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Change Readiness – What is Change?








LESSON PREPARATION
Please Note:
Ideally these modules are offered in sequence as part of a 10 session Certificate Program.  However, each module is also offered as a standalone course, and learners may attend only one session.
Please be mindful of the following:
· The participant workbook is designed for those learners attending the full certificate program.  You may want to include additional resources for those learners attending the standalone session.  
· If Certificate Program learners have homework, please ensure that the learners taking the session as a standalone have a homework takeaway as well, but ensure that it has an answer key or is self-explanatory. 
· Each module is both a standalone session and part of a series – please ensure that those learners who are only in class for one session do not feel like they’re missing out. (i.e. do not continually refer to other sessions).
Organize all materials
· Make sure icebreaker materials are ready
· Find out how many learners are taking:
· Full certificate course
· One-day session
· Make sure you have sufficient participant workbooks and additional resources.
· Complete the pre-reading (attached)



Who Moved My Cheese
Who Moved My Cheese? Summary by http://www.notmydesk.com/reviews/who_moved_my_cheese.html, adapted by Lew Bayer 
An A-Mazing Way to Deal with Change in Your Work and in Your Life by Spencer Johnson, M.D., Foreword by Kenneth Blanchard, Ph.D. Publisher:  Putnam
*****
Short Summary:  Cheese is found, moved, then found again.  
Extended Summary: Change.  It happens to all of us, but is it good or bad?  Spencer Johnson elaborates in his "book" Who Moved My Cheese? presented as a "fable" about dealing with change in business and personal life.  
The "book" begins with A Gathering, wherein former classmates have lunch and chat about how much their lives have changed since high school.  They agree that things have certainly turned out differently than they thought, and notice that they often "don't want to change when things change." Then, one of the friends, relates the story of Who Moved My Cheese? to the others.
 The story revolves around two mice, "Sniff" and "Scurry", and two "littlepeople", "Hem" and "Haw".  They live in a "maze" and spend their time running around, looking for, finding, and eating "Cheese".  Cheese, as is stated in the foreword by Kenneth Blanchard, is "a metaphor for what we want to have in life", such as a job, a relationship, money, a big house, or an insulting yet best-selling business book.  Cheese can even be "...an activity like jogging or golf..." 
Of course, there are different attitudes taken by those hoping to acquire Cheese.  Sniff is good at "sniffing out" Cheese, and Scurry excels at "scurrying" after the Cheese once he knows where it is.  Message across:  the two mice don't really think about things; they just react to them.
Hem and Haw use their brains a little more than the other mice do, thinking things through instead of scurrying blindly off into the maze, and they also communicate. Haw, has insights and tracks his observations as points of learning. His first saying is:
Having Cheese Makes You Happy
One day, the mice find a huge mound of Cheese in the maze.  Hem and Haw decide that this mound of Cheese is so large they never have to think about finding more.  They get comfortable and settle down, and thus are caught unaware when: surprise!  Their Cheese is gone one day. 
Sniff and Scurry are ready to handle this, and get back to looking for more Cheese immediately.  Hem and Haw, however, mope around, complaining that someone moved their Cheese, and that they don't deserve this, and that they don't want to look for more Cheese.  They feel they are entitled to the Cheese they worked hard for.
What really happens is, Haw goes off in search of new Cheese, while Hem stays stubbornly put, insisting that someone will put his Cheese back.  He's entitled to it.  In fact, at one point he puts his hands on his hips and screams at the top of his voice:
"It's not fair!"
Hem sure is silly, isn't he?  I mean, what does he hope to accomplish with that?
Meanwhile, Haw runs through the maze, weary and frightened, stopping every single page to write new sayings on the wall, such as: 
The Quicker You Let Go of Old Cheese, The Sooner You Find New Cheese, and Old Beliefs Do Not Lead You to New Cheese and Movement in a New Direction Helps You Find New Cheese
At no point does Haw seem to realize that he's writing the exact same message over and over again in a slightly different way.  He does, however, come to realize that he's enjoying running through the maze.  He realizes he was foolish to worry so much about trying to find new Cheese, especially with the Cheese market doing so well these days.  Haw, after a struggle, finds new Cheese, and also reunites with his pals, Sniff and Scurry.  Haw vows to change his ways by being ready for things to change the next time.  He sure learned something from those two mice!  


