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The number of 
times a person 
may have to hear 
a message before 
they START to listen

Message from our 
CEO Deanne Stewart

Leading through change: Transformational 
Leadership is critical in today’s workplace

Leading through change and ambiguity Change is constant for all organisations today. Change can be economic, 
regulatory or technological; it may involve an organisation’s leadership or 
workforce; or it may reflect the changing expectations of customers and the 
communities in which we work. How leaders respond to change helps determine 
the likelihood of organisational success.

Every organisation in Australia is grappling with change. Whether it’s changing 
expectations of customers, an ageing workforce, technology or regulatory 
changes, change is ever constant.

Leading through change and ambiguity is one of the greatest challenges today’s 
leaders face.

In my first year as CEO of Aware Super, we faced significant change and 
challenges, some industry wide such as the Royal Commission into Misconduct in 
the Banking, Superannuation and Financial Services Industry, and some specific 
to our organisation such as the integration of our financial planning business 
StatePlus, and our merger with VicSuper. Coupled with ongoing technological 
advances and evolving needs and expectations of our members - this was a year 
of change and some ambiguity.

By applying a Transformational Leadership approach across the organisation, and 
revising our organisational values and strategy, Aware Super has empowered our 
team to thrive in this environment.

Transformational Leadership requires more than a thorough understanding of 
operations, infrastructure, people and finance. Having the “right” answer is not 
enough to implement change. Success requires knowing what really drives your 
team and customers as individuals, and genuinely caring about their needs. 
Understanding that success and compassion are not mutually exclusive is 
essential for successful change management.

Over the last year, Aware Super has worked hard to develop an inspiring yet 
achievable leadership capability model. The leadership capability model is 
integrated with our values; member first, deliver honourably, care deeply and 
lead bravely. It links directly to what motivates our teams — our purpose, which 
is to be a force for good. Our values are linked to clear outcomes to deliver 
measurable success for our organisation, and our members’ returns.

This leadership capability model supports our team through change, empowers 
them to be bold and make decisions that are best for our organisation, and 
enables us to achieve better outcomes for our members.

As a leader you can’t assume you know everything; it’s about constant learning 
– continuous evolution of your leadership style. Neither I nor any of the team at 
Aware Super have all the answers, but we hope this eBook is thought-provoking 
and provides valuable information that stimulates an industry-wide dialogue.

We, as Australian leaders, need to learn from each other, provide leadership and 
drive outcomes for our employees and our members.

Empowering and inspiring your team through change and 
challenging times is essential for any successful leader, 
not only because it helps a business grow and thrive but 
because it makes each person in your team feel part of a 
collective purpose.

By becoming a transformational leader, you can provide a 
better work environment for your co workers and stimulate 
better performance and higher productivity – that’s good 
for you, your staff, your bottom line and, most importantly, 
your clients.

No matter how good you are or how well you believe your 
organisation is operating, leaders and organisations must 

keep transforming in the face of change. Otherwise, you will 
fall behind.

Transformational leaders focus on engaging their staff with 
an organisation’s purpose and culture so that together they 
can find the best solutions to the challenges they face.

Transformational leadership differs from some more 
historical leadership practices by empowering everyone to 
step forward to lead and to actively contribute. It does this 
by embracing the whole person and engaging with them 
through actions, feelings and thoughts. Transformational 
leaders tap into the heads and the hearts of their team.

The importance of leading through change
At Aware Super, we believe more Australian leaders need to embrace Transformational Leadership 
given the large volume of change facing modern organisations. To encourage a broader conversation 
about Transformational Leadership amongst our stakeholders, Aware Super brought together 
business leaders to share insights and experiences on this topic. We hosted a panel discussion on 
the subject, “Transformational Leadership: Empowering and inspiring your team in challenging 
times”. We believe the insights from this conversation will help you unlock potential.

Our panel comprised:

•  Dr Jess Murphy − Founder, Pathway to Your Potential 
Pty Ltd and Adjunct Professor in Business Leadership, 
Australian Graduate School of Leadership

•  Virginia Bourke – Chair of the Mercy Health Boards

•  Dr Lachlan Henderson – Group Chief Executive of 
Epworth HealthCare and Director of Cricket Australia

•  Kevin McCoy – CEO of Australian Unity Independent 
and Assisted Living

We’ve summarised insights, learnings and tips from the event 
because we’re committed to providing a better future for our 
members. Advocating for strong Transformational Leadership 
provides our members with a better work environment and 
creates better performance and returns in the companies 
that use this leadership style.

