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Part | —

One of the things | am struck with is in the kind of char
we’'re going through. Itis unique that you all have maintai
tradition like this over the years. | think one of the things that
will get out of my remarks tonight is tha.times that are
changing as rapidly as these are, we need to really go ba
some of our core values and traditior®o | salute you in
maintaining it during times when that has not been easy t

Friday Morning

The Manager’s Balancing Act:

"*Managing Change, Transition and Stress
Dr. Ben Bissell, President, LuBen Associates, Richmond, VA

I've been accused of not showing up. First of all, | want to
det you know | made it. Second, you heard the introduction. My
neelal claimto fame isthat | grew up in Eastern Kentucky inthe coal
yfialds of Appalachia, inasmalllittle coal mining community called
HarlanH-A-R-L-A-NHarlan County, Kentucky. | always do a
Clstovey. How many people here have ever heard of Harlan,
Kentucky? My lands, nearly everybody here. Anybody ever
deen there? You know my next questidhydid you go?

So, the message tonight that the world is changingTikere’s no reason to go, is there?

probablynota shock to you. You've already figured that ouf. It

| grew up there—really! It's the end of the world. Just in

is useless that | should tell ylmawto change; I willtell you thal case somebody doesn’t know where itis, it's where Tennessee
thepaceof change is what's driving us nuts, and there are spisned Kentucky and Virginia all touch, right there in the tri-state
things that we can do differentlydeal withthat pace of changg area. Harlan is buried in those mountains—cut off from the rest

better. Woody Allen said it best. He said, “When change

itf, the world, and it's famous for black coal and “white light-

thereare going to be pitfalls; there is going to be opportunityiing”—that's why some of you can’t remember whether you've

and the trick is to grab the opportunity, avoid the pitfalls,
make it home for dinner by 6:00.”

Now, what most of us have lost is the ability to mak
home for dinner before 6:00! What we see is people wor
harder, longer hours with fewer resources, and striving t
things by the same logic. What we’ll talk very much ab

eater been there! It'll kind of do that to you.

Thisis notajoke; it's afact. We made national news inthe
p'80s. There was a government program—some of you will
irgmember this—called th&ar On PovertyThis, too, is not a
D joke; this is a fact. They did this massive study of poverty in
pétmerica and after the study, announced on the national news

tonight—and tomorrow as well—is that we'll not make it thahat Harlan County, Kentucky was the heart of the poverty

way.
First, while there is a “highway of change” being b
through our lives, what is it that's constructing that highw
Who's fault is it? And we will talk about three factors that
involved in constructing that highway of change.

pocketin America. That's what they said! | heard that. | told my
idad. | said, “We're poor.” He said, “I'm notabit surprised.” | said,
yWell, the President’s gone and told everybody; we don't even
fteave a secret anymore.”
| didn’t even know | was poor until they told me. That

Secondly, we'll talk about the map that we need to lpddind of depressed me to find out. I'd been happy up to that

at to make a transition across that highway.
Third, what are the road conditions that we need to |

point. Some of you understand that. You didn’t know how bad
bitkvas until they let you in on it.
Continued on page 16
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Wednesday Morning

Managing Organizational Change:Strategic Decision Making for Nonprofits
Dr. David O. Renz

It is really a delight to see a group of folks with the kindfter the session. | will be very pleased to send you a copy of this.
of interest and sense of humor that you have. I’'m comingtoyou What|have said | would talk about today isklg things
with sort of a practitioners and academic experience. At tinethe area of managing organizational changevill talk a
University of Kansas City, I'm referred to by colleagues ascauple minutes about the unique aspects of nonprofit change—
“pracidemic,” and they keep telling me that's a positivliow that happens, then spend the majority of our time talking
phrase. What they mean by that, they say, is that I'm practitadout these two core pieces in the discussion.
ner/academic. | have come to you today with both the theoreti- First, strategies to initiate managesults-oriented
cal and research background, literature and all the rest, almh#nge—that’s sort of the system side. What is it about? How
organization change and how you can make that happen. Yhashape the organization as a systetmhave change happen
reality is that | have experience in government and with nanthe way you want? What you must understand is that change
profit organizations. That experience is part of—actually madstbeing laid upon yous; it's not voluntary.
of—what brought me to be interested in the business of orga- The second core piece—the other half of it—is strate-
nizational change. My views on how one manages the chagies tofacilitate transition.That's a nice way of saying, what
process itself, how one thinks about change, comes from pinebably you will relate to, that it's really a challenge when you
work that | did with the Minnesota state government. havepeople inthe change proces®ne of the things I've learned

At one point in time | had the opportunity there to go iftom one of my clients—a zookeepers group—has become sort
and redesign—restructure—an agency, or plan that restructim subtitle for that second part of my conversation. Zookeepers
ing. Then | took it to the Legislature and they approved it. Adve a saying, I've discovered. ItShe zoo never smells until
as punishment for that good deed, | was then promoted and thilpeople get there.’And they’re right!
to implement it. Then | discovered that not only do you have a  All of these great plans that | had for the (Minnesota) state
challenge when planning a re-organization, but it's a whagency were great, but then the people showed up and we had
different game when you end up trying to actually maketd actually make this stuff come together. And all sorts of human
happen! And I'm talking to you today, | hope, about the kinalynamics got in the way, so | had that zoo-member's “smell”
of things that go into the businessaaftually making change Lastbut not least, it's really unethicahtattalk about the
happen! ethicsin the context of organizational changed so we will

Now, | do find it prophetic that so many of you aré¢alk about that for a few minutes as well.
heading out later this morning for a whitewater rafting trip. | From my point of view it’s critical to acknowledge right
don’t know how many presentations I've been to in the lasff the bat that an organization is only going to be successful
decade when the metaphor the presenters have been usiifgtspeople are actually put to work in an effective way—if you
whitewater:Permanent whitewater” is the phrase that has oftpnt the knowledge, skills and abilities of its people together to
been used to describe the environment we’re working in. | thimiake those missions and goals to come together, to act on that
that really is true. in a way that will work for the organization. That's leadership.

There’s no question that in the nonprofit environment,  Alotoffolks inthe consulting field nowadays differentiate
things are tougher than ever—more challenging than ever rightween leadership and management. In a lot of ways, what I'm
now! | think for many of us they’re tougher. But the other thinlking about in this session here falls in the category that's
| think we have to remember—and | get the feeling this mayanagemenrt-because it's shaping how the organization’'s
have come up from time to time as you've had your convergéeces and subsystems come together to make things happen.
tions here too— is that in times of substantial change, suchAashe same timdeadershigs the whole business of figuring
we’re confronted with right now, the reality is that there awt how you make it happen with the people within the organi-
alsogreat opportunitiesSometimes insurmountable opportuzation so thatit's an intrinsic part of what is that we’re address-
nities, as was mentioned earlier, but great opportunities. ing.Warren Bennis has talked about leadership by identifying

Because when the system is being redesigned, we t@ur core competencies—the four key things that leaders need
have an influence on what the new structure is—how thdsebe able to do in order to be successful—and you’ll hear this
pieces are put back togetherin newways. | would like to see yloeoretic discussion of the shaping of systems as we talk about
think about what | have to share with yousafsamework for this today.
trying to managhow that happens. Now I don'thave anyidea  Firstofall, thereimanagement of attentionwhich often
if this is going to work, but we'll try it and see. is done by shaping the vision of the organization.

I did not bring copies of my slides with me but | have an ~ Secondlymanaging meaninghrough communiation—
address where you can write down at the end of my presemtanaging the meaning in terms of like “what does this mean for
tion, if you are interested in what | am doing—what we amr organizaton, for our people—about the people we are
talking about here—if you'd like copies of the materials of th&erving, and how is it that this will shape what we’re doing.”
slides that | use, please drop me a note or leave a card up here Continued on page 23
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Tuesday Morning

Managing the Mosaic:Addressing Cultural and Ethnic Diversity in the Workplact
Dr. Edwin J. Nichols

\1%4

Thank you for inviting me. And | thank Mr. Weekley forthey put people on the dole, which is welfare, and just maintain
gently letting me know more things about you...so | could becountry that is sort of going pace-to-pace in order to glean as
prepared for what has finally occured—to see your Presidentrinch money as they can from the lower classes. They go into
thered shawlHad | notbeen prepared for it, I'm not sure wouldosting things like water. In this country we've always had
have understood it! Coming over, there was a man—he didwater that you could just drink directly from the tap. In many
have a name tag—but he was your Harold Weekley fraznuntries you have to drinkottled wateror you'll die. And
Tennessee, who'’s been a member of this organization for mgogss what we're now developing as a new industry in this
years. He sorta gave me some data and information about theoeohtry? Did you ever think that you'd have to drink bottled
shawl. So I'm more appreciative of it, and now | won't refer twater in the United States? It's now an industry here. These are
it as “cross-dressing.” the things that yotnaveto have to survive.

It's very kind of you to invite me to be a part of your So what happens is: infrastructures collapse; and then
group, and I'm glad to have the levity to enjoy yourself whehese newly created needs are the requisites to survival. What
you're here because | know the work that you do, the comniita sharing with you is that there is then a greater “gap” because
ment that you've made to the kind of work that you do is verypu have to spend too much money just to survive.
very stressful. | have been a psychotherapist for the past 35 Did we ever think that we would have to pay more than
years—and an analyst. Thirty-five years as a therapist anda3fbllar for a gallon of gasoline? But as the ultra-rich begin to
years as an analyst. So | know what it is to receive tons and tisi Europe where people pay two or three dollars for a gallon
of problems every single day, hour after hour, and to haveotfaasoline, or four or five, then say, why can’t they do it in the
carry that weight all by yourself. It's a very stressful thing. Tdnited States, where people said it would never work, it would
be able to getaway and to have a time frame where you can meeer go? Well, they tried it, and it worked, so they keep it
old friends and just sort of be yourself—it's like being refueledping.

S0 you can go back and take on those problems again. There’s no need for those costs. Gasoline—crude oil—

There are some things that are going on in our countrgis not changed its price. It's constantly going down. There’s
that | want to share with you—for the people you serve, thienty of crude oll, if that's what you want to use. So what I'm
communities in which you are active—so you can takesaggesting to you is that you have to begin to think in terms of
different perspective, perhaps to help re-shape the way weiteere are we going as a nation? We have always been a nation
going as a nation. My fear is that if we do not read things carefuilizere there was a spread of wealth. But what's happening is,
and really make some changes, we will find that as a nationtivere’s a vast gap between wealth, and we have to be cognizant
will become a second-class world power. A second-class woolchow that's going on.
power haswo classes. It has the ultra-rich and the poor. And  Now, if you examine the speeches of Eisenhower in the
those of us sitting in the room that &neiddle class” become past, he always warned us about the industrial-military complex
the “working poor.” That's because we get up every day andgad the cost of that to a society. If we cut all of the programs that
to work, but remain.what?—poor! And that's exactly right. we say we are goingto cutin this presentadministration then that
Now, the kinds of things that you need to be cognizant of is tla¢ans that many gfour agencies will be dysfunctional. But
in order to remain ultra-rich, people take their money and invegien we cut all of those and add all of that money together, it will
it where it will make money. Because money is designeddull not be the equivalent of the costoé Stealth bomber. Yet
make money. Thatjsistwhat it's designed for! we continue to produce things that hanevaluein this new

Ifyou look at Great Britain, itis now a second-class workbciety—becausat whomare we going to direct our rockets
power. It was the United Kingdom—that's what we call it novand missiles? Who is going to be in retaliation again3ins?
When | was growing up, we were taught that the sun neversatstitutes the enemy?
on the British Empire. The sun now sets on itin aboutan hour—  Now, if you do not begin to think clearly about these
from London to Wales. That's about the extent of the “Britishsues, then things will overwhelm you and we will end up
Empire.” The question in a society like that is, How do peoplgthout the capacity to provide services and care for those who
make money? If you take those “exports,” you cannot financar@ needy. There are always things that are thrown in your path
country’s needs. So the question is, How do the ultra-richtirat are sort of scare tactics, scapegoats, or short-term expec-
Great Britain remain ultra-rich? An answer is that that nation Hations of what is operating within society. Then people
the most foreign capital invested in the United States! respond to them and are very concerned. So let’s look to see

Great Britain, Canada, Japan, and the Netherlands. NeWat has happened most recently to explicate the behavior.
if you look at those four in that order, you can begin to  For the firsttime in forty years something occurred in the
understand that's why the British don't invest in their owd.S. House of Representatives. And what was that? Republi-
country. It's because they don't have a work force sufficienttyans took the power. This was in line with what you were saying
educated enough to meet the challenges of today. And therefore Continued on page 4
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Tuesday Morning Session — continued from page 3
Managing the Mosaic:Addressing Cultural and Ethnic Diversity in the Workplace
Dr. Edwin J. Nichols

yesterday, a demand fowhat?—ehange Now, the political For the first time, now, in the United States, we began to
analyst analyzed to seéovoted to do that amghydid they developwo classesf people that, eventhoughin an adversarial
make that change. The answer was angiyat?—angry white relationship, had not been in our country prior to that time.
males. Now who are the angry white males and why are they So, let'sexamineit. It says that the people who worked with
angry? OK, let’s take a look and see what’s going on. their heads had the advantage of working twelve months a year.

Historically, if you were white male, high school graduat& hey had twelve months of work; they were paid a salary; and
you would have the opportunity to have a job that was &2entually had a one-week paid vacation. The people who
months—that is, you could work a full year. The income levelorked with their hands, how were they paid? Hourly or piece
would be the lowest level of middle class, but you would be tiverk. Some don’tevenremember that terminology any more. Did
beginningof the middle class. That would entitle you to havetaey work 12 months? Could they be assured of 12 months? No.
home, a new car, and an annual vacation. And that has beetsthevhat happens is you have two classes of people: One class
existentiality for three—in some cases—four generations fetls they are privileged ardtitledto the better life because
white males working in factories with a high school diploma. they have education; and the other says someone has to come
that a reality today? What's your answer? No—it is not! Marand save us, help us. So now you have two classes fighting each
of those jobs have gonahere?Overseas. And many othersother, OK.
are completely obsolete; they are dysfunctional. So what was What was the first building publicly built by the people
given to white males, high school graduates—and particulanio worked with their hands when they came here? They built
ifyou'd served in the military. You had a veterans' “patron.” That. what?—a church. What was the second building they built?
is no longer real. So what had been given as a “psychologigachool...when they realized that education was an important
contract” to this group of young men has been broken, and tfiggtor. To what level? Tawhat?—the eighth grade.
are very, very angry. They feel betrayed. Now if you are going to maintain power and control then

Let's go now to Oklahoma. The alledged person to crogsu have to change the roles. So it is now time tovdwat?—
the bounty waswhat? A young white male, high schoolchange the rule. So, it is interesting that since you have suc-
graduate. He served in the military—even in a time of war; anededed in getting an eighth grade education that now in order to
he was without ajob. Not the reality of his father's or grandfathdr&ve the upper positions you will be required to lzveasta
experience. But this group of white males—they don’t vote. &@h school diploma.
we have to ask ourselves, whatis the other group of white males, So we continue to develbpoclasses of people. We now
whatis their experience? What was their psychological contrddye the supervisors and we have the workers. But while
and how was it destroyed? supervisors are equal—and some are more equal than others—

How many of you of European descent have relatives wive have supervisors whkpecializen the supervison of super-
came to this countrgfterthe War Between the States? | mustisors—those who supervise those who supervise those who
be very careful with terms here. Alright. supervise the workers.