Change Management: Putting the Change and Transition Curve Model into Action
By Carol Piras, The Piras Group
Change is the new normal.  20 years ago, we had stability.  Change is happening more rapidly and it’s hard when we get stuck in our own transitions as we adapt.  The two key words to remember are: resiliency and adaption.  How resilient are you?  How quickly can you adapt to new situations and curve balls?  Getting to a sense of optimism and hope in what’s coming more quickly helps to reset your environment in a way that works for you.
Why Is Change Hard? 
Change can be uncomfortable: being with the unknown and living with ambiguity.  You’ve got to try new things.  And that’s scary.  We see so many people that have a fear of failure.  One reason change can be so hard is because we worry about what the outcome will look like and whether we will fit and like it at the same time.
I’m going to explore what I think change is all about and how you as an individual or your team can start to get more comfortable with it. 
You need to put the oxygen mask on first before helping others: by understanding change, you understand its effects on people and how you can maneuver and navigate to help other people experience change more positively.  The faster you go the easier it becomes and you build that resilience muscle at the same time. 
An Example of Dealing with Ambiguity
Here’s my own personal example dealing with ambiguity.
I was going to a retreat several years ago and I got a pre-retreat package in the mail.  The instructions were:  here are some books to read and here’s what you need to bring for clothing.  No agenda, no information about who’s participating.  
I went ballistic – I didn’t know what was going to happen over these 10 days.  What was the plan!?!?!?
My business partner said to me:  “Carol, having a little trouble dealing with ambiguity?”  It was like boing.  When I could name it, yeah I was worried – what was I worried about?  I might not fit in?  I might not like it?  I might not do well?
Once we start to say ‘gee, ambiguity is hard, but if I let go of the future and just enjoy the journey’ it might be a whole lot more fun.  Once I could name it – that I was worried about the future – I could then start to say what was really going on for me.  By doing that you start to grow a stronger muscle of asking: what’s the worst that could happen?  If I don’t like it I can renege.  If it’s really not for me I can leave.  
We all have choice and it’s about how we show up with change and realize that we don’t have to figure it all out before we experience something new…it’s so freeing.
The Change and Transition Curve Model
[image: ]
Here’s how the change and transition curve model for change management works.  Starting on the upper left, you encounter a situation that requires you to let go of what was.  We all have ways of operating, learning, things we’ve produced.  We have results that we’ve delivered and they’re changing.  They’re going away. 
On the right hand side, we have the new – the new levels of performance, a new set of expectations, but it’s a little ambiguous so we’re not exactly sure what that’s going to look like.  To expect people to immediately dispense with the old and adopt the new is not an option.  People will go through the psychological reorientation of what it takes for them to move to the new. 
Everyone Has Their Own Pace in Managing Change
Everyone goes through this process at his/her own pace, in their own sequence and their own time.  Some will be very quick.  Some will be hesitant.  And that’s perfectly normal.  Change is hard on human beings because we have a natural tendency to want to control things.  When we have to give up control or we have to give up our comfort zone it’s hard to do. 
People will likely go through these various stages of figuring out how to deal and adapt to the changes in front of them.  They might resist, they might have frustration.  They are asked to do things differently or tackle new assignments.  They’re sometimes stressed or confused. They don’t exactly know what their role is.  That’s all very normal.
They will go back and forth across the entire curve as they work through their issues, questions or concerns.   People don’t go through this curve linearly following the path.  They go back and forth, even within a given day. 