Deanne Stewart 
CEO Aware Super

Source: European Journal of Social Psychology, 2009

The #1 contributor to 
a successful change 
is active, visible 
leadership

Employees are 9x 
more likely to accept 
change if their 
manager tells them 
about it

The number of days 
on average it takes 
for people to adopt 
a change
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Transformational Leadership:  
Moving from intent to action

How to become a 
transformational leader

Keynote speaker Dr Jess Murphy – Male Champions of Change 
Convenor and Founder, Pathway to your Potential Pty Ltd

What is Transformational Leadership?

Great leaders acknowledge they don’t have all the answers to the many 
challenges of today. Realising that, and then communicating it to the people 
in your organisation, is a good starting point in becoming a transformational 
leader. The reason why people come to work is to contribute to finding the right 
solutions, not to always be told what the solutions are.

The changing expectations of stakeholders have made 
business more complex. The best resources available to 
deal with that complexity are often the people closest 
to the issues that you’re grappling with. Transformational 
Leadership will help you to hear their voices and find 
solutions.

Transformational Leadership is where a leader focuses on 
the intrinsic rather than the extrinsic motivations of people. 
Transformational leaders understand that people want to 
be part of something (intrinsic) and want to contribute to 
your strategy, to your purpose, rather than simply receive 
a pay cheque (extrinsic). Transformational leaders seek to 
bring intrinsic motivation to life.

Transformational Leadership aims to align a person’s 
purpose with the organisation’s purpose. It’s about 
influencing others by connecting with both head and 
heart.

A transformational leader invites and listens to 
constructive feedback from employees, clients and 
customers − all stakeholders.

Having empathy with people is critical to Transformational 
Leadership. You must be able to understand the 
perspective of others, which most likely differs from yours.

To unlock an individual’s knowledge and experience, which 
collectively enables better solutions to challenges, leaders 
must be more proactive in having conversations with 
people. Those conversations must tap into a person’s head 
and heart. To get people to step up, you need to engage 
them through thinking, feeling and acting.

Transformational leaders must also understand that the 
traditional hierarchical corporate structure – ‘command and 
control’ or ‘the person at the top is always right and you 
can’t question it’ − is no longer appropriate for the modern 
‘knowledge’ economy.

Trusting your colleagues is also essential for 
Transformational Leadership. Too often, the relationship 
between a leader and those reporting to him or her 
resembles a parenting relationship where those in charge 
don’t trust those below them to work flexibly or to do what 
they’re told.

Instead, we need to appreciate that we’re working alongside 
adults and a very large majority of them want to do the 
right thing. Don’t forget to recognise people for their work 
and efforts in moving in the right direction.

We need to have constructive, compassionate and 
empathetic conversations that supply great feedback to 
people and give them choices.

I think leaning into those conversations is an important 
aspect of Transformational Leadership. When you can 
inspire and empower people to be part of the change, you 
elevate to being a leader.

“Transformational leaders 
understand that people actually 
want to be part of something, 
and they tap into that intrinsic 
motivation and really look to bring 
that to life.”
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Everyone can step up

How you communicate change is also important. An email 
announcing a new set of values has no influence over 
people because they just feel like they’re being spoken to – 
there is no connection.

Involving people in the process and providing examples of 
how change has been implemented elsewhere – such as 
mergers and integration, the adoption of new technology, 
culture change – can help people to better understand 
change and see how expectations and behaviours in the 
workplace can evolve over time.

By using analogies people can understand and creating 
stories that people can connect with, leaders can really 
influence people in relation to the change.

Every person can step up to be a leader. You do that 
through consistency, living who you are every day and 
upholding your values. But you also align with the values of 
the organisation. It’s everyone’s responsibility.

One of the challenges that organisations face in terms 
of transitioning to the transformational approach is 
understanding that it’s not just about the leader at the top 
of the organisation.

Whether you’re the cleaner or the CEO, your role is to leave 
the workplace better than how you found it.

All of us are transformational leaders, and all of us have 
influence over the system. We all have a part to play when 
we look at Transformational Leadership.

Modern leadership is more than a formal 
title. Everyone from the bottom to top 
level can influence the system of which 
they are a part.

Dr Jess Murphy

Overcoming resistance and forging ahead

How can a leader tell if they’re succeeding in getting all people on board?

First, understand that people don’t like to be told that 
things are changing. Resistance is the norm, not the 
exception. Not everyone will follow you on the path to 
change.

In organisations undergoing change, the top level of 
management understands the need for change and is 
implementing it, but there can be a level of resistance 
at middle management level, with some managers not 
enabling.

To overcome this resistance, what is needed is a consistent, 
visible message delivered by leaders who are great with 
people. It’s important to spend time explaining why the 
change is needed, including any external context, together 
with acknowledging and respecting the past and the hard 
work done previously.