Those of you of European decent that have these relatives World War Il is over and we have the reality of a nation that
who came atthattime frame—because that is after 1865—caeedgnizes that, in order to maintain the competive world edge,
from European nations who did not have universal primame have to have awork force that is better educated. So we have
education at thattime. Those individuals came here with “zetbe Gl Bill, and those people who served become a whole new
education, at best third grade, but most had no formal educatm@ass of managers who specialize inthe management of managers
They entered into the factories and they worked with their hand$io manage managers who manage the supervisors who man-

Now how many of you of European descent have relativage the workers.
that were in this countripeforethe War Between the States? Now, when you have that many managersitbecomes very
Alright. clear that someone must be responsible for those managers. And

Eveninthe most rural conditions they would have had thew we develop, afterthe 1970’s, vice president positions—and
advantage of an eighth grade education—in a one-room @ghase positions will generally require an MBA, a Master of
two-room schoolhouse, because we hadmal schoolAnd Business Administration degree.
young girls would go to normal school and then teach in these  Now, while vice presidents are equal, some are more equal
rural settings until they married and then they had to leave—dthian others. We have a Junior Vice President, who is not as great
teaching. Sothe people who had the advantage of that educat®the Vice President, who is not as great as the Senior Vice
went to the same factories and they worked with their head$assident, who is not as great as the Executive Vice President,
payroll clerks, timekeepers, bookkeepers, and so forth, becawbke is not as great as the Senior Executive Vice President. Now
they could read and write; they could do the writing arat this point it's time to changevhat? Yes, we're going to

arithmetic that was necessary to send correspondence, anthaage the rule!
on. Continued on page 32
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Thursday Morning

Organizational Ecology: Managing Behaviors That Poison the Workplace Environment
Dr. Anne Osborne Kilpatrick

My subject, healthy organizations, is one which ha®ars, regarding possible career changes, and one option was a
occupied much of my energy and attention over the last quadectorate. He told me if | decided to pursue additional education,
of a century. Over the last 25+ years, | have worked in a varigiygall him and he would be glad to help. On this fateful day after
of environments: public and private, governmental and manhe announcement, | walked directly from my supervisor’s office
facturing, educational and clinical, military and civilian, largecross the hall to my office, called my mentor, and at the end of
small, and very large; with volunteers and paid employeesir conversation, had a new career opportunity, a mentor, and
And | have discovered that “toxic workplaces” exist everywhera.place to live if | needed it. By the end of the day, company
The real challenge is to build a healthy workplated whose leadership assured me of full pay and benefits for 90 days, which
responsibility is it? Management's? The employee’shded up being enough to get to my next pay check at the
Government’s? The courts? Lawyers? Educators? | believditiversity of Georgia as a graduate assistant. An announcement
will take all of us to make this happen. that | had resigned to return to school was followed by two

Broken social contracts.One of the myths of the 19thcompany going-away parties! | was OK, for a while at least, but
and 20th centuries was that employers and employees had/hat about everyone else?
unspoken, but binding, obligation to each other. If you perform Because | had been laying off the workforce for over
well, do your best, and are loyal to the organization, theyear, with no concurrent management and support staff
organization will take care of you for life. In our new economieductions, a “major purge” of the “overhead” was held. In one
world, there has been much disillusionment from employatay, we terminated—"riffed,” fired—2100 people. Some of those
and employees regarding this relationship. We could notiwere second-generation company people, most had never worked
societally that those contracts have also been violated.  anywhere else, and some were illiterate. Then we conducted a

My father worked for the same employer for 42 yearBve-day outplacement program for those who were terminated.
His career was within the same company, a multinational pappéese employees had lived all their lives by the premise that if
corporation, and when he retired as Director of Engineering tbey were loyal to the company, the company would take care of
the corporation, he had gained recognition for the compatmem. The outplacement program was abysmal: people were in
through his contributions to organizational growth, compamsiock, the consultants in charge were from “out of town,” glib,
profits and professional trade associations. But he was amapgeat, and certainly not sympathetic, and the employees were
the last generation to benefit from this type of relationshiip.shock. To describe the program’s lack of effectiveness, of the
Since then, even the paper industry has conducted Rbegerminated employees, three attendees were there for day 3:
(reductions in force), fired their last president and all the vicene returned for day 5. The rationale for selecting those
presidents, and created an environment much different fremployees who were terminated is the subject for another
that during Dad’s 42 years of service. presentation.

Other giants have toppled: IBM, GM, NASA, the Forthelast 15 years, | have studied how to deal with that
military, and all levels of government, as well as many noaxperience. The research question has been: In our present
profits. So what do we say to future employers and to employeempetitive environment, what do we do to “humanize the
as they join these organizations? WStdOULDtheir expecta- downsizing process,” to reduce stress and burnout in the

tions be? workplace, to make managers and supervisors more effective
And how do we create a healthy environment, within arad their jobs, and overall make for healthier workplaces? The
around organizations that can be free of toxins? premise resulting from this experiencé@rganizational en-

Finally, is it possible to create a new social contract?vironments can either contribute to keeping employees healthy,

The Beginning of an Era. In 1980, | was working in a or contribute to making them sick A corollary isthat if we learn
manufacturing organization, where | had initially been hirdtbw to make organizations healthy places in which to work,
to develop a workforce to help to double the profitability of thgerhaps we can learn to remove toxins from society as well.
company in five years. After spending a year “growing the  Sowhatis a healthy workplace? How do we recognize it?
workforce,” | spentyear two reducing the workforce from 1,200  Several methods may help you here: Think of the happiest
employees at two locations to 500. Also during those two yearsy were at work; think of the best boss you ever had; think of
| was demoted and promoted, as well as spending most ofwiere you felt better and more satisfied about what you did. All
last year firing people. That spring of 1980, even though | hatefdus have had glimpses of that place.
what | did, | hadn’'t made any move to leave. As a single parent  In order to pursue this subject, let us return to the title of
with two small children, | was fearful about giving up the securithis presentation:“Organizational ecology: Managing the
ofthe job, even one I hated, and which | knewwas killing my soattitudes and behaviors that poison the workplace environ-
On April 1, my supervisor informed me that my job was beingent.”
eliminated “within 60-90 days. “ Before this day, | had begun  In order to understand the context, let us look at the de-
talking to my college major professor, whom I had notseeninten Continued on page 26
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Sunday Evening Session — continued from page 1
Managing Change: Changing Management

Linda Boardman

at, namely the dynamics that are very predictable so we ¢trough an incredible decline. From 1960 to 1990 every major
manage them? businessinthe U.S. lost percentage of world-wide sales in radical
Fourth, how do we get a permit for crossing that roadPounts—and | would go over the numbers with you, but it is
What is it to be a change adaptive organization, and wipagtty shocking when you are used to being the world leader
guidelines does that include? And then, what are road hoppimgee your results begin to go down like that. So we asked several
skills and how do we maintain the organizational vehicles that @& Os, “What do you plan to do to improve your competitive-
areriding in? ness?” And there’s quite a list of things they came up with. What
Now, that may sound a little silly to you...until l upright myyou see is that most of those are not new. Most of us have been
“skunk.” Where do you usually see the most of these? Deadlorough those kinds of changes. In fact, let’s just do a count in
the side of the road, sort of this shape? Yeh. And there’s a reagmir organization. How many of you have been through three
for that. Skunks, through the years, have gotten very arroganmore of those in the last twelve months? Six or more. All of
about their way of dealing with danger, haven’'t they? They gbem. OK! Interesting. All of them and some | haven’t even
a bear coming and what do they do? They turn around and treayembered to put up there. What's interesting about this is
raise their tails. Either the bear runs the other direotidiit's  is not much changeatall. Life's made up of the same kinds of
anuneducated bear, it gets educated and never bothers a slalnainges as this.
again. Image being this size and having that affect on something The pace of change That's the thing! Had you come into
the size of a bear. That's pretty heady stuff. Skunks get réa world of work in the 1950s, normally what would have been
cocky, real arrogant—they are not afraid of anything. expected in a career w@semajor change or transition. You'd
We play atrick on the skunks: we build six-lane highwaysave had 3-4 years to get ready for it, 3-4 years to get through
across their meadow and they do not perceive a problem. The$-4 years to recover from it. In the 1960s, that sped up a bit.
hop onto the highway and they see a threat coming—it'sViajor changesinacareer. Three years preparation and recovery
“semi.” What do you think the skunk does? Turns around atiehe. Inthe 1970s, it sped up a little more—three major changes.
raises histail! Howimpressed is that semi? Not at all. And we gefact, this is when we began to get a little cocky—like the
“road kill” a lot. skunk—before we knew something abtrgnsition manage-
So what we're talking about tonight is that we have seenent.” We’'d seen changes come, seen them go, knew what to
and when | saywe I'm talking about me as an affiliate ofanticipate. We were getting pretty good at this.
Pritchett’s and others who work withangeWhat we've seen Then came the 1980s. The changes began to be continu-
is people in organizations have an incredible tendency to tryotes. Toward the end of the 1980s, they began getting closer and
use the skills that got them through stability to cope with ocloser together. And way into the 1980s people felt fortunate if
going change—and it's not working. So we hope that what ythey had six months of preparation and recovery time between
go out of here with following our time for sharing tomorrow ishanges.
some skills for crossing roads and avoiding the cotioirga- In fact, as consultants, we would go in and hear different
nization road kill.” That's my goal for the presentation. things than we had ever heard befé¥¥ould you like to talk
Now, think about the pace of change. A friend of min® us about transition managementSure. I'd love to do that.
recently got an invitation to her high school reunion. Thirkoon as you tell me which of the transitions I'm in the middle of
about it, it wasn't that long ago, but there was no MTV or PM&hat we're talking about.”
A potwasto cookin; coke was to drink; mouses were notagood We’'d never heard of that before. It was a brand new era
thing to have on your desk; to book up was for dancing; ordgd what we see is that in the 1990s it looks more like this.
people gotviruses. The TV hadeechannels—remember that? People are in the middle of six and eight and ten major
Mclintosh was an apple of a very different kind. changes atthe same time in their organization. What we find then
When something hits the supermarket card stand, yiswith the pace of change going at that speed that if we try to
know its not going to go away. Check out what's happeneduse the skills that got us successful under this set of conditions
the past few decades. We've gotten everything from disposatiid we are actually operating in that set, we are going to be
diapers, trivia games, mood rings, hippies, the Apollo modighting logic. It simply won’t work.
walks, microwave ovens. Think about the amount of changethat What we are in the middle of is actually not just organiza-
you and | have integrated into our lives without even blinkingon with a change or two but redefining the way we need to build
Products say it on the back—in their bar code. organizations to navigate that kind of change. And what | can
What we have seen, then, is this. We are losing countelf you is—we’re the generation thatis having the difficulty with
the kinds of changes that we are going through. We abkis.
companies why is changing going on? They point to several My son, who is 17, is not having any trouble looking at a
things. fast-paced organization that changes all the titirge.usthat
Some stunning statistics here: U. S. businesses have gmaat to maintain that “status quo.” So, my message to you
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tonight is that in one of our books entitli¢Business As doing every minute of the day, which part would they continue
UnUsual.” The reason for that is that many of us are stitb pay us to do, and which part would they challenge?” If you
cherishing the secret hope in some little corner of our hearts thettahead of that curve, you're going to be able to keep yourself
after whatever this change is in our organization, we can “seftlem having some difficulties.
down and get back to normal.” Before we go any further, what I'd like for you to do is do
If you a cherishing that delusion, I'd like to relieve you dd little experiment with me, and that involves having you stand
it tonight. There is no indication whatsoever that that's goingup and find a partner. Stand face to face with that partner—and
happen. Infactit may go faster. So...I brought an example of whattouchy-feely, so any old partner should do fine. And in order
I think isthemost useful tool you will ever have for managing thithat | don’t lose you when it gets noisys; if it gets noisy and | need
kind of change, and I'm going to suggest that you all get oneymur attention, I'll do this: sound a train whistle to indicate that
the way home. It's well within your budget and it's one of thiés time for the “train” to move on. OK? So... stand up, find a
most useful tools you will ever have for managing this kind partner, stand face to face with your partner.
change and I'm going to suggest that you get one. There won't Now look that partner over—as if you were going to have
be any learning curve— you'll already know how to work it. It'8 pick them out of a police lineup in just a minute. Really notice
a good place to keep track of the current organization chart; itie details. Alright. Now. Turn your back to your partner and |
a good place to keep track of your job description; a good placant you each to change three things about your physical
to keep track of what clients want of you; your budget; thoappearance. This has to be tangible, visible stuff. It can’t be “I
things—and here it is: a child'siagic slate.” lost 15 pounds stuff.” Stuff you can see. Change three things,
How many of you have experienced that they tell you omed don’t turn around until | tell you. OK? Ready. Now when |
thing on Monday, and by Wednesday they want a differaetl you all, | wantyou to turn back around, face your partner, and
thing—whoever “they” are. Whether it's the funding people @ach of you try to quickly guess what the other one changed, but
whether you're the one saying that to your employees, peogtm’t sit down yet—just stand there. Go ahead.
are very adept at changiifghey’re working with one of these. Turnyour back to your partner again, please. And without
If it's triple-filed in 17 places in the computer and crosshanging the first three things back, | want you to change three
referenced, then we get bit of resistance letting go of it.  more things aboutyour appearance. ...now turn back around and
The mostimportant thing that you can begin to teach yduy to guess what your partner changed.
peopleistorespondintermsothing is permanenthen, the OK. Good work. Now turn your back to your partner again
easier it will be to get through to change “it.” and changéhree more thingaNow, what | want you to do is
Ron Pound, who's one of my mentors used to say, “Duringtice the dynamics that went on in this room. Would you say
change, truth is a moving target and is often dead on arrivétat | had created a bit of resistance? Let's talk about how easy
Remember that as you deal with that pace of change. Whathat is and how you can avoid doing that. Have a seat.
find is that some organizations are dealing with change better Here’'s what happens. First of all, | would say your re-
than others. sponse is what we call “about par for the course,” which is: most
Their success depends on how they look at the stagegrmfups go through these same dynamics. First thing that hap-
learning. We all know that most of the time when we leapens is, you're willing to play alone; you need to get up and
something, we start out with trial and error; then we develspetch your legs—that’s fine, | do that. Second time, did you
some confidence, we develop mastery; then at some pointwemice the response? It was like—annoyed disbelief. Again,
a little bored, and we develop a new challenge. third time, it'ssend the woman back to Texas with this—get her
Typically, organizations have introduced new changeitof hereNow, isthis like your life in the world? About the time
here and there, made gradual improvements, then startedytheget used to one set of changes, you're expecting a little pat
cycle again. What we've done is looked at a lot of organizatioms the back for handling them well—boom—along comes an-
that are doing better than that. What we’ve discovered is th#ter set of changes. No thanks, no nothing. That's going to
they thrive on creating chaos. While their people are justincreasingly be what we are dealing with.
beginning to feel confident, they begin introducing the next  So several things that means to you as leaders in organi-
challenge—as soon as any amount of confidence comeszations. You have to prepare people for change, at a rate that's
They don't tolerate people getting to be “perfect” at details thattually faster than it's going to be required of them. Think about
their customers are no longer willing to pay them to be perféw it might have been different had you gotten instructions as
at! And that’s the major difference between companies that goe1 walked in the door that said, “By the way, sometime in the
making it and companies that are not. course of this evenings presentation, you're going to be asked
Asyoulook atyour organization, think about the numbets change three things about your personal appearance, and you
of things you're good at and begin to ask yourself, “If owrill be asked to do that about 10-15 times.” What would have
customers and clients and funders knew exactly what we were Continued on page 8
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happened? Many of you would have left; if you had to be here, Andthey said, “We've analyzeditforanumber of reasons
what would have happened? You'd have gotten very creatigad there are none.” And he said, “Well, yes, there are.” (There
You'd been outin the hall collecting stuff to pop in your pockeisthis principle andit’s science come to be calledtimCarman
and surprise people with; you'd been thinking; you'd bedrortex.)*The way the wind is created it would pull the bridge
preparing for it; you would have been re-defining what trdown.”
instructions meant; so, partof myjob as aleaderisto prepareyou Well, instead of embracing him as their hero who was
at a faster pace than what is going to be required. going to save them from looking foolish, what'd they do? They
There are other things | did that probably caused yougdot suspicious. They decided to resist this guy. They said “Who
resist. Any guesses about what those were? People frequesafyt you? You know, who are you trying to steal our funding
mention, “Well you didn’t give us any rationale; you kepaway from us? Who do you speak for?” He said, “| speak for the
moving the finish line; you kept placing restrictions on us—likeyind.”
we couldn’t change the other things back.” That's my message for tonight. Good, bad or indifferent,
Did you ever get put in the position of doing any of thodespeak fothe winds of chang&hey are not going to leave us
things with your employees? Absolutely. Will the world let yoalone.
not do that? Probably not. So...one thing you can do is “keep Whatlcantellyouis some things we observe. Prichettand
themaheadn their mind,” but the other thing to notice is thaCompany has taught me a great deal. We didn’'t earn our
you respond to each individual's responses and assumpti@psitation by being brilliant academicians as well as by being
that go with change when we begin changing that fast.  very, very nosy. We've had the privilege of hanging out in
So let’s think about some of them. One of them is, fearious organizations over the years and paying close attention,
example, taking things off. The assumptions that change equaisl writing down what folks are doing that's working and what’s
‘I'm going to lose somethingow many of you took somethingnot. And that’s what I'm going to share with you tonight. One
off as one of your requirements? Yeah. Easy one. Most of us hafvehe things they are doing when it works is they begieto
more than we absolutely need to survive anyway, so it's natet people’s minds about what you assume when change comes
problem, so we take things off. But how many of you kinda galiong so that you don’'t assume the worsY.ou begin tdook
stuck in that pattern and you defined the game as taking thifgsthe opportunities.
off? The other thing we find is people are lookingdro’s
Yeah, you said, “Well, am | supposed to take my belt aftthe witch” we need to burso that we can get change out of
my pants off now?” And | thought, “No...Nope.” Nobody iur lives. It's somebody'’s fault; if we could find them and put
supposed to do that. That's why we only do it three times, blaém out of their misery—get rid of them—we could just move
think about that as an assumption. How many other waysotowith a more stable life again.
change are there? Some of you found other ways. You just Itturns ouhotto be that easy, because therdlamee key
rearranged things, or you messed things up. Did any of you addiders of change If you see change in any one of these things
things to? Yeah. Take things from out of the room and collgau’ll typically see it spilling out into the way everything in our
them. Trade with other peopkee other people as resourcestives gets done. Right now, we are seeing fairly magnificent
And trade glasses instead of just losing glasses. Trade earratgsges on all three of these fronts, and those are changes in
instead of losing earrings. Trading ties, shoes, whatever. But peeple in technology and ininformation/knowledge.
of the things we have to look at is that we tend to get stuck in  Let'slook at some of those. Firdtange in people—this
patterns of assumptions that assume change is going to be isgulst how many more of them we’'re putting on the planet. Ittook
I’'m with your president here: I'm not going to say that $even million years to put a billion of us here—if you take the
think all this change is good or bad; whatll say that it's here scientific viewpoint. It took us less than 75 years to double that
to stay, and the people tha@naget are going to do better thannumber and less than 50 years to double it again. We're well on
people that don't! ourwayto 10 billion now. Now it helps me better to see itthis way:
So, this reminds me of a physicist who was called tts the equivalent of a Las Vegas per day—and that's Las Vegas
Washington. The Tacoma Bridge was built over the Tacora&ew years ago, before it grew; it's a New York City per month,
Pass, and it collapsed four months later. It was a marveloofa Mexico per year.
engineering, and it collapsed. Now, a physicist from Hungary = The issue of diversity is going to be crititere. That's
came in to explain what had gone on, and he said, “Now if ymal important because, What percentage of those new people
builditthe same way again"—because that was their plan. (Tlteyyou suppose are white, anglo-saxon, protestant, and raised
thought its collapse was a fluke and that they needed to builid ithe suburbs by a June Clever madwi@roscopic!
back exactly the same way it was. ) They were getting aboutto So we are going to have to challenge that (traditional
do that. And the Hungarian came in and said, “If you do thahitbdel) assumption as the “best” or the “only” or the “wisest.”
will fall down again for the exact same reason.” It was absolutely perfect for a while; it worked very well.
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Giveitkudos for that and look for what's the next set of strategiésit was a big thing to me—that was advanced. The Eniac that
we need. Because this will affect the mix of our customers, of oan some of the systems was built in 1944 was the size of an 18-
vendors, of our suppliers, of the places our funds come fromvheeler tractor trailer, weighed the equivalent of 17 Chevy