The Role of a Leader in Change Management
As leaders, we have to empathetically help people understand and adapt to the change, then commit to participating in the future.  This requires a conversation.  Not email, not text, and not IM – a real conversation. 
Exposing ourselves to fear means being vulnerable.  We have to talk about what worries us, we have to talk about what it’s going to take if this is where you are.
Here are some questions leaders can ask in that conversation:
· What concerns you? 
· Where do you have angst? 
· What is it going to take to get you to the positive side of change? 
· What help do you need?  What do you need from others? 
· What will help you go through that change curve with its ambiguous, unknown future and get to the other side? 
· Sometimes we have to just let go; to let go of what’s going to happen in the future because maybe we can’t control it.  
Conversations to Have Using the Change Management and Transition Curve Model
You can use the change curve as a way to begin to talk to people about where they are and what they need because they’ll give you guidance directly in those conversations. 
Here are five areas that oftentimes accompany change and worry people: 
1.     Am I going to last?  Am I going to have a job?
2.     Will I make it? (the competence issue) You’re asking me to do something new.  You’re asking me to do something that’s more strategic.  I’m kind of comfortable in the data.  I’m not really comfortable being a business partner or a trusted advisor.  I don’t even know what that looks like.  What does that mean to me?  How am I going to do that?  How am I going to do it well?  We worry about our own personal capability and ability to do what’s being asked for because it’s new and it’s still evolving.  Some people like more structure and need data.  Some people are really very good with ambiguity and possibility and they’ll allow the future to unfold.
3.     Relationship is often an area that people worry about.  Am I going to have the same relationships with my long-term clients?  Am I going to have the same relationship internally with my team?  What’s going to change here that might worry me?
4.     This is a new direction so there may be lost meaning and purpose: ‘I really liked what I did before.  I’m not sure I really like what’s coming down the pike.’ You always have choice about how you show up, what you need to do for yourself.  Change management efforts fail because people forget the human condition.
5.     The last area of concern is being in new territory, new responsibilities and boundaries.  What do I need to do myself?’  Roles and responsibilities become blurry.  I might be worried about my own competence, taking new orders, working with new peers.  The landscape changes.
Through all of these stages, it’s not the change itself; it’s what people feel they may lose.  And if you understand that, through questioning and building these trusting relationships, you can do a better job of helping yourself and helping others move through the curve.
We all have to get comfortable ourselves with how we deal with change.  When I’m going through a change – a little change or a big change – what’s going on for me?  How do I feel about it?  What’s going to make sense?  And if you start asking yourself how you’ll get to the other side of the curve then you can start to answer those questions. 
Another Personal Change Example
I was doing a change management presentation for a community college down in Southern California.  I was told I had four hours to do a workshop for 250 administrative staff and teachers.  When I arrived, the schedule changed.  They needed an extra 15 minutes to walk over to the lunch area.  Okay. I was a little frustrated, a little rigid, like what’s going to happen to my presentation?  I cut that 15 minutes out. 
It turns out of these 250 people in the room didn’t know each other. The next curve was to allow 250 people to introduce themselves.  In my mind this could take a long time.  I’m like ahhhhhh.  But because I was talking about change and going through the change curve, I was thinking: my presentation isn’t going to be as good.  My credibility might be at stake because now we’re going to take time to do this, not that.
Acknowledging that, I responded to the audience with “we’re going to meet everybody and that is a wonderful thing.  Here’s the tradeoff.  We’re going to trade some things in the presentation and I hope you’re okay with that.”  It was fine. 
Letting go of the future, letting go of what was happening is the best advice I can give you. Trusting that the outcome will be fine is really the key.
We all get to choose.  Do I want to be Zen like?  Do I feel calm?  Do I have resiliency?  Do I feel good?  Do I feel confident?  That’s one way to operate.  You can also get angry, stressed, upset – that’s another way to operate depending on how you view change. It’s all about choice and how we choose to deal with change. 
The question for you is what’s most important for you?  We’re each unique.  Ask yourself: what do I need?  Get your needs met.  Ask for what you need.

Leadership and Change Management
Several years ago there was an article written in HBR (Harvard Business Review) about what oftentimes happens with senior leaders as they move up the chain - they forget what it’s like to learn something new because they’ve got a lot of people doing things for them.
Sometimes you just need to share with your leadership team that you personally ALSO have to learn something new and you don’t know what that is yet.  Sometimes as people rise the ranks of leadership they forget about those on the front line having to deal with change, that it’s hard and it takes some learning about new things. 
If I broke my right hand I’d have to learn how to write with my left hand.  If you get a new technology device or a new iPad you need to learn it all over again and that takes time.  We need to slow ourselves down to take the time to learn and to be okay with that.
A Change Management Exercise for You
I’ll leave you with an exercise.  Find a friend or co-worker to partner with for just a short conversation.  Or write your answer on your favorite media.  Ask yourself where you are on the change curve right now in a project or process at work or at home.  What would help you move up the curve?
Source: http://www.thepirasgroup.com/blog/change-management-putting-the-change-and-transition-curve-model-into-action