Empathetic leaders understand that people go through the 
change process in stages and as individuals.

There’s a big difference between management and 
administration, and leadership. You can be the smartest 

person in the room, but unless you can engage people and 
tap into their emotional being, you can’t unlock the potential 
in your team.

Therefore, when considering people for leadership positions, 
organisations need to place more value on individuals 
who are good with other people and not elevate only the 
technically brilliant employees.

We need to let go of the status quo around how we 
promote people and recalibrate how we view talent. Tenure, 
title, qualifications…honestly, chuck it out the window! It’s 
really about impact on people. That’s how you’re going to 
make that change.

Successful transformational leaders know it goes beyond 
what they state. They recognise people who live the 
organisation’s values and their wn, those who bring their 
whole selves to work.
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Transformational leaders understand 
purpose and are visible

Transformational leaders know their 
limitations and seek advice

Kevin McCoy, CEO Australian Unity Independent and 
Assisted Living

Dr Lachlan Henderson – CEO of Epworth HealthCare Group and Director of 
Cricket Australia

Purpose and visibility are critical elements of Transformational 
Leadership, both in terms of your team and your clients.

The CEO of Australian Unity Independent and Assisted Living, 
Kevin McCoy, says he didn’t truly appreciate purpose until he took 
charge of an organisation that had made a significant acquisition 
three times its size and it was not going to plan.

He could see the commercial realities but wanted to understand “the heart of the 
organisation and where the magic was”.

“When you sit back in head office, you’ve really got no idea what happens,” says 
Mr McCoy. “As a Chief Financial Officer, you run things from spreadsheets and 
data. So, you don’t really connect with the heart of the organisation.”

So, Mr McCoy went to a regional town in NSW to accompany a care worker on 
her round. They visited a single mother whose young daughter had an intellectual 
disability. The service was personal care.

It was then that Mr McCoy really appreciated what purpose was.

“I sat on the couch in the customer’s lounge for an hour with the mother and 
had a chat about her challenges in life being a single mum. It was actually very 
overwhelming and life-changing. I realised that their (mother and daughter) whole 
life revolves around who walks through the door,” says Mr McCoy.

“When we came back from that, we set ourselves to solving their problems for 
every hour, every day and every week that we’re there. Since then, I’ve been 
carrying that on consistently.”

Mr McCoy has made countless visits to clients over the past two years and gained a deep 
understanding of the themes in metropolitan and regional areas; people with disability, aged care, 
Aboriginal communities, and many more.

“I’ve brought that back and put that into our vision. I find that if you can connect with a story and give 
people colour, they really understand it,” he says. “Whenever I’m talking to staff, to bureaucrats, to 
politicians, I’ve got a lot of genuine stories from customers that I just think of at the time.”

Mr McCoy’s visits to clients to learn their stories and needs first-hand have won the support of 
colleagues.

“All the staff who aren’t on the front line have rallied around the fact that there’s a CEO that is on the 
road,” says Mr McCoy. “They seem quite pleased or proud that the CEO actually does go out and talk 
to customers.”

Mr McCoy says implementing purpose requires a set of simple measures that members of an organisation 
can focus on, report on and discuss on a monthly basis. It’s about sticking to the vision, being consistent 
and being incredibly visible. Walking around the office is one way to stay visible – it helps you stay 
connected to day-to-day activities and enables you to answer questions as they come up.

Transformational leaders know their limitations.

“It’s about changing gears when you need to and making 
decisions that are appropriate for the time,” says the CEO of 
the Epworth HealthCare Group, Dr Lachlan Henderson. “But 
it’s also acknowledging what you don’t know and having the 
insight to get another view when you need it.”

For example, Epworth HealthCare, like many organisations, 
is grappling with digital strategy, and they realised digital 
insights don’t come from doctors or management of an 
older generation. “So, we talked to our university-aged 
colleagues regularly around digital strategy,” says Dr 
Henderson. “It is an example where I think the empowered 
younger workforce will actually drive really significant 
change.”

Having consistent leadership and talent programs helps 
ensure an organisation is well equipped to handle change 
and transformation. Even when times are tough, it’s still 
important to invest in leadership development. Epworth has 
university- affiliated formal leadership programmes which 
seek to identify the next group of people who are going to 
run their healthcare facilities.

Successfully implementing change also requires leaders to 
respect the people who have preceded them. “To effect 
change, you really need to know the organisation well and 
honour those who have been before you and what they’ve 
done” says Dr Henderson.