I've worked in more American companies who've bee@Gamaros, took 140,000 watts of electricity to give you 5,000 basic
bought by foreign owners than foreign companies who've begperations per second. Don’t you just wish you had that kind of
bought by Americansin the last year and a half than | ever woatimputer power available? Fifty years later the equivalent power
have dreamed of. Dealing with French, French Canadiangighs less than a pack of Sweet'n'Low, takes 2 watts of
Japanese—what amazing diversity is out there hitting us! &ectricity, and does 54 million instructions per second. Now,
that is the first thing that happeiversity gets there. what does that equate to? People are running around “electroni-

The second thing that happens is that you put more peagadly.” Nineteen million of us are carrying pagers. My son
on the planet and they begin raising the bar. As soon as muently put me on a pager becadeat if he was to need money
person proves that we can do something, several others setvbign | was out of towrilwelve billion messages left in voice
to best them. That's what keeps the Olympics going, isn’t ithail boxesin 1993.

Johnny Weismeller—good ole “Tarzan"—set the Olym- In 1987—Iook at the increase in FAX machines, E-Mail
pic 100-meter freestyle swimming record in 1928 and that recadidresses and so on. The Fortune 2,000 companies exchange an
today is routinely being beaten by Junior High Swim Teams. Aastimated 450 E-Mail messagesr secondf every day this
itwas seen as a super-human effort then. In 1984 only a hangéar.
of people had ever reached the top of Mount Everest. In 1994, My son keeps me “on track;” you'll get that feeling very
one day 37 people reached the top on that day. Seven of tseon; I'm not one of those people who embraces changes just
within the same half hour which caused a really irritating traffior the heck of it, but he has instructed me very clearly that he
jam. All those people also begin making things. needs to get me an E-Mail address because otherwise it will be

What you see is #echnology explosioras they out-do too much trouble for him to communicate when he goes to
each other in making things. Between 1900 and 1985, weba@lege. So, he doesn’t even write home for money; we just do
introduced 80 percent of the technology we now enjoy, and thidty electronic transfer. Interesting.
much again will be introducedretin the next 85 years, but in Coffee is dropping 30% a year, but computing perfor-
15! And we're already in the middle of that. So, what does thaiance power is doubling every 18 months. Now, what does that
mean, again, in terms that are practical? do to information? It's doublirgt leastevery five years, some

Think of a fairly “primitive” lifestyle where, for example, say it's doing so in only threEhe New York Times/erage daily
you have to get out of your chair to change the channel on #aitions contain more information than a 17th century English-
TV. (Would you agree we’'re talking realgeriousprimitive man would have run across in a lifetime! And from the time |
here?) Thatwas 1980. Thenitwas fairly unusual to have a rengeduated from high school until today, more information has
control in the house. And now what? We have so many we cden produced and made available than there was for the 5,000
remember which appliance each goesto. We have to get our s preceding that. So if any of you are in that time frame with
to program them for us. me and you’re wondering why you're feeling overwhelmed

Microwave ovens weren’t around much until after theying to keep up, it's becaug®u’re awake!

1980’s. So many things we take for granted. Now that'sagood These are very overwhelming kinds of statistics to deal
side of change, isn't it? Most of us wouldn’t want to go back vath. Tom Peters suggested that we all have to get a “bozofilter”
the 1948 standard of living and lack of conveniences even if wesewe can filter out the “bozo” information that we don’t need.
working more hours. We like that part of change. In 1994 tlhed you have noticed how that's increased? And itis increasing
average Chevys rolling off the assembly line have more computhe E-Mail and the FAX machine and all that now. You've
tational power than did the first Apollo rocket that landed on thetten lots of messages that you don’t need. How do we begin
moon. You're riding around in it like it was nothing, and it's & increase our ability to deal with that information?

highly complex set of machinery. The average college degree today is out of date within five

The singing happy cards—Ilet’s see if | can get this ogears and much of what we know within 2-3 years. Getting a
to work this evening. You openit.... Nope, it's had one too madggree can't “recap” you any more; you haviedon to learn.
hits. Butthe singing happy birthday cards: You openthem, thiye bulk of what we need to know to do our jobs will be out of
sing “Happy Birthday to you;” you toss them in the trash witttate by the year 2,000. That's in onljpgears; that means that
agrin. You've justthrown away more computer technology thahleast 50% of what we need to know to do our jobs today will
existed inthe world in the 1950s, and thought nothing of it. Mdeen be obsolete.
of us wear more of it on our wrists than existed before 1961. Seventy percent of the jobs being done in the year 2,010

The Eniac, the firstbig computer—I don’t know how mangre jobs that we have not even thought of yet, and couldn’t write
of you remember doing your thesis on card punch machines, but Continued on page 10
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a job description for it if we tried, because it is beyond ot@ change.”
comprehension. So we deailitating peoplefrue! If our degrees are eliminating themselves that fast, think
It's one of the most magnificant changes/transitions ttefthe logic here. You geta degree—you spend 5-8 years getting
has occured since the time we moved off of farms and into thdegree. You work hard for the next 5-8-10 years. By thattime
city, and you know what kind of social upheaval that broughyour degree is out of date and you are being replaced by new
Sowhen you think of the impact this is going to have on the arggople.
you serve, | would say, “Expectitto be dramatic, and expect that So, maybe we have to change the way we work, that during
you'll see some of the symptoms before anybody else dodbat 10 years, instead of 40-hour weeks, I'm working 100-hour
You will have a very “bird's-eye view” of what is happening andeeks, making all the money I'm ever going to make for all my life.
what are the opportunities in it. Organizations are changing®od atthe end of that 10 years, I've got my family. | have plenty
keep up with that. of time to enjoy them and be with them, and do volunteer work
Between 1980 and 1992, U.S. manufacturing has cut tidothe community. Then | move into a totally different phase
million workers, and for the first tineerer, middle managers werethat’s not dependent on making money.

affected. One in four middteanagers' positionswere eliminated. ~ That's a fairly anti-American sort of a sentiment, isn't it?
1983-93, the Fortune 500 were laying off 200-300 people pery&a think about all the possible directions the world could go.
so we thought there weren't any joBarprise Women-owned Handy says we need to develop “portfolios of skill,” rather

businesses were employing more people than the Fortune 8@ justresumes of past performanat/e must demonstrate
companies were laying off during that time, creating new joli#at our skills will be transferrable into a variety of environments.
andby 1994 women-owned businesses employed more people There are a lot of people predicting some interesting
thanall the Fortune 500 people together. That doesn't evéings. Who knows what will turn up? What we do know is that
count the male entrepreneurs of whom there are many.  we need to challenge our thinking beyond the boxes we have it
So the deal is that there were “no jobs,” but you had itoright now.
look different places. For those of you who are trying to do  Most of the exports—50% or more, are created again by
that, translate that which we talked about at dinner—movitige small companies, 19 or fewer employees. Only 7% by com-
people off of welfare and into work. Guess what that mearggnies with 500 or more. The contingent work force since 1980-
The Fortune 500 are not going to be very helpful to you. 184 is about 57% already. Our customers' lives are getting more
going to be the small entrepreneurs that have to be your targattied and stressed. Discounters, competitors, customers used
That takes a lot more effort, doesn’t it? A lot more coordinte miracles,—that's your clients. Are they used to “miracles”
tion. In 1992, an average professional experienced three ew? Isn’'t it amazing how quickly we get spoiled?
reer changes and ten jobs in a lifetime. So when you hear Last year | got to go to Europe and work in a couple of
people talking abouttenure, very proudly—having 25-30 countries. Iremembered (from living in Denmark, 1981-86) that
years with the same organization, what you know is, that tleae of the big hassles was exchanging money. Well, | stepped
was the pastand that will no longer protect us in the neapffthe plane lastyearin London; Ilook and there’s this big sign
future. It will not be the way to protect yourself. So we need posted over the money machihgist wonderSo, | stuck my
begin with our children—and train people that we work with fiitle ATM card from Texas in the machine in London and, sure
look for very different things if they are going to succeed #@hough, | received English pounds deducted from the dollars
times of radical change than was true in times of “stability.from my accountin Texas. Man! And just fifteen seconds later.
The tenure in organizations is getting very low as wellm justreally in heaven. This is great! The following week I'm
Charles Handy is an English futurist and he has predicisdwitzerland and do the same thing in a Swiss machine, and |
several possible types of organizations in the future. The @& back Swiss francs. But something very significant has
thatintrigued me was what he calledthamrock organization, changed there. Instead of saying, “Whoa, no money exchanges
because | feel a lot trends in that direction. He said there wolbédie, I'm going, “Why is this taking solong.” Fifteen seconds—
not even be large Fortune 500 companies; that the big majty, it's only five seconds back in Dallas.
companies would have a core group of employees who pro- Spoiled rotteninless than aweek. Now, we all know what
tected the values and compliancies that were core to ilike to be spoiled rotten on the customer end, don’'t we? We
success, but there would be about 200-300 people in the larg@sttto be spoiled rotten. But when we begin to have clients
organizations thatwould be the few full-time staff people in largeming in, and they're spoiled rotten—they don’t want to fill out
companies. Everybody else would come and go either a contraut- forms; they’ve told someone that information before; it
by-contract or project-by-project basis or in very short terafiould be in a computer somewhere; why should they wait and
activities. Handy’s got a couple of books olthe Age of do that? I go to the vehicle registration place in Dallas and they
UnreasonandThe Age of ParadoxAnd what he says in thoserequire me to standin line for three hours, toregister acar. | don’t
books is, “Look for everything about the way we live our livedink so. | think we just spotted what'’s driving privatization
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efforts. here was talking about: The snakes that are in the woods here.

Ifthe people are saying, “Waita minute!” You're thinkingSo let’s just talk about that a little bit. | love walking in the woods,

If I had you in any other segment of the world | could put yewcept for the factthat I really do hate snakes. In Hopeford, Texas,
out of business by refusing to do business with $owbvi- where | grew up, when you saw a snake you assumed it was a
ously, I'll try that, and you’re seeing things come up. rattlesnake ‘tilit could provide an ID that could prove otherwise.

| worked with the Texas Department of Human Servic&o when | see a snake, | have an interpretation of a lens that says,
last week, and already what they're seeing is that in one coutBgd, dangerous, scary”, and probably, “Kill it"—althou'g
there are some hospitals that are beginning to compete rfot going to be the one that picks up the hoe and kills it. For me,
eligiblity determination. What made it very likely they will getmy interpretation isThe snake needs to die—I wonder who
that business is that their illiteracy rate is the worst of anyplageuld do that for me.
in the country. Soin order to prove that they earn the money that Given that, you can predict what, when | see a snake, my
they have always taken for granted, they're going through sob@havior is. | catch my breath; my heart beats faster; my hands
major organizational shifts to get that to happen—totiget getsweaty; | will probably scream; and as soon as | can motivate
illiterate down on equal footing. myself, | begin moving away as fast as | can.

Now these things were not things we had to worry about  Now, | go to Houston; | have dinner with my lawyer and
ten years ago. They were just the way things were. There isiswife—a lovely couple in Houston. And atthe end of the meal
longer “just the way things were.” Everybody is looking fofnoticed (as I'm having my coffee in the living room) this big ugly
miracles, andhe person who does the impossible first tenttead coming around the corner of the hall followed by a huge
to be the one who is surviving. round slithery body. Itturns out to be a gigantic boa constrictor,

In terms of the major shift we're going through, here itisvhich is one of the family pets. Now, given my perception of
Eighty-five (85%) percent of workers were in agriculturiallgnakes, can you predict my behavior? (Deep breath. Scream!)
based jobsin1900. Now, today, less than 3% of us are. Butmaybes, the hostess has a different perception of snakes. Her
more of what’s surprising to me is that by 1950, 73% of these tpgtception—O©h, this is my baby; he’s sweet; he's my pet; he’s
moved into production and manufacturing. | thought they wese beautifulAnd what can you predict about her behavior? She
stillthere, butthey’re not at all. Less than 15% of the work forpécks him up, puts him around her neck, kisses him and brings
is in manufacturing. Forty-four percent of workers by the yelim over to me!