Positive Intelligence
Add-on Reading for Facilitator - this excerpt on Positive Intelligence would be useful when doing training in workplaces where the workplace culture is negative or the team has “change fatigue”. There is a business case for building morale and evidence that happy makes productive. 
Positive Intelligence
In July 2010 Burt’s Bees, a personal-care products company, was undergoing enormous change as it began a global expansion into 19 new countries. In this kind of high-pressure situation, many leaders pester their deputies with frequent meetings or flood their in-boxes with urgent demands. In doing so, managers jack up everyone’s anxiety level, which activates the portion of the brain that processes threats—the amygdala—and steals resources from the prefrontal cortex, which is responsible for effective problem solving. 
Burt’s Bees’ then-CEO, John Replogle, took a different tack. Each day, he’d send out an e-mail praising a team member for work related to the global rollout. He’d interrupt his own presentations on the launch to remind his managers to talk with their teams about the company’s values. He asked me to facilitate a three-hour session with employees on happiness in the midst of the expansion effort. As one member of the senior team told me a year later, Replogle’s emphasis on fostering positive leadership kept his managers engaged and cohesive as they successfully made the transition to a global company. 
That outcome shouldn’t surprise us. Research shows that when people work with a positive mind-set, performance on nearly every level—productivity, creativity, engagement—improves. Yet happiness is perhaps the most misunderstood driver of performance. For one, most people believe that success precedes happiness. “Once I get a promotion, I’ll be happy,” they think. Or, “Once I hit my sales target, I’ll feel great.” But because success is a moving target—as soon as you hit your target, you raise it again—the happiness that results from success is fleeting. 
In fact, it works the other way around: People who cultivate a positive mind-set perform better in the face of challenge. I call this the “happiness advantage”—every business outcome shows improvement when the brain is positive. I’ve observed this effect in my role as a researcher and lecturer in 48 countries on the connection between employee happiness and success. And I’m not alone: In a meta-analysis of 225 academic studies, researchers Sonja Lyubomirsky, Laura King, and Ed Diener found strong evidence of directional causality between life satisfaction and successful business outcomes. 
Another common misconception is that our genetics, our environment, or a combination of the two determines how happy we are. To be sure, both factors have an impact. But one’s general sense of well-being is surprisingly malleable. The habits you cultivate, the way you interact with coworkers, how you think about stress—all these can be managed to increase your happiness and your chances of success. 

Develop New Habits
Training your brain to be positive is not so different from training your muscles at the gym. Recent research on neuroplasticity—the ability of the brain to change even in adulthood—reveals that as you develop new habits, you rewire the brain. Engaging in one brief positive exercise every day for as little as three weeks can have a lasting impact, my research suggests. For instance, in December 2008, just before the worst tax season in decades, I worked with tax managers at KPMG in New York and New Jersey to see if I could help them become happier. (I am an optimistic person, clearly.) I asked them to choose one of five activities that correlate with positive change: 
· Jot down three things they were grateful for.
· Write a positive message to someone in their social support network.
· Meditate at their desk for two minutes.
· Exercise for 10 minutes.
· Take two minutes to describe in a journal the most meaningful experience of the past 24 hours.
The participants performed their activity every day for three weeks. Several days after the training concluded, we evaluated both the participants and a control group to determine their general sense of well-being. How engaged were they? Were they depressed? On every metric, the experimental group’s scores were significantly higher than the control group’s. When we tested both groups again, four months later, the experimental group still showed significantly higher scores in optimism and life satisfaction. In fact, participants’ mean score on the life satisfaction scale—a metric widely accepted to be one of the greatest predictors of productivity and happiness at work—moved from 22.96 on a 35-point scale before the training to 27.23 four months later, a significant increase. Just one quick exercise a day kept these tax managers happier for months after the training program had ended. Happiness had become habitual. (See the sidebar “Happiness and the Bottom Line.”) 
Happiness and the Bottom Line
For companies, happy employees mean better bottom-line results. Employees who score low in “life satisfaction,” a rigorously tested and widely accepted metric, stay home an average of 1.25 more days a month, a 2008 study by Gallup Healthways shows. That translates into a decrease in productivity of 15 days a year. In a study of service departments, Jennifer George and Kenneth Bettenhausen found that employees who score high in life satisfaction are significantly more likely to receive high ratings from customers. In addition, researchers at Gallup found that retail stores that scored higher on employee life satisfaction generated $21 more in earnings per square foot of space than the other stores, adding $32 million in additional profits for the whole chain. By Shawn Achor is the CEO of Good Think and the author of The Happiness Advantage (Crown Business, 2010).
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