Transformational leaders also know that a crisis is an 
opportunity to effect real, positive change. Dr Henderson 
says the March 2018 ball-tampering scandal (when several 
Australian cricket players were caught cheating in a test 
match against South Africa) that rocked the cricket world 
led to Cricket Australia examining itself from the board and 
CEO and all the way through the organisation.

Cricket Australia learned that it must seek and invite 
feedback in a more formal and consistent way. Extensive 
internal and external reviews led to a much closer 
association between the management and the players.

There’s no silver bullet. But if you 
can nail a good vision, have great 
connection to purpose, be visible and 
give people simple measures and help 
them get there, I think that pulls you 
through.

Kevin McCoy

I suppose there’s the old adage: Never 
waste a crisis. I think that’s led to 
cricket being more open to external 
scrutiny while better managing its 
relationship with players and fans.

Dr Lachlan Henderson



Transformational leadership aware.com.au   |   1300 650 873   |   enquiries@aware.com.au 1211

The board has a key role in  
Transformational Leadership

Virginia Bourke – Chair of the Mercy Health Boards

When an organisation is undergoing transformation, it’s 
important to link actions to the purpose that underpins the 
organisation, because this resonates with staff.

Teams rally behind a purpose that they can be proud of, 
especially if their organisation is leading the way and has 
sustainable goals.

Understanding the organisation’s ‘purpose’or mission starts 
with the board. The Chair of the Mercy Health Boards, 
Virginia Bourke, says that in reflecting on their governance 
role, board members must ask themselves: How are we 
acting in the best interests of the people that we serve? In 
the health sector, the people whom organisations serve are 
usually people who are at risk or vulnerable in some way   in 
their lives - these may be people with chronic illness or a 
disability, people who are living in residential aged care or 
people with mental health concerns.

To be able to deliver the best outcomes for patients, 
residents, clients and staff, it is essential that board 
members obtain the right information to enable them to ask 
the right questions of the management team.

Timely information flow is critical for success. One of the 
challenges boards face is to create the tools that provide 
the right information when it is needed most. One cannot 
simply look at peers that are successful and copy what they 
do. Organisations must build their own set of tools such 
as quality indicators, benchmark sets and workforce and 
customer surveys, based on a deep understanding of their 
organisational structure, operating style and their people.

“The key really is to triangulate that data to know enough 
about your organisation as a whole to be matching 
elements such as the workforce turnover rates and exit 
interviews with patient outcomes or residents’surveys,” says 
Ms Bourke.

Furthermore, board members, including the Chair and 
the CEO need to be seen to be “living” the organisation’s 
purpose. Many leaders develop a vision but don’t put in the 
hard work to deliver it. You need to set high expectations, 
but “walk the talk”.

Boards must also consider the challenge of finding the 
workforce of the future. For example, in the aged care 
sector, the job of carer is relatively low paying and may 
be unattractive for many people. So, to attract new staff, 
boards must offer a valuable proposition to their people.

“From a strategic point of view, we’ve looked at that long 
and hard, and it’s extremely challenging,” says Ms Bourke.

The board must advocate for its workforce and, in the 
case of aged care, inspire people to enter the sector. “The 
approach is: How can we do something that will benefit the 
residents in our care and give people a way into health – 
both male and female?” says Ms Bourke.

Mercy Health is developing “inter-generational” projects 
in aged care, including an integrated secondary school 
curriculum at Year 10 level that enables students to 
complete some of their work at an aged care facility.

Leading by example: Aware Super’s  
leadership capability model

We have developed an inspiring yet achievable leadership capability model, 
that describes what ‘good’ leadership looks like at Aware Super. The capability 
model is based on the Inclusive Leadership style, which uses, and builds on, 
principles of Transformational Leadership. Our model:

•  Articulates what we need from leaders to achieve our strategy and our 
aspirational goals

•  Provides leaders with a clear understanding of what is expected of them

•  Provides a common ‘language’ we can use to discuss leadership

•  Enables us to create a consistent approach to evaluating talent – for selection, 
promotion and development

•  Is the foundation of our leadership development pathways and training programs

•  Together with our values, the model supports us to craft, maintain and enhance 
our desired culture and employee experience.

Leadership capabilities
•  Driven: Executes the strategy in order to achieve the 

organisation’s purpose, vision and member outcomes.

•  Agile: Advocates for change and finds fast and effective 
ways of delivering and improving member outcomes.

•  Inclusive: Leverages diversity to strengthen an 
organisation’s culture, innovation and organisational 
performance.

•  Thriving: Inspires others to be their best, continuously 
grow and be a force for good.