2000 will be dealing with “knowledge work” of some sort. Again, Now, whatwe’'ve got here is a perceptual difficulty. Given
for those of you who are trying to transition people into jobs, her perception, she looks at my behavior, and what do you
really clear that those jobs are not going to look the way weppose she’s thinking in her mintihat a nutty ladyGiven
thought they were; they’re not even going to be in the samg perception, | look at her behavior, what do you suppose I'm
places they were five years ago. thinking in my mind®hat a nutty ladyNow, there’s a reason

So what we know is thi€€hange is here to staythese Itell you this, and that's thiSometimes we need to change our
are guarantees I'll offer you. It's going to taster and faster. perspective-so again, if you would stand up and point your
It's never going to get problem-frae matter how brilliantyou fingertothe ceiling. Let's do asilly little exercise that sometimes
are as executives; no matter how well you manage it. catches people off guard. And the reason | do these with you is

Change creates new problems. So beginning to brdbis, do these in your organization and they tend to remember
yourself and your people around you for solving those problethem. Point your finger to the ceiling, imagine there’s a clock face
that change creates, that is a very important shift to make. Aipdthere and trace your finger around clockwise. Now as you
what that means is, they've all got to havéuactionaljob continue to dothat, bend your elbow and bring your finger down
description, that they all remember signing what they're up fantil it’s circling under your chin, and then look down at your
and they probably don't give you too much flack about doirftnger and tell me, is it going clockwise or counter clockwise?
that job. Why aren’t you doing what | told you? Whose finger was it; who

Unfortunately, what you’ve been required to add to thadntrols that finger?
is thawvhat they don’t remember signing up for is an additional ~ Whatyou were doing didn’tchange, did it? What changed?
piece of that job description calledhange agent,’problem The perspective from which you were viewing it? Go ahead and
solver, for the problems created by change.” Indeed, masitydown and figure it out! The point is this, the things that we
people are resisting signing up for that part of their job and omere doing ten years ago were exactly rightten years ago. When
of the chief jobs of an execuitve right now is to begin to createur hands were up here you were doing exactly what | said.
an urgency about that. They can’t survive without adding thamfortunately, if we continue doing those same things now that
to their job, that's a saleable, employable skill for them the perspective of the world has changed, all of a sudden there
develop! is exactly the opposite of what we should be doing, so instead

One way to think about it is very similar to what your host Continued on page 12
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of defending, “Well | am doing what you told me; you just madmuldn’t get it. | was curious about that so | went about teaching
me do something that made it look silly.” Then what you say imyself to look at that differently.
“Now that the perspective has changed, the question is, Do | When people try to teach you this, have you ever noticed
need to move in the opposite direction; do | need to rethink evérg kinds of things they say? “Well, kind of let your eyes unfocus
bit of logic that | brought into this organization?” and cross and kinda look through the page up here, not really at
And then you run into the old “snake mentality” here. the page, but up here somewhere, and on the other side.” We're
the situation or the event now is “organizational change,” atadkinghigh weirdnesginds of instructions that you’re getting
that feels chaotic, unmanageable, unreasonable, then my pbout this. But the thing is that once you learn to look at them,
spective of that changeihere’s a stupid manager somewhergou know that’'s exactly what you have to do. But because it's
that's responsible for this pain? They don’'t care about umtsimilarto anything you've ever done before, at first you tend
anymore. They don’t know what they’re doing. It's their job to look at them kinda carefully, and not get very close to them.
make this change work; I'm just sitting back and I'm going ©nce yowse@ne, you'll findwhat's in the stereograph you're
do my work like I've always done it and teemfool with it. staring at and you'll more easily see something begin to
You got anybody like that in your organization? We do imaterialize there.
ours, too. Unfortunately, if | have that behavior, that perception  Then what do you want to db@ok at it! But the minute
of change, what can you predict about my behavior as yau do that, poof—it's gone, and you have to start all over. So
employee? I'm going to resist; I'm going to complain; I'm goingou have to learn a totally new way of looking at these.
to find things to worry about; and I’'m going to point out to It's the same thing that's happening to us right now with
everybody | can what a stupid place this is, and I'm going to tigpid change. We’re not going to see the opportunity in rapid
to recruit bad attitudes to keep me company. change ifwe look atit the same way we look at non-rapid change
Somebody once said, “A cynic is somebody who as soediterally the most common, stable kind of change. Whatwe're
asthey smell flowerstartlooking for the casket.” Some peoplegoing to have to dois give ourselves totally new ways of looking
in times of change, begin doing that, don’t they? Now, it's nat change, and that involves some high-weirdness things. Like,
perception of change that, oh, I've been through some changgaxing, not getting too upset about the details, letting go of
before and they were kinda painful when | went through thethings that used to be real important and now are not as much
but | did grow and learn a lot. And most of what | am and wlamymore. We have to really begin to let go of a lot of things that
| am today that | like is the result of some changes tiewér we would rather not. What we see then is basic resistance.
would have chosen—then what can you predict about my There are some things that we can be in charge of during
behavior? I'm still not going to like the change. What | am goirghange and some things we are not in charge of. My son’s band
todois knowthat | have to take care of myself during this chandiector uses this phrase to call 200 rowdy teenagers to order.
| know there’s an opportunity on the other side and I'm willinghey’re out there buzzing around and it's time to work, and he
to walk through it as quickly and effectively as | can, to help ysays, “Band.... Band.... Band! In changetin charge.”
make it work in order that | can glean the opportunities thatare So what | suggest to you is, Change is in the world, and
“over there.” the world has decided the pace. It's going to change; it's not
Now, if I have that kind of an attitude and this person helbacking down because | don't like it. It's continuing to change
islooking at me, what are they thinkimgiity ladylf | have that at that pace whether | vote for it or not. So what | sdYDi,
attitude and I'm looking at their behavior, what am | thinkinghe world’s pace of change isin charge, and I'm notin charge,”
Nutty lady And so what happens if we're not careful is we tenSlo how do | “jujitzu” through that? How do | reverse that? How
to drive wedges between each other in the organization whendmf figure out what can | make a difference about, and what can
real challenge is the need to begin to help each other quidkipt? Then let go of what | can’t?
manage and navigate the “transition dynamics” so that we can Steven Covey's bool§even Habits of Highly Effective
all begin to discover some of the opportunities that are lyiRgople—gu’re probably familiar with that book. One of his
around untapped during the change process. models in that book is about “circles of control.” And he says
How many of you have learned to see the stereogrdphre are two kinds of things in life—I say it a little different than
thing? Some of you have! How many of you have struggled ameldoes butit’s his model—"Things we control; things we don’t
still haven'tlearned? And how many of you think we’re lying toontrol.” When he describes highly effective people, what he
you? It's all a hoax? There’s nothing in there? So we've gedid is that 80% of their time and energy is spent trying to create
everything represented here! | willrecommend the one that'ssxeellence in the things theando to make a difference, to make
the back of the Honeynut Cherrios box. Itis the first one | couddcontribution—to really take care of things in their life. The
ever see. It obviously was simpler, but | bought this boog&sults are that they earn the right to spend 20% of their energy
because it gave me instructions. Now, why would | bother? | gaiggesting improvements for the things that they are not in
tired of people staring at things, being very entertained, anchirge of but can have an influence over. And because of their
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results in the 80%, people tend to listen to their input. “market intimacy,” so they started it anyway. My guess is
Unfortunately during change, a real sneaky thing haihey’re probably glad! Xerox, fax machines; the same way.
pens. This boundary gets very leaky. And our energy begins What you’renotin charge of is how successful even your
leaking outinto the 20% field. All of a sudden one day we realibest efforts are. What we can see is companies that respond
that 80% of the organization’s energy, and mine by the way, eroically to the challenges of change and still are not success-
out here worrying about things theah’'t do a darn thing about. ful, for various reasons. What ware in charge of is how
What are they going to do with funding? What's Congresshletically can my organization respond. So if you think of this
going to vote on? What's the executives going to do? Worgs the new organizational structure, what do you notice about
worry. And that leaves me only 20% for accomplishing thing® It's very flexible. Now there is stability, there’s predictability,
that give back to me. It's probably the worst cause of stresdirnt at every point where anything connects to anything else,
organizational change. | spend too much of my energy “dbere’s a lot of give and take. So if the market pushes on us from
there,” too littlein here. one direction, we can re-form ourselves very easily to any
Soifyou have one thing that you take back to use with yaurmber of configurations that will serve that market rather than
employees, itwould be that every time they come up with all théking care of and protecting turfs.
massive world global worry, begin to help them focus on what ~ We're notin charge of what our competitors do; we are in
can you do something about today. And can we just let the r@sarge of getting ourselves so innovative that they are no longer
of it go? a threat, that we’re confident that we’re coming up with those
Afriend of mine went so far astoinstallarry jar.That's ideas. Walt Disney used to say when people would say, “Well,
a huge jar where you have everybody in the organization wiaten’t you afraid people will come to your theme parks and steal
down every single thing we were worried about, and they pudéas.” He would say, “Well, of course, they will steal ideas. How
inthe jar. That jar sits in a prominent place in the office, and fieése would | know I'm good. What tells me I'm really good is that
minutes every week they take it out, they unload it; everybolgreate ideas faster than they can steal them.” And that’s that
looks atit, and they worry for five minutes. Worry, worry, worryinnovative approach.
Then they put everything back in the jar, seal it up, and leave it What are you doing to help your organization come up
for another week. It's probably as effective as any other waywith more innovative ways to do your job than your competitors
dealing with worry. Not a bad idea! can think of? We're not in charge of whether or not ge¢
So, pay attention to what you’re in charge of...and whiatvolved in change; wareinvolved in change. What we are in
you're not in charge of—the pace of change—that which harge of is whether we go kicking and screaming or whether we
going to be, what it is. go with an open mind and we are willing to learn.
What youare in charge of isthe degree to which you So, if you're thinking that | probably just described this
prepare yourself and your people for chaniydat you areot  sort of a job description &a hazardous journey, long months
in charge of ar¢he kinds of changes that comehether it's of complete darkness, small wages, bitter cold, constant dan-
privatization or something we haven’t even thought of yeger, safe return doubtful,Does that sound a little bit like being
Whether it's some changes in our skills, changes in our carearsexecutive nowadays? Hey, but if you're successful, there
I'd have never dreamed this is what | would end up doing in might be some recognition, some honor. How many of you would
life!  am in charge of “the meaning of change.” Defining it assign up for that particular job description? Well, interesting. |
meaningful force in my life, doing that for my employees.  wouldn't. | read it and | thought, “What fool would sign up for
I’'m notin charge of the condition the market hands me. Bilat?”
I am very much in charge of how intimately | have keptup with ~ The truth is, this job description was placed in the
the direction the market was headed, with what it's needs dWanted” ads in London around the turn of the century, and it
with anticipating needs and providing to those needs. And if 'generated more applicants than any job in the history of the
doing that, I'm going to be competitive. It's not enough to waitorld. Now how could that be? It turned out it was the job for
until my customers tell me what they want. | need to be anticipp&ople to explore the South Pole—to be part of an elite team to
ing. explore the unknown and the excitement about that, the beauty
An example would be: How many of you were sittingf being a part that, the challenge of being good enough to be
around in the late 1970s and early 1980s with this burning neadthat team, was so much that people were able to put their
to have your packages delivered by ten o’clock the next morningmfort aside and really go for that challenge. Now | would
It hadn’t even occurred to us. In fact, FedEx did major markaiggest to you that most people today are sa¥jiingt’s very
research, spent lots of money trying to figure out should theyich like the ‘change agent’ description and | would not sign
start a business like that? And the answer was a resoundimpgior it. In fact, I'rmotsigning up for it! Try to get me to\What
“No. It would be the stupidest thing they could do; there’s mimes that mean to you as a leader?
market for it.” Becaus¢hey thoughthey were in touch with Continued on page 14
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The degree to which you can create a vision of them beiqgjckly—and for that to be the thing that drives more changes.
apartof inventing a new way to work, inventing away to survive | can tell you that when you start having change driven by
in the organization, may be more important than it's ever begsur lower latitudes—"down there,” that is not the change of
before. Most of us are not, by nature, fond of change. One ofgjnewth in positive direction. Those are changes of desperation
best quotes | ever heard was the guy that said, “The only peraod pain.
that likes change is a wet baby.” That is very insightful, I think, ~ So the organizations that are doing well are the ones that
because if you think about it the baby doesn’t even like it in thee helping people get through transition quickly. So by the time
middle of it, does it? Butimmediately after that change the bathwe next change hits, they're ready to move on up and use that
getsimproved life qualityls that what happens in your orgato generate energy as opposed to drain it. Now that means that
nization? You make a change, and everybody’s life gets betiermanagers they have to pay attention to doing things right
immediately. | don’tthink so. Most of us will try to slow changduring that transition and not ignoring what's going on during
down so we don’t have to deal with it. that transition. So what are the right things to do?

Now here’'swhatwe’ll see. We're in a transition—not just Three strategies. Thefirstone s, you're on thinice during
a transition from one organizational state of being to anothrat transition.You've got to skate fas¥our productivity is
Rather, it'san entire transitionthat we’re going through in life. dropping at unbelievable rates—if you had average productiv-

How many of you have a paper and pencil availabiy rate. The Department of Labor says that most of the time in
readily? Anybody in here? Just a few of you. I'm not going #n 8-hour day you'd get “on-task productivity” of around six
have you do this then, but I'll describe it to you because ybaurs from a worker. About an hour and a half goes to personal
should try it at some point. Give yourself about 20 secondsstoff; about 1.7 hours to socializing. During the slump in that
write your name as many times as you can. Count those uptadsition at the very bottom, the hours of task-productivity
call that your baseline pre-change productivity number. Thgaoes down by 3.6 to 4.2 hours of productivity. And what that
introduce a little tiny procedural change. It should affect yoather 3.6 hours goestois “meissues.” Worrying! Do | have ajob?
performance notmuch atall. Allyou’re going to do—same patlVhat's going to happento me? Isitajob | like? Who will | report
same timeframe—is move the pencil to the other hand and wtd@ What's going to happen to the agency? And, OK, | got that
your name as many times as you can. Shouldn’t be a problémy want me to do something different—what do they want me
huh? Tryit! You'llfind itgoes like a 50% or more drop. Téeson to do? How do they want me to do it differently? How do | figure
forthatis notthatyou got lazy. Your quality will godown as welthis out? And how do | learn it?

It's not because you got lazy or quit concentrating. But it's  Soevenif people are working as hard as they can, just like
because when change hits, that's how it feels. All of a suddemiting with your wrong hand, you've still got a productivity
I’'m getting less done; I'm less satisfied with the results; I'mlump. If it's not managed, it can actually kill all of your fiscal
thinking and concentrating and working harder than | ever havesults very, very quickly. In order to skate fast, we're having to
and | don't recall anybody giving me a raise to deal with all thiet better at focusing on what'’s “mission critical” and what's
grief. Think about the morale, and the productivity and energwpt.

in an organization. Think about what happens from the timea If you look at preparation and recovery time having
change becomes known to the time we've integrated it into alisappeared, remember that many of our favorite administrative
behavior. There's always a slump in all those times. The slumpanagerial duties assume lots of preparation and recovery time.
is unavoidable. There’s nothing you can do as an executivétal the world is not supporting that any more. So we're having
avoid that slump. There are several things you can do to managind ways to streamline, ways to cut out levels and layers.
how far down it goes and how long it lasts. And those are some  You'll see things like Ford Credit Corporation saw. Under-
of the things we’ll talk about later. standing, finally, that they were spending more money checking

What do you do to make a difference so that people doaft credit than they would have spent absorbing bad loans.
recover too slowly? Because what happens is this: if you give And other amazing things to look at. You'll find IBM
yourself six months, twelve months to get through a changéscovering that checking out credit on loans was not as
that would be fine ifhat were the only change you were goingomplicated as they thought. They thought four people had to
to go through. But what we established earlier is that ydoitbecause there were four processes, butwhere the “lost” time
probably are going to go through more than one change in tvas going was within the transfers between those four people,
year, aren’t you. What if the second one hits at your six-morgthIBM decided to just train one personto doitall. They cuttheir
period when you're right here—slumping. You’re slumping itime on loans from three months to about 30 minutes in some
morale and energy and productivity. It doesn’t start from “ugases, three hours in others.
here,” does it? No, it starts from “down here.” So what we see  What you're seeing is a focus what’s mission critical
sometimes is that (successful) organizations will allow soraad what's notA realigning of the work force to thatis becoming
“failure” in order to help get through a (period of) changeery key.
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And in agencies this is going to be key as well. We're Part Il — “Business adJnUsual:
seeing the understanding in places like the Texas Department of
Human Services that if they don't do their processes quickly ~Good morning. The things we will talk about this morning
enough, they’ll be out of business. That's why | say, “No, | cardte basically going to be specific things that are very predictable
‘fix’ our postal service.” It's basically they're going to be fixeé@bout change. We usually think of change as being almost a
“by the market"—it going more and more to the FedEx's, the pasthdom sort of thing. Actually, there’s some dynamics you can
its, and things like that. “We’re going to put them out giretty much count on. And once you can count on something,
business. Because we're not willing to be dealt with likesthatyou can begin to plan for it and develop it and manage it in some
customers.” ways. So, that's going to be the focus today.

Tom Peters has created anewtermthat | don’tknowifI'd I | were to summarize last night, | would use Pete Silas’
be as brave as he wasto create it. He says when he sees resigfancgiote as he was going through a hostile takeover attempt
and anger getting to new levels of an organization, he talks absitih Phillips Petroleum. He says, “I used to think that | could
that organization as having “gone postal.” So, the way ywait for the storm to blow over, and then | realizéd, my job
“skate fast” is tdocus on mission-critical prioritiesand once had changedvy job is now to help people learn to work in the
you're focused on those you havetmmunicate like you've rain.”
never communicated befor&ecause people are going to be We had one smart participant who said, “If you changed
tempted to distort your messages very much. that to dP’, | would buy the whole sentence. Work in pzén

There’s some predictable dynamics that go on during therks for me.” So, what we’ll talk about now is what are some of
transition that cause it to be harder to get people to focus. | thilné forms that theain of change may take.
we’'ll start with those tomorrow morning. We'lltalk about predict- There are some predictable dynamics that were mentioned
able dynamics and what you can do to deal with those.  last night—and that is even if people are in favor of the changes

As we go tonight, then, think about the organizatioypu're making! Even if they see the changes are necessary for
you've got back home. It's got a set of employees and a sghefgood of the organization moving forward, there will be some
skills that they have used for years in certain ways that they weiss and people will have some “grieving” to do. Where a lot of
very attached to and very defined by and that they are fondpsfople get stuck is that they don’t have respect for the grieving.

You've got aworld thatis changing radically and requirin you respect it and help people get through it quickly, you are
that they develop new skills, that they let go of old skills, thgoing to save more time than if you try to pretend it's not there.
they do things differently. You've got yourself as an executive ~ Let me give you an example of how that works even with
with your own responses to change your own feelings abougitpositive change. Many of us have brought children into the
your own skills for dealing with it. What you’re going to do thigvorld. Many of us did it voluntarily with our eyes wide open. We
week is have a lot of exposure to people to give you waysdecided to have children, and probably like me when you
become alink between the world and your emplogeelswish  brought those children home from the hospital you were pretty
you the best of luck with that. obnoxious parents. It was the most wonderful child ever born;

Thank you. you described everything the child did.

