 
 
 

For example: Automation reduces headcount (no 
behaviour change) [£200K], agency costs 
dependent on agency choice [£2m] = £2m 

For example: £2m out of £2.2m = 90%  
Over 60%, Change Risk Impact is High 
Below 30% Change Risk Impact is Low 

 

   
Question Three:  Will anyone get fired for not thinking, acting or feeling differently? 
 
Yes No 
Your Change Strategy will rely on influence and persuasion, 
which take longer, and is unlikely to achieve high target 
penetration 
COST: Calculate the higher costs of a longer, more complex 
implementation. Is the ROI still attractive? 
CHALLENGE: Can the benefits be achieved without a change 
in behaviour? Can the Change Sponsor be persuaded to 
prioritise and be committed enough to apply consequences? 

Your Change Strategy will rely on Change Sponsor passion 
and commitment 
CONVICTION: Confidence in the likelihood of consequences 
suggests a high level of conviction in the Change Sponsor 
LEADERSHIP: The skill of the Change Sponsor in change 
leadership will be the determining factor. Define the 
leadership changes needed 
MEASURE: Put in place measures to ensure the Change 
Sponsors passion and commitment continue 
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THREE QUESTION CHANGE RISK IMPACT 
Plot the risk on the grid below. With the Change Risk Impact % plotted on the vertical, and the level of 
consequences horizontally 

Depending on where the plot lands, the change strategy and approach are determined 

 

CHANGE STRATEGY TACTICS 
Can you move the leadership conviction from Influence and Persuade to Strong Leader? 

INFLUENCE and PERSUADE 

Think like an entrepreneur; 
Adoption, influencer penetration and 
distribution 

STRONG LEADER 

Leadership will make the difference, 
define, coach and measure 

DAY TO DAY LEADER 

Monitor to ensure that the leaders 
conviction remains 

 

HIGH IMPACT
LOW CONSEQUENCES

INFLUENCE & PERSUADE
High Impact Change Strategy 
focused on influence and persuasion

HIGH IMPACT
HIGH CONSEQUENCES

STRONG LEADER
High Impact Change Strategy 

focused on Change Leadership

NONE
No Change Strategy needed

LOW IMPACT
LOW CONSEQUENCES

DAY TO DAY LEADER
Low Impact Change Strategy

focused on Change Leadership

LOW IMPACT
HIGH CONSEQUENCES
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