We have developed behavioural statements describing 
these leadership capabilities in more detail, and these 
statements also align directly to our values. For example, we 
provide leaders with specific examples how they can ‘deliver 
honourably’ and also ‘care deeply’ to ensure that leaders are 
clear on what is expected of them.

En
gaged 
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purpose 
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Our formula  
for success

  MEMBERS
FIRST

our reason 
for being

DELIVER honourably

CARE 
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ep
ly

LEAD bravely

Aware Super’s purpose

To be a force for good in super 
and retirement, shaping the best 
outcomes for our members, their 
families and communities, and our 
industry.
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•  Make communications about the change 
and objectives clear and transparent. 
Establish a “transformation hub” and 
consider appointing an appropriate 
executive – internal or external – to lead 
and implement the change

•  Provide context. Explain why change is 
necessary and what it means for you and 
your colleagues

•	 	Remind	staff	of	the	journey	before	(the	
history of company) and show what they 
have to look forward to under the changes 
(the	next	chapter)

•	 	Share	customer	stories	with	staff,	
especially those not on the frontline. 
Personal stories help to inspire and 
motivate people to deal with change

•  Share your commitment to the change and 
your plans to implement change with your 
team

•  Set expectations of what transformation 
will achieve and regularly discuss purpose, 
vision and values and what they mean for 
you and your teams. Discussions must be 
honest and transparent

•  Incorporate organisational values into 
everyone’s goals and performance 
indicators

•  Observe and measure progress. If it’s not 
measured, it typically doesn’t happen

•  Invest in leadership training to ensure 
that leaders and potential leaders are 
prepared, well-equipped and motivated to 
implement change

What kind of leader are you? Assess yourself

Self-awareness and insights into your personal leadership style are 
critical	to	becoming	an	effective	leader.

How well do you communicate vision? Are you unlocking the 
full potential of your team and your organisation? Take the self-
assessment to better understand your leadership style.

How to make organisational 
transformation successful

Most transformations fail, with 70 per cent of complex, 
large-scale change programs not reaching their stated 
goals, according to global management consultant firm 
McKinsey & Company.1

McKinsey says in its paper, The ‘how’ of transformation, a 
lack of employee engagement, inadequate management 
support, poor or non- existent cross-functional collaboration 
and a lack of accountability are some of the impediments to 
success.

Successful transformation requires a major reset of 
approach, attitude and behavior, which only a few leaders 
know how to achieve. Successful transformation also 
requires performance infrastructure, that is, the people, 
process and tools to ensure superior execution.

Right people, right focus
McKinsey suggests that organisations undergoing 
transformation establish a ‘transformation office’ steered 
by an appropriate executive such as a Chief Transformation 
Officer (CTO) or similar role. Having a CTO to lead change 
enables the CEO to focus on leading the business. A CTO 
should have extensive experience in guiding people through 
change and have the intellect to understand relevant, 
complex issues. Most importantly, a good CTO must have 
the instincts and judgement on how hard to push people so 
that they achieve their potential.

Right pace to effect change
Secondly, it is essential to work at implementing change 
quickly and relentlessly because a slow transformation 
process is ineffective. McKinsey recommends weekly 
meetings for each work stream of 60 to 90 minutes, plus a 
two-hour weekly transformation office meeting.

Meetings require honest and transparent discussion so that 
the organisation can diagnose its situation and align on 
solutions.

Right tools to measure success
The third key component of successful transformation 
are the tools and systems used to monitor performance. 
The tools should make it easy to spot delays and trends, 
monitor impact and generate rich, user-friendly reports. 
The tools should be available to everyone involved in the 
transformation.

The tools could be organisational-health assessments, 
benchmarks, value-capture models, and visual management 
and planning aids.

1The ‘how’ of transformation, by Michael Bucy, Adrian Finlayson, Greg Kelly and 
Chris Moye. McKinsey & Company, May 2016

Top tips for transformation success
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For more on this topic visit:
aware.com.au/transformationalleadership

With our support and advice, you and your 
employees can feel future ready.

We’re here to make it easy for you and your 
employees to manage all aspects of super – 
and so much more.

To partner with Aware Super as your default 
provider, or find out more about the additional 
value we offer, please get in touch. We’d love 
to discuss your organisation’s and employees’ 
needs.

Employer Relations team

Dedicated super administration, contributions 
and technical support:

employers@aware.com.au

1300 118 632

Member service centre

Connect your staff with the information and 
support they need:

enquiries@aware.com.au

1300 650 873

Your support network 
at Aware Super

 Australia-based call centre 
over 100 local Superannuation Advisors to 
support your employees

7 walk-in member centres

  
22 regional offices   
17 regional appointment locations

 75 appointment locations across Australia