Did you lose anything at allin the first few weeks that child
From the Monday Morning Introduction by Cile Matthews: wasinyour life? Sleep? Yes. Free time? Money to spend on other

You were impressed with Linda Boardman's interestifigings? And yet we keep bringing children into the world. Now,
and dynamic presentation last night about organization#l€ figured out what causes children, so why do we keep doing
change. It was as if Linda had been inside of our own orgaffiis if it's a lot of loss? OK? Obviously, in that kind of a setting,
zations and our own minds. As we hang onto our rafts whike have weighed the pros and cons and we've invited the
seemingly going down a “Class V" river. One terrifying rapicchange into our lives. Therefore, when the change comes we deal
after another. Linda said that we must accept that. Thafth the loss and grieve and we move on.
changes are rapid and that they are here to stay. Therearemany How’s that different from organizational change? You get
things that we can’t control about change and we must concéhvote on it? No. The world kinda moves on and you have to
trate on finding them. What are things that we can contraftch up. Do you have a lot of time to weigh the pros and cons
Spend our time and energy on those. We will learn many, mgﬁgl make the best strategic decision and be sure it's right and
valuable ways about managing change in a positive way. g€t all the information? No. You're acting very quickly before

A good sense of humor and an optimistic attitude wilPu know what's happening, you're required to make some
help us lead our organizations to success. With that in mindlgcisions. So the chances of getting stuck in the loss and
give you this quote:Twix the optimist and the pessimist, thegrieving is very, very great. Now if you think that they’re great

differenceis...the optimist sees the donut, the pessimist seesfpeyou and you're in the executive position, you're supposed
hole.” So | challenge each of us to see “donuts.” to be the ones who know what'’s going on, imagine what'’s it's
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Anyway, the main reason | tell you where | grew up is @asal honest. He said, “Why don’t you lalysoleteand be done
| travel around the country, | get really razed a lot about nmth it?” That's what we did. We didn’t everean tand that's
Eastern Kentucky accent. Now in this area of the country it's matat we did! Can’t keep up—can't keep up.
too bad, but have you all picked up the Eastern Kentucky accent, My dad was in the typewriter business fifty years. He
just a little bit? See, some of you, not at all, 'cause you all tatitired about two years ago. During the first thirty-five years,
“right.” how much did the typewriter change? Virtually none. The last
Some people don'ttalk right. | was in Boston, Massachfive years? As a first grader said to me the other dalyatis
setts doing a program. Can you imagine how | sound in Bost@ntypewriter?” That inota joke; that's a fact. | had lunch with
It was a trip! I'm doing a banquet and I'm sitting at one of thmy dad—he’s getting certainly up in years, and | go over and
tables with a guy who grew up in Boston. He had a stromigit with him usually before | take off on my trips to see how he’s
stereotypical Boston accent. | can't do it. BBoston.” You doing. And | said, “Dad, | believe in another five years there will
know how it goes? | can’t do it very well. But it was as thick amly be one place you will find a typewriter.” And he said,
it could be. And he thoughtalked funny. He kept kidding me,“Where’s that?” The Smithsonian—that's it—that's where
“You talk so funny. Does everybody in Kentucky talk like that®e’re headed. It's a thing of the past.
| can’t believe you talk like that.” You can pretty well forgetit. Itis not change. It's the speed
Now I don’t mind a little kidding, butit got old! Andfinally of change. And this speed of change is affecting us physically
| said to him, “Sir, | need to tell you something. Where | grew @md emotionally. Let me introduce three letters here that may help
if you could speak “Eastern Kentuckgnd “Boston,” they us. There is something called a “SEEdgnificantemotional
thoughtyou were bilingual.” We didn’t become friends. It didn#vent. Now a significant emotional event is something that
work out. happens that forces us to change. We don’t even have any
You don’'t have to go far to get kidded. | was in Norfolkghoice. You all enter those every single day. Itis something that
Virginiadoing a program, and after | finished alady came up, dmappens that forces you to change—no choice.
she said, “Sir, | teach speech and English here, and | wondered Professionally, itis things like re-organizations, new laws,
if youwould like to have alittle helpful criticism?” | lied and saidpew procedures, new budgets, new staff, lack of staff. All those
“Yes!” (’'m notinto pain. You all got that. That's good! Reallykinds of things. Meanwhile there are personal significant emo-
Some groups don't get that. It's “right over.” It's a wasted lindpnal events. Marriage, divorce, birth of a child, last child leaving
I’'mtelling you.) Butanyway, she says, “| don’t know whethenome, last child wHefthome—and is coming back. That’s big.
you know it or not but tonight throughout your entire prese@®ne of my friends calls thatcycling.l like that. He says he’s
tation you used ‘cracked English’.” | said, “M’am, I'm not sure@ecycled one boy three times. He said, “He is out of here next
I know what you mean.” She said, “Your English is absolutetine!”
cracked.” And | said, “Well, thank you very much m’am. Most Serious illness, death of a significant person in your
people thinkit's shot all to Hell.” She wandered away mumblirsgipport system. Now where a significant emotional event
stuff I didn’t understand. Some people have no sense of hunommes into our lives, we begin to deal with what is called the
| call them thehumor impaired.They don't get a joke. You dynamics of chang&here are five of these—five phases. Let’s
wouldn’t even tell them a joke—you know people. It would bieok at them from a standpoint of a professional significant
a waste. emotional event. | want you to imagine that you stand up before
Well. We've got to move fast 'cause this man’s alreadiie people that you lead and work with and you announce a
told me I've got to say this very, very quickly. So I'm going tachange.
There’s one thing | am good at, and that is talking fast. The first phase that they are going to go through and
We'll talk about change. I'll start off with what | callrespond tois calleshock and denialAnd here’s how they talk.
“insight into the obvious.” You and | live in a time when ther8l can’t believe it. You've got to be kidding! Are they going to
is more change, more rapidly than in any other time in histoghange? | thought they changed that last week, and they're
Change is not nelRepeat this. Changeistnew! Whatis new doing it again. | can’t believe it; | can’t believe it. Is this a joke?
is thespeed of changslothing stays the same very long. SomAre you kidding me? Don’t put me on now; I’'m in no mood for
of you cannot drive to work two days in a row. Isn’t that true2 You know that. I'm in no mood for thiscan't believe it?
I've been in cities where honest to Heaven it seems they built Thenthesecond phasé&icks in, called #ooded emotion
subdivisions overnight in the middle of the streefedisthat usually angerand now they talk like this. “I'll tell you one thing;
way. It's crazy. And try to build an up-to-date computer! Joki pburns me up, ticks me off. | wish some fool would make their
joke! It's a joke! We tried to buy computer equipment for ounind up and stick with it two days. | don’t think anybody knows
company. Every time we’d zero in on something, another saledyat the hell’s going on around here. | would like to knowwho’s
man would come along, and say, “Wait two more weeks...” Aindcharge!” Does that sound familiar?
what? Something new and better. | liked one salesman. He was Thethird phase: bargaining.Here’s what it sounds like.
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“Do we have to start today? Can’t we wait until tomorrow? Jusent across the desert in those wagons. | can guarantee you,
put it off two weeks; they'll have something new, and we worthey will be amazed that we made it because nobody prepared it
have to learn it at all. And that's a fact. Do | go, do | stay.” for us. There is no book that describes the day—you can't get
Thefourth stageis calleddepressionNow, clinicallyitis it out fast enough. It's out of date by the time it hits the
really grief. It's called depression, but clinically it's grief, and hemearketplace.
is why. All change produces loss. All change produces loss so Here’s what this means. Every day when we get to work
when there is loss we grieve. This stage, like all the other stagespught to pat ourselves on the back and say, “Found it again!”
isnormal and it ismecessary Two key words in understandingNow, it's afact. That's afact. Some people don'tfind it every day.
the change process—what is happening to us is normal. Whaitiere are people who don’t find it! And sometimes they moved
the other word? Necessary. Hey, folks, this is just a part of thehile you were sleeping anyway!
healing process. But in this stage people become apathetic and Iworkinhospitals alot, doing alot of work there. 'mtelling
now they talk like this. “I don’t care; do what you want; goingou, they are always remodeling. | have not been in a hospital
to anyway; don’t matter to me; | could care less. Don’t matteritothe last ten years they didn’t remodel it. I'm afraid to stay in
me. Doit, doit, doit. God knows, I've got a sign on my back ‘Kickroom very long; I'm afraid they’llwall it off and | won’t be able
me;’ two lines; no waiting. Don’t matter!” Isn’t that right?  to get out. | speak and get away. | looktieo doors, not one.
Thefifth stage—calledacceptanceThere are two kinds. | want to make sure | can get out of there! It's that fast!
Oneisintellectual, the otheris emotional. Intellectual sounds like  What happens is, we make it even worse by beating
this. “I've acceptedit. If that's what you want, that's what you'lburselves up. Here’s the way we start talking: “Well, | should
get. I'm not an idiot. I've done dumber stuff than this. Just tédlave seen that coming. | ought to have known that would
me and getout of my face. That's all. | will do it. Intellectual, ndtappen. shouldhave prepared myself for that. | should have
emotional. Then there’s emotional acceptance which soumedad that book. | should have taken that course. | should have
like this. “That train’s coming down the track. You can eithenade this statement. | should have made this move.” There’'sone
ride it or be run over by it. I've decided to ride! of my friends that says “it'sshould-dowvorld.” Well, we've all
Now those five stages are going to happen to us evésen “should on.” That's what it is, | tell you.... Ever since we
single time there is a significant emotional event in our livesere little kids, “You should tie your shoe; you should go to
And let me give you some bad news and then some good nesghool; you should read faster.”
Here comes the bad news: If there is a significant emotional Rule #in managing changget off your own back!Folks,
eventin your life, it will take you and me or most anybody el$guarantee you, we are the heroes of tomorrow, and if we would
a year and a half to work through these five stages. Now ddake pride healthy pridejn that, we would feel better. We're
misunderstand. If you lose a pencil and it takes you a year aloihg better than anybody should expé&ttbodyhas had to
a half to get over it, you have got a serious problem. But I'll bfaice this before. And the moment weaebur sideand gebff
everybody in this room can easily list a half dozen or mooerr back,we have more energy to deal with the problem.
significant emotional events within your life within the last six Now, thenext dynamic rulef change is thigill change
months. Some of you, the last six weeks. Some of you, the [astduces fear.This is the issue; this is the center and the core
six hours! Especially those of you who took that raft trip. Thafit; all change produces fear. Fear of what? The unknown. You
must have been a real hummer—got to have been an significaitit! Now a better word than fear would be anxiety. A better
emotional event in there somewhere! word than fear is anxietinxiety.All change that produces fear
Now, here’s what that means. While we're working ongroduces anxiety. The difference between fear and anxiety. In
eventin one stage, what's happening? Another and anotherfaadit is a recognizable, identifiable threat. You know what it is;
another and another—so fast. See that's why you feel so crgou can measure it. Anxietyanticipated threatYou don't
If you feel good, you’re probably sick! Or you're obviously ouknow what it is but you know it's out there.
of touch. You have no idea what's going on. And are you in for ~ Now which is worse? Fear or anxiety? Oh, anxiety, by
a shock when you catch on if you ever do. Some never domiles! Example: | tell you there’s a bear in the woods. You goin
Now here’s the other side of it. For most people it takéise woods and you see a bear—that'’s fear. You'll respond in
aboutayear and a half, and we’re going through this kind of stséime way. You'll began to deal with that. | can also tell you
and here is the down side of this—we tend to beat ourselvesthpre’s a bear in the woods. You spend all day in the woods but
We tend to make incredible demands on ourselves. you never see the bear. You come out a nervous wreck. Your
Folks, here is the first positive to remember about changeend all day saying, “There’s a bear in these woods—big bear.
and itis a factyou and | are doing better than anybody shoultihat’s a big bearMow do you know it's bigVell, they don'’t
expectltis really true. No generation has ever stood where ymake little bears; they’adl big bears. What kind of fool are you?
and | stand. Nobody has ever been here. You are pioneers. Begrs are big! Haven't you ever seen a bear, for God's sake?”
will write books about us, just like they wrote about those that Continued on page 18
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Now that's the way people are going through eveiid like to buy this shirt.” She didn’t hear me. I got louder. | said,
business | work. Here’'s the way they talk every‘tBgarinthis  “Excuse me, m’am, I'd like to buy this shirtand I'm in a hurry.”
building—nbig bear. And it will get you too. You'd better watcBhe turned around, and just like this, said, “What do you want?”
out. You haven't seen so and so for two days, have you? | tddl, | was trying to be cool about that, so | said, “Well, 'm in
a bear got him. That's what | think, by God! | mean, that's whathurry.” That irritated me and | thought that was rude, so | said
it was.” “I'd like to buy this shirt and I'm in a hurry on my way to the

All change produces fear—anxiety of the unknown. Anairport.” She said, “Can’tyou see I'mfilling outareport. I will be
let’s talk about how to respond to that. It's a simple statemewtth you in just one minute.” And | said just like this, “Well
but tough to dolncrease information flowKeep people in- excuu-usseme!”
formed. Folks, | handle bad news better than no news! Tellme Now, I'm53yearsold and | go around the country teaching
what's going on. | can cope with it. good mental health. That's my job. And at this moment, I'm

Everybody in this room has lived long enough to devel@eting like a .what?A child. A six-year old, or closer to three.
terrific defense mechanisms to cope with life. If you had not ysuhy am | acting like a child? She treated me like one!! Inside of
would not be here today. You can handle it if you know whatite lives a little boy. You want to talk to him? Oh, he’ll talk to you.
is! It's when you don’t know what it is that eats your gut out arkde don’t mind. I'd had to whip that boy’s ass more than once to
you begin to feel that maybe it's something new that I've nevget himin line!! Now don’tyou women laugh. You've got alittle
seen before and | would be able to handle it. If you are irgial down in there, and that's why employees act out.
management positidkeep your people informedThey handle IJ

bad news better than no news; and the other side is, if you dpn’t BLUE RIDGE INSTITUTE

keep them informed and they come and ask a question and fhey 1994-95 OFFICERS & BOARD OF DIRECTORS
can’t get an answer, they'll go out and make up their own. Aphd

it will be scarier than anything Stephen King ever wroteljl President Harrison Reardon
guarantee you. President-dEIec; .............................. JathhdiIdrelzlss
) ) : - Vice-President/Programs.... Richard Hi
've had pe_OpIe_Com“e “Pto meVYhO ca_ntget_lnformatltn Vice-Pres./Programs-Elect.... Nan Brown
and they say things like, “I think they’re going to fire half tht secretary Jim Oliver
people. | really think they are going to lay off half the peoplg” Treasurer Ray Bardill
I say, “My goodness, that sounds severe; are you suié@pe, Invitations/Registration ... Mary Gail Douglass
haven't heard it for surel’say, “What makes you think that?” Housing Chairman ... Jerry Smith
u ) ’ T ) Housing Chairman-Elect ... Ken Roberson
My manager—his left eye has been twitching real bad lately. | Recreation Chairman ... Ed Ledford
think that’s a bad sign.” Recreation Chairman-Elect...Rob Reifsnyder

U7

Now you all know this is true. Every little behavior take :"is_tt?ri/;" — grad Eo'valn h
’ ’ S nvit's egistration-clect .... ara ailrclo
.themOffand_S(fa.reSt.hem.WhenyoudontknoWWhatshapp il Continuing Eduation Coord....Virginia Donigan
ing, do you fill it in with good news? N&ad!

You've had this happen: You're walking down the streqt, STATEREPRESENTATIVES
it's late at night; you hear a rustle in the trees. Do you go, “Ah, Alabama Sandra McMillan
I knowwhatitis. Ed McMahon. He’s found me. I've won the Arkansas Jill Jackson
million dollars! That's what it is. It's Ed McMahon looking for| 2'0”‘1? gafbill;a 'V||_I°°"t‘:
sy " ) ~ Georgia orothy Hya
me and Ehdn_t kn_ow wherellwas. _Y_OL,J, don’t do that, do yoJ?~ @y Rob Reifsnyder
You go, “Serial killer—that’s what it is! Louisiana Robert Quintana
That'swhat's happening in the work place, isn't it? Peole Mississippi Major Don Faulkner
are scared to death. Not of what tkiesyw, but of what thegion't North Carolina Chip Modlin
know. When you keep information from your employees, yqu S°uth Carolina Y
) . y . P Y ploy 'Y Tennessee Louise Burgess
treat them like children. You tell them they’re not capable pr texas Jack Waters
responsible of handling information and when you treat people Virginia Kevin Boyd
like children, how do they react? Like children!! West Virginia .. George Lilley
Now I'm not proud of this, but it happened a few weelds
ago. Il was in a hurry, taking off to the airport. | needed a shir L . _ BOARDMEMBERSATLARGE
in the Mall at two o’clock in the afternoon. Hard lice Arrington Warren Fulton i L
stopped in the - VLarry Betts Ed Garrison Leon Matthews
anybody there. I knew exactly what | wanted. Got my shirt. Lgcken Brewer Lavern Gold Jim Morrison
it on the counter, wanted to check out. The lady handling thd&ob Carlson  Patricia Howard Ric Perez

counter was looking the other way. | know | have a loud voif&arrell Cooper S“m K‘;’('_'Vk Sl el
so ldidn’twant to be offensive, butl said, “M’am, I'min a hurry usan Bir
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Here’s my belief. We talked about this—"“the managerays you couldn’t have anywould go to my sister and | would
balancing act.” Give people information and hold them respaay, “How are your rations holding out? Loan me a couple of
sible for the way they handle @&ive people information and cookies. When | get six on Wednesday, I'll pay you back, |
hold them responsible for the way they handleAtd if they swear.” You gotto make these deals; they won'twork otherwise.
handle itirresponsibly, they ought to be disciplined. Butatleast And then, remember how mad you got? Finally you got
they ought to be given the information and they ought to tiés mad as a kid. “If | was dying | wouldn’t ask for a cookie!”
treated like adults. Mad! “Someday I'll have my own money; buy my own cookies.

Now let’s talk also about this balance. There is no waylihope they ask me for one; that's what | hoped. Boy! | just hope
the world that you can guess what every one of the people yloey ask me for one. I'll eat the whole box right in front of them
work with need. Hold them responsibleask if they need to and throw up. Buddy, that's what I'd do!”
know something and not expect yowgteess it. That must be Made thattrip, didn’tyou? Made that trip! Start off asking
taken away from employees the way itis your jgussvery for everything and then ended up asking for, what? Nothing.
single need they have. It works both ways. If you need soriéeuldn’t even give them the satisfaction. Then we get married
thing, what?Ask! If they need something, what®k! and it gets worse. Now I've not been “mad” for over 30 years.

We don't have time to outguess what each other needs. Ever play agame called “Do you want to eat out tonight?”
It's not as easy as it sounds. I'll give you an example, then iEser play this? Thirty-one years my wife and | have played this
all over the country. I'll give employees a sheet of paper and gmymne. Tonight I'm going to get home in time for supper—if
write down anything that you need that will help you do your jadverything works out. And what will | say | want? | guarantee
better. No disqualifier—got to help them do their job, how2vould say to her, “It doesn’t matter;” 31 years doesn’t matter.
Better! They make along list; we getit together; we compileit.  It's still going to be the same game. | would say, “Do you
| say, “Great, this is what you need to do your job better.” Thisant to eat out tonight?” And she is going to say, “I do if you
is it. Good. But you know who could get this for you. They saglp, but | don't if you don’t. Doesn’t matter to me; does it matter
“Yes, we know.”l say, “Wonderful. You know what you wanto you? But it's not up to me; it's up to you.”
and who can getitfor you. Let's go...whafk! Let's go ask! “But I'm tired; doesn’t matter to me, it's up to you. Does

Every single time—same response. “We’re not asking.matter to you?” We did that so long one night we missed
Theyknow what we need!” We will sit down here, hold ousupper! I'll say, “OK, I'm making a decision. W#ll eat out.”
breath, blow up and die, but we wiitask! Now, these are notAnd then what do | ask heM’heredo you want to go? And
children; these are adults!! The reason | say they’re not childrthere’s the standard 31-year-old answerdn't caré” | then
What do children ask foExerything! And then we beat that outagain will name a specific place to which she will say, “Why do
of them. And then they do it to you and they did it to me. you want to go there?Well, | thought you didn’t care:"You

Here’s how that work®ad:“You want avhat?” Soyou know | don't like there.*Didn’t know you didn't like there.”
react, “l don’'tknow. | must have been crazy. | don'tknow whet¥ou said you didn’t care!” So, | sayOK, OK, we’ll not go
that came from. | apologize. Gee. Golly. | must have beentbere, where do you want to go?’don’t care; doesn’t matter
drugs. I tell you, | apologize for asking for that!” to me; anywhere you want to go.”

“Do you think money grows on tred3@you think money Thirty-one years! Won't stop. Wilhot stop.
grows on trees?”| said, “I don’t even know how leaves grow Now here’s the problem-rebody wants the responsibil-
on trees. Five years old—can’t read—asking me biology quég-of the decisionSo if the restaurant turns out to be a lousy
tions? That didn’'t seem fair. He was a big one in my househqgithce, we’'ve got somebody to blame. True? I'm going to tell you
“You're lucky to have what you have. You are just lucky to hawehat's happening in America. We're spending way too much
what you have. There are poorer people in the worldythiah  time on blaming folks; not enough time fixing problems. We’re
I said, “Notinthis country.” | had them there. Kinda explains wigpending way too much time looking for who we can blame,
| didn’t grow. rather than how to fix the situation. We ain’t got time for that!

I'll bet you did this. | did it; | was a little kid. True story. INow | do believe when people mess up, they need to be
went through the kitchen and | said, “I'd like to have anothdisciplined, corrected, re-trained, learn whatever itis, relocated,
cookie.” My mother said, “Another cookie? You've had siwhatever is necessary, but that's calfizéthg a problemnot
cookies.”| said, “I didn’t know you couldn’t have seven.” | wrot@lacing blame. And thatis a major, major issue here. If we're going
that down: “Six max, no more—you’ve topped out. No moréo spend an enormous amount of time blaming, then we’re going
That's it.” But it didn’'t do a bit of good. The next day | wento simply end up in big, big trouble.
through the kitchen and | said, “I'd like to have another cookie.”  The goal is, if you need somethingrhat?Ask for it!

My mother said, “You've had two.” | said, “l thought we got six.” Sonow, increased information flow. Got to give you some

You got to put a list up: Six on Wednesday, two dad news though. When you give information out, the first time
Thursday, | don’t even know what you get around here! Some Continued on page 20
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you give it you should expect it will bris-understood. | didn’t ought not let parents go to these games! They ought to put them
sayunderstood| said what? | saithis-understood. Now why in jail; that's where most of them end up when the game’s over
are they going to misunderstand it? Because of anxiety; theydrgyway. That's the truth.

nervous; their lives are full of problems. Well, the little kid doesn’t hear the yelling because he’s so

Folks, you get up in front of a group and say, “OK, I'd likanxious, but when he get'’s to third base, his coaches are there
to talk to you about a change we’re going to have around heantl they are chewing him out, “What are you doing on third
The immediate respond of the group is, “Here it comes, herbaise; you don't run to third base?”
comes! Oh, Lord, | knew it. | tell you I don't think | can take Dr. Sheppard has had all of this he can take, he comes out
anymore. What about you?” And they mumble for 30 minute$ the stands, he goes over to third base, pushes the coaches
while you describe it! away, puts his arm around this little kid who is nearly in tears

They getoutin the hallway, they don’t remember anythiramyway, and says “Son, calm down. You did three things very
you said, and they try to pick it up from each other. “What digell. For one, you hit the ball hard, Number two, you ran fast.
you get? | got this.” “You got that; | don’t think he said that.Number three, you made a personal choice.” That's good. He

“Well, that's not what | understood there.” “Well, | hearatould have gone to first; he chose to go to third. That was his
them say something about we have to change horses indfeice. And then he said, “But I've got to ask you something
middle of the stream.” “Oh, Lord, they’re going to buy horseson.Whydid you run to third base instead of first base?” And
| knew it. Those fools are going to buy horses. | bet my joblie said, “Dr. Sheppard, everybody running to first base—they
cleaning up behind them. I'll bet you that's what it is.” putthemout.”

That's what they hear. That's what they “hear.” Sowhen Is the kid stupid? | don’t think so. Now look. You all are
we give information we must have anew model herdhamtew managing people like that. They’re running to third base. You
model is:Help me understand what you heard me say. Help megay it every day, “There goes Mary to third base. Where’s the
understand how you understood what | want done. fool going? Third base. There goes Harold—third base.”

They say, “We've been doing it just the opposite for  “Harold, third basePRirst base Harold.”
years. Did you ever tell somebody to do something? Go check What we want to do is ask them about it—not criticize
on them; they're likely doing just the exact opposite of whttem. Folks, ifthere is one thing that is clobbering us in the midst
you told them, 180° difference. of change:We are so busy criticizing people we don't see

You know what we used to do? Sometimes still do it. Tedhything they do rightNow that's true! And they are doing a
them the same thing—just louder. Then we walk away and tHet/of things well. And some are very committed. They are not
go, “Must think I'm deaf. | heard that the firsttime. I'm not deaktupid. They are not ignorant. They simply do not understand
| know what'’s going on.” It doesn’t do you any good. what you want, and with a little patience and a little understand-

The new modeligielp me understand whatlead youto ing we can get them running to first base instead of third.
doitthatway? Help me understand what made you move inthat I'll tell you why the little kid ran to third base. He thought
direction? it was safe.Isn't that right? And that's why the people you

| have a friend—a psychologist by the name of Dr. Gleimanage are doing some crazy, crazy stuff. Because they've
Sheppard. A marvelous guy. A big robust kind of a guy—Ilook&tched how people go one direction and that's not “safe.” So
like Santa Claus. He’s got a grandson who played T-Ball. Ythey start doing things that don’t make sense to anybody but
all know how T-Ball works? It's for kids who are 6, 7, and &ey know one thing for sure—it's not safe that way other way,
years old. They put a baseball on a “T". The reason: the kidsswewhat?Let’s try something else.
not coordinated enough to throw the pitch over the plate. Allperceptions will be distorted. During times of change,
They'd walk everybody. So you've got to get this game goiradl perceptions will be distorted.
by putting the ball on a “T". Increase the information flow! Keep them informed and

He went down to watch his grandson play. Not hibenexpectthem toisunderstand. Now the other thingis to say,
grandson, but one of the little boys on his grandson’s team gtiéshat's going to happenwe must listen better to our
upto bat. They put the ball onthe “T”. The little boy, seven yegreople” Now! Not longer—not longer! It'juality of listen-
old, whops the ball and it begins to roll into the infield, and tleg; not quantity of listening.
little boy takes off running tiird base. Now even if you don’t | will give you an example. Have you ever had anybody
know baseball, you know you’re supposed to go to first baseme up to you and say, “You got a minute?” It's a set-up; it's
That's why they call first base! There’s a clue there. So he wasset-up. The answer should always'Ne.” Instead, tell them
tearing out to third base. Now what are the parents doing at tiasv long you havéNo, | don’t have but a minute; | have five.
point? Screaming their heads d#fyho's fool is that? Is that Then I've got to return a phone call, must see another client.”
your kid? He’s an idiot, he’s an idiot. Can’t you teach your bdyolks, if you don’t set a limit then people will burn your day. Is
better than that? Look at that fool going to third basiiey thatnottrue? So you tell them how long you have and why that's
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all the time you have and if that’s not enough time you’ll be glgab in this area.
to re-schedule. We must get people to get to the point. We're  I'll give you an example. Someone will get up before a
wasting too much time. We dohdveime. Changing doesthat.group and say, “Tomorrow, we will meet at 3 o’clock in the
So move in on it and get them to get to the point. cafeteria. That's tomorrow we're going to meet in the cafeteria
I've had people say, “Don’t you insult folks?” Well, lat 3 o’clock. Now tomorrow we’ll meet at three o’clock in the
guess if you went, “I've got five minutes, go toit.” Yes, I'd finccafeteria. Any questions?” Always one. “Now whatis it, Bob?”
that right insulting. But what if | said to you, “l don’t have a “We goin’ to meet tomorrow?” Have you all ever been to
minute, but I've gotfive.” And I'll tellyou one thing, in five, I've one of those meetings? | think you turn to Bob and say, “Bob,
got to leave, but the next five minutes are wh#t®% yours. we’re going to meettomorrow at 3 o’clock inthe cafeteria.” Say
That's where | want to say this. DO NOT FAKE IT! it like the first time you ever said itin your whole life. Not like,
Don’tactlike you're listening when you'’re not. I've doneyou idiot, | said that three times! Because if you beat Bob up,
it! Oh, I've been listening to somebody two or three minutes gaég next time he doesn’t hear, what? He won't ask! And Bob’s
by, haven't heard a word they said. They get real quiet, and I got trying to be difficult; he’s just been on a trip! He just got back
“Oh, gezz, | hope they didn't ask a question?” Have you had thied he’s trying to figure out what’s going on. I've done it myself.
terrifying moment? | was in a meeting in Gatlinburg, Tennessee—not teach-
I'll tell you what I'd do, and I've done this all over theing, taking a course. Great, great guy. Terrific lecture. He said
country. Some of you have heard me say it and I've maybe egemething that caused my mind to go off with anidea. And when
done it with you. Here’s a model. | suggest this model... | suddenly began to process it, | thought of a question. Course
I’'mlistening to you. Two or three minutes goes by and yba continued to talk. | held my hand up. He said, “What is it?”
haven'theard aword I've said, or | haven’'t heard aword you'leasked a question. It got real quieh, gezz! | bet he just said
said. Then I will stop you. I'll go, “Excuse me. | need to tell yahat.And you always have a friend with you. My friend said to
somethingNumber 1've been goneNumber 2don’t know me, “You, idiot, he just said that!” And | said, “Well, excuse me,
where | wentNumber 3don’t even know if | had a good timel've been gone.” That's what | told him. I'm not trying to cause
Here’s what depresses nk@urth,I’'m back. Fifth, last thing | any trouble; | want to learn something, for heaven’s sakes.
heard you say was something about your mother on Thursday. New models for new days. Models withoutinsult or injury.
If you'll start there and go forward, I'll catch up.” Models that treat people with respect and dignity. Very quickly,
I've been doing that for better than six years. To dateyant to give you this and | want to quit. But it's important and
guess how many people have gotten angry? Not a single atiethe whole basis of being able to balance out youiHds,
Why they don’tget mad, it's honest. The other reason—they'ifave’re going to take care of others, we've got to take care of
done it. It's a universal experience. Everybody in this room hawsrselves. | think the best way to take care of others is to take
“been to Pittsburgh without a ticket!” Some of you went thisare of ourselves. I'm a very different person rested than tired.
morning and | hope you had a good time. Glad to have you bdskhat true for you?
Nobody can listento anybody all the time, forheaven’s sake,it's  I'm a very different person rested than tired. | listen
ridiculous. differently. | hear differently. | perceive differently. | handle
| did this for two reasons. Number 1, itget’'s me backin timbange differently. And we’re not doing a good job there either.
conversation without insult or injury. The second reason,We're killing ourselves, and I’'m not critical. Our society encour-
gives them a model for what to do when they don’t hear me. lagies usto kill ourselves. | hear people brag, “I went to work every
me tell you what's happening. You're giving information. Theglay—diarrhea, throwing up, temperature of 104, | wentrighton.”
don’t understand it—sometimes don’t even hear it. TheyTiéat's right.
afraid totell you they didn’t hear it, so they go out and try to If we're sick enough-stay home!And women, why

guess what you said. women do it, I do not know. Women have been taught from the
You all think that happens? Every single day. So now ifime they were little girls, you're the caretakers of the world.
say this, tomorrow they can do it back to me. You're supposed to take care of your children, and your mate,

Thinking about things they did, they were “gone” yesteand your home, and now society has freed women up so they can
day.| think | was gone today. Don’t know whether | went theork. Well, what about us? And you know what’s happening?
same place or not, but I'm backee now, there is no insult, naHeart attack rates in women ighat?Nearly equal to that of
injury. men. That's an absolute fact.

If 1 could write one big ole plague on a board in every  We learned this several years ago. My daughter was only
company, | would putiNo insult, no put-down, no discount, no about 13 or 14, money was tight, my wife had to work outside the
name calling. Everybody is entitled to be treated with respebhbme. Now, she is animmaculate housekeeper. Oh, man, | mean
and dignity. No exception8! And a part of that is getting aobsessive, compulsive. | can get up at night, go to the bathroom,
model that let’s us get back into this. We're not doing a very good Continued on page 22
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come back—she’s made up my side of the bedeltible! No, gangrene sets up, got to cut his leg off. No doctor. No whiskey.
it's not quite that bad, but you get the point. So she’s workilighat do they use for pain? A stidk!stick!Have you all seen

40 hours outside the home and doing everything athome. | m¢arHere’s the way it goes, “George, we're going to cut your leg
cooking, ironing, taking care of us just like always, and in abaff. Bite on this stick.”Excuse me, fellows, is there mor-
six weeks, what happens? She’s sick. She’s very, very sigkine in that stick?’Now, | was brought up that way.

Comes home from the doctor. Sits down atthe table, looks atme, Change is coming at such a speed that we must take care
looks at my teen-age daughter, and says, “I hate to tell youodlburselves. We are smart enough. We're not stupid people;
this, but the doctor tells me I'm doing too much. | need to givee're bright people, or we wouldn’'t be here. We have the
something up. | have an announcement to make.” physical and mental capacity to cope with it. | don’t care what

She looked at my teen-age daughter and she looked athgerest of the world says, we do have an incredible brain that
and she said, “Starting Monday, you all will wash and iron yorgsearch says is not being used near to its capacity, but we've
own clothes.” Terror struck my heart. My daughter went comget to make sure that our bodies take care of that part of us. That
tose! And | began to babble, but, but. | didn’t know where timeeans to appropriate rest, to appropriate eat, to pay attention.
washing machine was; I'd never seenit. I didn'tevenknowifwe It means, to be able, | believe, to treat people with respect
had one. My clothes just magically appeared in the closet. Aanatl dignity and I'll tell you why. | think when you put people
| said, “Really | don’t know how to wash.” She said, “I underdown it will depress you. | think it takes energy away from you.
stand that. We're having a seminar on Saturday.” Washing 10thjnk if | need energy to put you down, | lose energy that | could
Ironing 101A, and, by golly, she taught us and held us to it. Bag fixing a problem. | don’t have time for that. | don’t think you
itwas tougher on her than us for two reasons. Number one—¥yaire time for it either.
know the first one—quilt, guilt, guilt. But the otherreasonithad =~ Worktogether. We're going to be the heroes of tomorrow.
her, the way we did it. Oh, me!! My daughter is just like me. We  Let me close with this very quickly. There is a cartoon. |
figure if you can step over it, it ain’t in the way. True? love it. | may not translate it very well, so stick with me.

My wife came in from work. “You can’t even get in the There are Arabs. They are out on the desert. One, obvi-
bathroom!” | said, “Sure you can. Watch this. You're naiusly afather,the other, a son;they are riding their camels across
throwing that right leg high enough when you come over 'etne desert. The father and son are riding along, and the father,
clothes. Get back in the kitchen, take a running go, it's finally in irritation looks over at the son and says, “Son, stop
trouble.” | called ifaundry aerobicsThat what | did, by God. asking me when are we going to get there. Waamadsfor

Women take care of yourself, and, men, they didn’t do Gd’s sake!”
any favors either, did they? They taught us from the time we You know what I'm saying®e're never going to get
were little boys that we got “no pain.” there.But we will do more than survive as we go.

True story. I'm five years old, walking down the streetin People of religion know a verse that says, “We are more
Harlan, Kentucky. Tripped, fell, skinned my knee, rolled over than conquerors....”
the grass, grabbed my knee. “Oh, my knee, my knee—I'm  We are bright, and we’re sharp. And we were creaied
dying—oh, my knee, my knee.” My dad came over and satd,fail. We were created to succeed we’'ll do it. | don’t care
“Son, yolkknowthat doesothurt.” Well, what a shocker! | said, what the change is!

“Daddy we gotto talk about this. You ain’t going to believe this.  Thank you very much for listening to me.

Something kinda funny is going on around here.” And beforg ]
could say aword, he hitme with adouble whammy. He said, “Son,

I'll tell you something else. Men do not cry.” | though©h, Dr. Ben Bissells a writer, teacher, therapist and business man
gezz, a sex change operation! A woman trapped in a maW@ a ri_ch background of training ar_1d exper_ience_. He grew up in the
body! All the wrong plumbing—I don’t know.” mountains of Eastern Kentucky, and it gave him a gift of story telling thgt

It was a bad time for me. 'm only five, trying to figure itmakes hls presgntatlons easyto hear a_nd to understa_md. Aftergarnmg

a B.A. in Physiology, then earned his Doctorate in 1979 with a

out. And | decided from that point on I'd never admit thg,,centration in the area of Organization and Human Behavior. After
physical, emotional pain again. You doubt that? | went to fitgdrying as a counselor at hospitals in Miami, Florida and Richmond,
grade nextyear. Some kid came up and went, wham. “Ben, \p@inia, he was appointed as director of a counseling center in
that hurt.” I said, “Didn’t bother me.” I nearly passed out. Lyingouisia County, Virginia.

like a dog. And especially guys my age. Our hero was John
Wayne. You all remember John Wayne movies? Five arrows jn

. u - > them o . consulting firm, which is based in Richmond, Virginia. He is a nationally
his back. “Where you going, John?” “Going to get groceriegoyn speaker, conducting seminars for corporations, organizations,

No big deal. There i_t is. _ _ _ schools, hospitals and, probably for many of you in the years to come.
Remember this saying—it was in nearly every westeHg is able to take complex and involved concepts and translate them into
movie—they’re out on the desert, guy gets shot in the legeryday language.

He presently lives in Knoxville and is president of his own
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The third piece, which may be the most critical in somgovernment’s role has become narrowed, particularly within
ways intoday’s changing environmentanagementoftrust these last few years.
| say “most critical” because I think it's the most challengingin ~ What's coming, is that the non-profits, for better and for
an environmentwhere there is alot of downsizing, where alotadrse, are being told, “You're the answer.” And of course, the
folks are feeling less and less like they have the backing dradi news is that we can’tdo it all. This is not something that this
support of the organizations they work with. sector alone can handle. But, there are expectations coming out
And finally,managementitselfBecause aleader cannobf Washington and elsewhere that, in fact, the sector is a new
be effective if they don’t understand and have positive sedfaswer to everything that is going to happen. That's both an
regard. In other words, if you don’t have the ability to honestbpportunity and a challenge, | guess, and we are going to have
respectyourself, whatitis that you can offer. Otherwise, I'm it sort that out.
sure how you can convince the rest of the folks in your organi- | think there is another part of leadership and organiza-
zation or in the community you are leading to help you out atidnal change that is significant in playing out at the same time
to actually accomplish the goals and vision that you are artieund we’re seeing itin alittle bit of what's happening with “Newt
lating. and the gang” on the Hill, but we're seeing it throughout society
Now, in thinking about the non-profit sector, one things well. And that is, there is a devolutioraacthangingn the
certainly has been a cliche for a number of years, but in realitsty our society is organized overall. Society is becoming much
it's really happening. Change is really phenomenal in that seatoder. If you were to draw an organization chart of society now,
right now. And part of that is because of the diversity of thiecreasingly itlooks lika spider webThere are notthose levels
sectorin and of itself. In some ways calling the non-profit sectir hierarchy that there used to be in the past.
non-profitis like saying “all other”. If you're not government, if All of our formal organizations are flattening; middle
you're not private sector, then it's everything else. managements are being eliminated—partly because they can be
So how do you come up with an integrating theory or bodyd partly because it's just a different world now. At the same
of knowledge aboudther?It seems to be a little bit tough to dotime we're seeing what's playing out at the 104th Congress. For
And so you've got a world that is very diverse that ranges frdmtter or worse—and | truly do believe it's a mixed situation,
very small to very large organizations as missions are all overpleying out at the federal level is a moving of authority/powerin
map from very narrow and focused self-interest to ones | thiniganizations back toward local levels.
we more often like to think about which isthe oneswho are public ~ When we do “leadership development” in our own orga-
charities and that are really serving the community at large amzhtion, we are looking increasingly at the critical neéxdittal
of course it watches into other public service roles as well. leadership capacity among whole communitiesd all of the
The organizations in the non-profit sector are in a partici@lks who are in those communities. No longer can we rely upon
larly unique position right now, and | was struck last winter yyfew well trained leaders at the top of the pyramid to make things
an article by Peter Drucker in ti#glantic Monthlywho was happen.
writing about the evolution in our society, and one of the points  Action in our world—in our non-profit world—is moving
that Drucker made was thatincreasingly the non-profit sectobaick to the community, more grassroots l&v@the significant
what he’s come to cathe social sector. issue for us is how to build that leadership capacity more
It's going to play a more and more critical role in our societyroadly among all of the folks who are working together in our
and I think that's part of the challenge of change in the woddyanization.
we’re working in. At the same time, we're dealing with change ~ Paradoxically, | think that also means we’re in a position
inside the organization, we’re also dealing with change in tivaere we have to teach “followership” every bit as much as we
external environment where our whole sector in the organig®-leadership. Because in fact, the effective leader today is one
tions where we're leading are really changivairrelationship who can also move into the role of supporting others as they play
with the world at large. leadership for certain reasons in meeting the certain needs the
That external environmentis very dynamic and is expecirganization has.
ing more and different things of us. Things that are, forthe more  Now when I'm talking about change today, | want to be
part, what we want to deliver on but all of a sudden we're in tbkear that I'm talking about large-scale, very fundamental
situation of be careful what you ask for, for you might get it. khange in the organizatiohot incremental things, but what
an awful lot of ways the non-profit sector, in my opinion—aniflks in my business sometimes ¢edinsformational change
remember I'm a professor of public administration and nowhere it's the whole organization that is changing. Things are
profit, and I've been on both sides of that fence—but | think therning over from a very broad point of view, and in fact, much
reality is that non-profits have increasingly ended up playiifghot all of the organization.
roles that in the past we had reserved for government. But now Incremental changes are what we’ve known historically
government has become another actor at the table and so Continued on page 24
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where you take a step atatime, you take what exist today andiysuvhat we actually make happen. Tthéd piece isformal
build up a little bit more tomorrow and a little bit and a little bistructuresin the organization—the decision-making chart might
Inthe long run you may still end up radically different from yowgven think of it as the organization chart butit’s other structures
initial state, but nowadays we're experiencing what you migioo. The pay system, your performance system, and your
call “discontinuous change,” where all of a sudden we're takipgrformance appraisal system. All of those kinds of formal things
a big leap and we're moving completely to different level, that you have created to make things happen.
differentfocus, a differentkind ofinvolvement. The challengefor ~ Also we have thsocio-cultural system—a fairly elabo-
the organization is to understand what that does inside thte term—»but what I'm talking about is the culture and the
organization. Your challenge is weird—it’s partly to think aboutimate inside the organization. The easiest way to describe the
how those pieces fit together when basics of the game havealiure of the organization is to say it's what we think of when
changed right out from under you. we say, “This is the way we do things around here.” If somebody
One of the key pitches I'm going to make to you today is your organization tells a new person comingin, “Don’tdo that;
that we need to think about organizations as systems whisddon'’t do things that way around here.” What they are being
means there’s subsystems or pieces that exist in balance. wadhed about is thenwritten side—the cultureof the organi-
when things change, when any one of those subsistenagon. Usually there’s not much written down but it's a very
changes all of the other pieces react. Typically what they trypowerful force.
do is force that offending system back to the way it was, tokeep There is also the political side—not patrician political—
it back in balance with everything el&autif the force of that although it may béoliticsin the sense of power and influence
change is strong enough it may in fact disrupt all of the otterd how decisions are shaped. There is a structure in your
subsystems—all of the other components of the organizatiorganization around who gets to influence which kinds of
And | will tell you momentarily what | think those are. decisions. How resources are allocated and if that balance gets
What I'm talking about todaytile frameworkor talking changed in a changed environment, there are different winners
aboutchange. Itis possible to apply it equally well to change yamd losers in that.
didn’t intend to have happen: Change that is forced upon you Finally,the last organizational piede theorganization
from outside or change that you are in fact trying to create. Msocessitself. The way in which all of these subsystems work
pitch, of course, as you would expect from someone whatégether and the most simple way to think of it in an organiza-
pushing a leadership center that talks about change all the titie@al sense is probably to think of tt@mmunication system
My pitch is: Use those changeout opportunities to make wiaatthe best illustration. The way communications happen inside
you want happen. Understand what the different elements abyauir organization.
change are and putthem to work for you because there are things And last but not least, the organization hagitgiron-
you always wish you could do differently. ment, which isnota “subsystem” in the sense that the rest of
Well, here’s your chance. For better or worse the timettgese are—but interacts with allof those. The reason | bring
here. So | wantto go back and reinforce that pitch. Organizatitims environment up now as it relates to the systems is because,
are collections of subsystems that existin a balance. | think thimsfact, how you view your environment has a fundamental effect
subsystems are things that come together to make up a wiol@ow the rest of this comes together. In fact, the environment
and, remember, when we're talking about pieces of a systeffiers resources and it shapes constraints and how decision-
none of them exists by themselves. makers see those makes a big difference in whether or not you
Togo backto ananimal metaphor foramoment. If you thiake able to accomplish things.
of a cow aa systentaking the kidney out and telling it to work [ think that these things interact every one with each other
by itself effectively, independently, isn’t very useful. Or if it iso that, as | was saying earlier, if you change something in the
I'd like to know that organization you're with, because therefsoduction part of the organization all of these other parts of the
a good stock opportunity. organization, unless you also shape and change them, they're
But with theoverall system concepthat we're talking going to push that back to the way it was.
aboutis complementary pieces that work togetherto accomplish  For example, in the old days when large computers first
what it is to be achieved. | think there are six subsystems ingidene into organizations, we found that many times organizations
an organization which we can manage in order to keep thingsre baffled because they would bring in this great new com-
balanced and focused in the direction that we want to accomppisiter system and expectit to change the whole organization, and
change. nothing actually happened. People kept doing things the same
Thefirst is people First and foremost, | guess, becausgays. In fact, there was one department that had the computer
ultimately organizations are what they are because of #mal they keptthe wheels and gears spinning but everything else
people who are in the@econdlystasks and technology-the went on the way it always did, including all the old forms, all the
core of what we do, or the production part of our organizatiasld papers and all that.
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Well, what was happening was all of these prophecig’s the meaning and climate of the organization that you're
were taking that tool and making it irrelevant. To a greaterfeusing on norm, how we do things, focusing on the values of
lesser degree the same thing happens in our organizatipsorganization. This is probably one of the least seen parts of
anytime we wantto change something. So ifyou change the aag@rganization butin a changeits critical . Because if you invoke
management system for your organization but don’t deal wilthange you say, “Good news, we're all going to be working on
the rest of those pieces of that puzzle, what we find is that youlii, that, or another thing.” And if it's perceived by your staff
notgoing to be able to really achieve muchinthe way of changieat you are inconsistent with the values of the organization,

Let me tell you quickly about those subsystems, then Ithey will not support it. They may not even know that they're
show you a little tool that | use with organizations to help themaubled by it. They may just feel this sense intuitively that it's
think about how they can aim this subsystem to help them deai quite right, and the challenge is to find out how you can re-
with the kinds of things that they are about. In the technologlyape the norms and values of the organization or make sure your
and task area, it's focus is on the purpose of the organizaigpange is consistent with the ones that you have so that that
and in reality what you're trying to do is manage the task agidange-practicean happen.
the technologies and the methods by which work is done. The political part of the organization then is critical

If you're in a professional organization that has folks likkecause this is where the power influence , as | mentioned earlier,
social workers inthem, one of the things that comes into that cigrallocated. It's where resources are allocated. And one of the
purpose of the organization is the business of social work, gthts that | think needs to be made here is that there are informal
soyou may not even be aware of certain kinds of knowledge théiners and losers in every change process, so it's critical to
are being brought to bear—that all of those things do in falsink about who are the new winners and who are the new losers
shape how your organization behave. in this system where you're changing the way people work

It may also be tools, as | was mentioning earlier, thegether. What is it about the informal process of the organiza-
illustration of a computer or something like that, may maketian that makes it acceptable or not?
difference. | mentioned the formal organization—the focusthere Do people lose power? Do they feel like they’re losing
is on structure and system. So, when you're shaping angthority? Or are some gaining? Understanding and creating
changing with it, you’re trying to bring in a new system and yaiirategies to capitalize on the positive side of that is the next part
want that formal organization to supportit, then you have to waskthe system and all of those interact in that category we referred
onthe formal organizational structure. Things like the decisia-asorganizational processeghere you make these systems
making chart. Things like the pay and performance system. If ygork together in ways that are most supportive of each other?
are saying that you are going to work, for example, one of the  I've used the tool with a number of organizations to help
things we hear about is high involvement teams. them think about those kinds of subsystems, and how they work

If you say we are going to bring high involvement workogether.
teams into our organization, but you keep the same decision The basic tool is called “forced field analysis.” How
making structure with the same hierarchy—If you, in fact, ke@pany of you have heard of the concept of “forced field
the same pay for performance system, and if you're a largeralysis”’before? OK. So most of you have--good! I'm at least
organization that has had a merit pay type of system, that® asking you to think about something completely foreign. |
usually very individually based—That's going to be fundamesgtiggest to my clients and those people who come through our
tally inconsistent with the structure of teams, so it will notin fageminars that one of the most useful ways to think about these
achieve theicon you're looking for. So that formal organizatiorgubsystems is to understand each of them relative to another
system becomes critical as another piece. for given changes. Once you know whatthat changeis, whatare

I'lltalk alotin alittle bit about people, but | want to say righthe factors? In this illustration for this particular chart, we're
now that the focus on the people part of the organizatiorlasking at the political factors but | have a work sheet that | use
focusing motivation, ability and energy, and in my opinion, ifarfpr each of these different sub-systems.
of those is at the level of zero, then you really are not goingto  Which of the forces relating to the politics of the
achieve anything. It'she multiplication relationshipso mo- organization are going to promote that change and how strong
tivation and ability by themselves are not enough withoate they? As you may know, it may require some “forced field
energy, and energy and motivation without ability are nanalysis”. You are not only identifying a force that's out there,
enough. You can't achieve it either way. but you are also thinking about how strong it is. You are also

So, from the system change point of view, what you hatfgnking about forces that are resisting change and about how
to do is focus the energy and the attention of your people onstieng are those.
new role that you're actually trying to accomplish—the system | think the “forced field analysis” technique is a great way
you're trying to put into place. of simply helping you understand what things are supporting

Then there’s that socio-cultural system, and | said earlier, Continued on page 54
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finitions... * High positive and creative energy
» Ecology—that branch of science concerned with the s it noisy? Maybe
interrelationship of organisms and their environments; « Tolerant
the totality or pattern of relations between organisms and « Respectful
their environment * High productivity
* Environment—the circumstances, objects, or conditions ¢ Accountability, responsibility and authority go together
by which one is sourrounded; the complex of physical, e Collaboration
chemical, and biotic factors that act upon an organism or < Healthy competition
an ecological community and ultimately determineitsform ¢ Synergy (one plus one = three, four, more!)
and survival » Jobs which stretch and test, but which give the opportu-
» Toxins—poisons nity for satisfaction and constructive feedback
» Organism—a complex structure of interdependent and < Conflict is over issues, not personalities
subordinate elements whose relations and properties are « Negotiation is present
largely determined by their function in the whole; an < Participatory democracy
individual constituted to carry on the activities of life by ¢ Enthusiasntl can hardly wait to get up in the morning,
means of organs separate in function but mutually depen- as | am eager to begin my day!”

dent; a living being Management and organizational consultants and research-
» Organization—an association of individuals, usuallyers have identified many of the concepts which underpin a
engaged in pursuing some established activity healthy organization. These characteristics comprise a “bucket”

» Health—thecondition of being sound in body, mind, omhich holds all those characteristics described above.

spirit; esp: freedom from physical disease or pain....sound  Individual and organizational responsibility: The organi-

orwhole... zation has responsibility to provide a safe workplace, the tools

So, another way of looking at the title, “Organizationalnd structure in which to perform tasks, and clarity of policies
ecology: Managing the attitudes and behaviors that poisondmel procedures to ensure success. The individual has a respon-
workplace environment” f&xploring the interactions among sibility to provide services as agreed upon to the employer, to
people to make the workplace healthy, productive and synask questions when tasks are not clear, and to provide feedback
gistic.” to the employer when concerns arise.

We spend at least 67% of our waking lives in a five-day =~ Multi-dimensional view of work and life: A perception
week at work: should it be a pleasure? Absolutely! Is it? Nibiat there is sufficient room for all of us to succeed, without
usually, for too many of us. In any given newspaper oausing harm to someone else. The traditional two-dimen-
magazine, articles proliferate on cutbacks, downsizing, long&nal competitive model assumes that there will always be a
workdays, doing more with less, closures, and dealing with tleser if there is a winner: there must be a diminishing of what
stress and uncertainty of living. power or resources | have, if you obtain more. (Kaleel Jamison,

The purpose of this presentation is to discuss a modeNibble Theory)
organizational health, which is based on the concept of being Managers are committedand feel responsibility to create
“sound in body, mind and spirit,” which eliminates physical culture that includes respect for the dignity of every person,
disease or pain. Most of the references will not be only frcas well as a commitment to the organization’s goals.
management writers, but also from poets, philosophers, and Effective supervisors who are trained in the skills of
some former mentors. In order to get your “money’s worth” supervision. Don’t forget, everyone has a boss! What is a boss?
have enclosed a suggested list of references on your handdutentor, supervisor, leader, general director, conductor,

How do you recognize a healthy organization? Thinksion-er, coach.
about those in which you saw elements of organizational well- ~ Self as an instrument of changérhis implies acommit-
being. If you wish to diagnose, a survey in your handout witient to expanding our knowledge of our selves, ongoing
describe your organization’s environmental health, althoufitelong learning, and accepting responsibility to participate

the authors describe it as a burnout test. fully in the using of our gifts and skills to improve the “space”
Characteristics of healthy organizations include: around us. To give at work, and in our communities, of our time

« Efficiency and effectiveness: of systems, processes and talents to make the space around us better.
* Positive communication Work can help meet our spiritual needsAll of us have
» Empowered employees; high ownership four spiritual needs (according to Tom Morris):
* Trust 1.Asense of unigueness—to feel important and special (as
* Low rates of absenteeism and turnover inthis article aboutan 89-year old woman in California, still
» Few grievances and disciplinary actions working)
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2.Union with something greater than our selves (we are pauences for individuals, as well as for the organizations in which
of a bigger world) they work.
3.Sense of usefulness: therefore, unemployment is a spiri- Toxins include, but are not limited to, the following:
tual problem Fear: what are the causes of fear? Arbitrary treatment;
4. A deep sense of understanding: of where we are gointpodiness on the part of leadership; uncertainty of job, organi-
where | am, the “big picture of life” zation, environment; history and experience viewed with how
A movementin this country called the “Healthy Commufellow coworkers are treated (if they will do it to Mary, they will
nities,” is working with grassroots organizations to improve theio it to me); and other toxins listed following result in fear) In
neighborhoods, cities and towns. | have been working with a Séscussions with military employees, fear of “telling the truth”
Francisco-based organization, The Healthcare Forum, this yesr be a motivator, would ruin my career, etc.
on several projects. Aiken, SC won a healthy communitiesaward  Discrimination: “Using race, gender, religion, ethnic
in April, 1995 at San Diego. But healthy communities relate twigin, age, disability, veteran status, or any other criteria other
healthy organizations. How are we justified in taking the leartiran job related ones, to make decisions related to employ-
ings from healthy communities and use them in healthy orgamient”
zations? Harassment: A special form of discrimination, using
Primarily, | believe that we need to integrate the partsgénder as a criterion for performance and evaluation (Two
who we are. Why do we separate what we do at work, and tloains: quid pro quo or “hostile and intimidating environ-
person, from the person we are on the outside? One of the mo=tt”). A sexual harassment clipping from the Charleston, SC
powerful learnings from this year of sabbatical is that it irewspaper: A Navy civilian’s sexual harassment from a co-
possible to be all that | can be, at work as well as outside. Mgrker had caused an employee’s lupus to re-emerge; the courts
learnings have influenced both parts of who | am. For yearsaid she should be compensated. In 1994, a jury awarded an
have encouraged through burnout workshops around Nogthployee 7 million dollars for a law partner’'s harassment, be-
America and through my research, strategies to achieve balasmese they wanted the firm to “tithe”. The US Navy (and hotel
inour lives. Butlet's face it, if we have too much fun atwork, soniredustry) are still reeling from the fallout from the Tailhook
of us feel guilty: you mean they pay us to do something we lowants from the early 1990s. NAACP experienced embarassment,
In an era of cutbackmanagement, how do we continue tbss of credibility, and financial ruin because of alleged miscon-
enthusiasm, when we are concerned that what we do wahitt. Until the fall of 1994, | was involved in every training
continue? We persist in part by staying refreshed and renewsdgram in sexual harassment at the Medical University of South
Also, we do it by pursuing the activities which keep us curre@arolina. In one case, a department paid a trainer to conduct
and learning in our fields, and by staying in touch with those wiraining with every department member, while one employee was
do what we do: our peers,and our support network. the problem.
Why is it important to build a healthy organization? Is it Sexual harassment can also result from “love in the office”,
even necessary to ask this question? Simply, and briefly, digch requires the supervisor/manager to take special actions.

following list outlines some of the reasons. Unfair conflict: Frequently, using role power to win; or
* Productivity using private information to intimidate
» Absenteeism Threats/intimidation: can be subtle or overt
* Turnover Violence: Workplace violence is becoming a much-too-
» Workers compensation/iliness and accidents common phenomenon. The incidents at postal offices through-
* Need to do more with fewer resources, including peopbeit the nation have become a sign of extremist responses. Also,
* To make the world better a newspaper article in a California paper noted that 1/3 of
* It's the right thing to do: | want to live this way! major organizations experienced at least one violent act during

Soifwe now know what a healthy workplace looks like, artie last year, and many had experienced more than one. A law
why we should work toward one, what are these toxins which fjgn in San Francisco became a battlefield when a disgruntled
inthe way? Again, toxins are elements - behaviors, interactiotiggnt opened fire on law firm employees, killing at least two
or procedures, or environmental factors, which keep me fragmople, whose spouses sued and received compensation. (but
doing my work as well as | should or could. They get in the wap solace). Clipping from Today’s Supervisor, October 1994:
of my doing my work, serve as stressors, and “contagionéke the punch out of violence: BLS: 1004 workers were
throughout the organization. How do you recognize themiurdered on the job in 1992. A winter, 1995 special issue of
Think of toxins as behaviors that poison the workplace. And atiie  Catholic Healthcare Ministry is entitled: The Violent
thing we know about poisons is that they damage our systemsdture: What healthcare providers can do about the problem of
organizationally as well as physically. violence. The American College of Emergency Physicians has a

Fact: Toxins have physical and psychological conse- Continued on page 28
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policy statement regarding protection from physical violencedn even more important, to insert ethicalprinciples into the
the emergency department (of a hospital, no less!) to protectrkplace.
“patients, health care workers, and all other persons in the Role conflict/ambiguity: our VAresearch describes feel-
area...protected against violent acts occurring within the depargs of VA leaders - directors, associate directors and chiefs of
ment.” staff - and their lack of clarity over what their role is, and also the
Inequity in treatment, policies, compensation, etc. conflict between their roles as local leaders, and the need to be
Excessive stressan early publication in downsizing wasresponsive to the Central Office and the larger VA system:
about an automobile manufacturing plant closure. During tResult? Burnout.
two years, there were two deaths, one a suicide; a number of Power imbalances:abuse of power; This can manifest
somatic complaints, including the fact that one member’s hagelf in many ways: hierarchical role power never changes, but
fell out twice! (i.e., grew back and fell out). My burnouto take advantage of that positional authority in relationships
research over the past 14 years has indicated that everythitg a subordinate is unethical, particularly in a confrontation.
bad comes from excessive stress, or burnout: heart, gastro- Why should the courts be the only place you can get
intestinal, alcohol and drug abuse, sleeplessness, weight disggeurse? e.g., grievances should lean more toward empower-
ders, etc. ing employees than employers, because of power imbalances:
Invasion of Privacy: cultural diversity has an impact on management always has the power!
Poor communication: e.g., no communication; secrecy;  Guiding principles for a healthy workplace.
damaging gossip, indirect communication (talk about me, not ¢ The mostimportant principle: “The Golden Rule”—every

to me); one upsmanship. religion has a variation of it.
Physical hazards:noise, air, space, equipment, etc. * Multidimensional perception of power
Poor supervisory skills: favoritism, gossip, Peter Prin- * Trust

ciple; poor management; unrealistic expectations, norms of ¢ Respect for others:

organization reward succeeding “over the bodies of the compe- « Communication/ avoidance of secrecy

tition”; “they say”; lack of ownership of policies and proce- < Low risk: “shooting the messenger” is not allowed
dures, and frequently a lack of perception that supervisors are « Clear expectations

part of management.  High ownership: this is my place, too

Blurring of line between work and home: Excessive * Clear vision of organization’s mission, and where I fit in:
length of hours; expectation that rewards are associated with what | do is important
the amount of personal sacrifice. * If | feel stressed, | can ask for help

Menial/lack of challenge:repetition and lack of owner- * Elimination of fear (sailing analogy)
ship (I don’t want you to think, or “own” the job) “You have no ¢ Change is inevitable: lifelong learning is necessary, too
lines here.” Eliminating Toxins.

Unreasonable goals/punishmensupervision by intimi- » Have avision of what a healthy workplace would look like
dation. * |dentify toxins getting in the way

Cutbacksand the method of selection, treatment of RIFs, « Build mechanisms to deal with them: policies, processes,
survivors and terminators; equity and secrecy are major factors education/training; rewards are associated with keeping
here; in an unpublished account of a cutback, the director had the workplace healthy
to undo a major RIF, and went home and killed himself: « Monitor and evaluate progress

organizational response: personal problems. * Get skilled in communication
Insecurity — of organization, job, project, etc. Examples  «Believe in multidimensional perspective of work and life;
of miscommunication: “The only straight shooting is fromthe i.e, life is not “win-lose” or “zero-sum”

LA Times! Cutbacks. LA County to cut 2500 jobs! (or more Building Community through Collaboration.

recently, 10,000 jobs) Result? Much work, turmoil, and pain:  California State University at Monterey BayAt the

100 actual slots were eliminated, but 70-80% were eitlre@west university in the CSU system, California State Univer-
retained or brought back.” Was the pain worth the gain? No ®sity at Monterey Bay, on Thursday June 22,1995, 350 people
looks at actual costs in those situations, but they had to be hfghm health and social agencies throughout the county inaugu-

Glass ceiling— not just women, but no upward mobilityrated the new Institute for Community Collaborative Studies.
for anyone. The Institute’s purposes are:

Ethical/moral violations. An article lastweek describeda  + to educate a baccalaureate trained person who can work
recent publication advising secretaries how to deal with ethical  collaboratively in organizations to improve the world (all
violations by supervisors: ie, how to survive and protect them-  the university’s students will be required to take courses
selves! But not how to leave a morally questionable workplace, in collaboration and conflict management, as well as to
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provide community service as part of every curriculum) Morris’s general formula for human good: people in part-
«to provide continuing education for managers and leadeesrship for a worthy purpose—
* to create a “safe place” for leaders to renew, recapture Purposerooted in self-knowledge and a vision of what

vision, and skills for the future is good

Dr. Daniel Martin, keynote speaker:noted that there is Partner:fair, active and based on a shared commitment
a new “shift in perspective” taking placethroughout the world.  (from the heart)
He told the story of cryptic Corks, which translates to mountain  Peopleare ethical, mutually supportive and open to
people here: .."extent of territory”. learning

Another Story: The director of social serviceswas invited  Since June, CSUMB has begun collaborating with mem-
to a client’s house: when she walked in, he introduced heib&rs of Congress and other universities, institutions and orga-
the directors of family service, United Way, mental healthjzations to use legislation to make social collaboration as
school psychologist, alcohol and drug abuse, Salvation Arnipportant as other methods of collaboration. One strategy is to
and health department: “I thought since you all work with mdevelop empowerment zones which also fund social collabora-
it might help to meet each other!” tion zones: to place a priority on communities affected by base

Tom Morris, philosopher at Notre Dame University andnd hospital closures, and other economic crises. A part of this
best-selling author, particularly of a book entifleae Success, strategy is to identify and recognize communities which are
speaks of amovement which is redefining excellence, that mogekaborating successfully, based on the Malcolm Baldridge
us from what he describes as the competitive model of the wiestard for quality.
to anew model. Competitive models emphasize zero-sum, win/  Changing the metaphors.
lose principles: we're number one, but not organizationally or A recent article in a California newspaper suggested the
personally: the price is too high. He distinguishes this from tfilowing new metaphors for the workplace:
“comparative model of the East”, which focuses solely on self, Rather than sports and military metaphors, which
compared over time; | don’t compete, except with myself. Tfrequently reflect hierarchy, domination and control, focus on
dangeris what Morris calls the “self-defeat of self-centerednessther metaphors which emphasize inclusion, compassion and
The model he proposes is the “collaborative model of the miglationships. From works by several authors, the references
west,” which focuses on interactivity and community: using adlould be focused on learning new ways to perceive of work.
our talents, teams, and resulting in a deep transformation in « Tend a garden instead of running a machine

relationships. » Maintain a web instead of a traditional hierarchical
Relationships  Stance Results chain of comand or career ladder

Combative Fighting resistance/damage * Provide a hearth instead of a sterile, rigid

Competitive Striving mixed motivations environment...hearth as a communal hub

Cooperative  Agree non-resistance/ acquiescance e+ Weave it instead of hammering it out

Collaborative  Partners synergistic interactions/active, * Bring your whole self to work instead of being “all

engaged business”...integrate our values, personal interests, expe-

Collaborative modelsemphasize partnerships; encour- riences, emotions and spirit with work

agement of community, interpersonal relationships; also, the «Lead ecologically instead of militarily (...carefully consider

power of shared vision, mutually developed how decisions relate to many spheres: personal lives,
Obstaclesto collaborative models. society as a whole, the environment, etc.)

These include short-term thinking; bottom line thinking, « “View business as a continuous process of building and
self-centered thinking; adversarial thinking. Healthy competi-  expanding relationships (with colleagues, customers, the
tion can happen, when everyone gets better: the outcome should world) instead of as a big game that has to end. Winning
be quality. Much of the quality (CQI/TQM,TQL etc) movement seems pointless when we establish enduring, long-term
focuses on principles which reflect this, but come out with few  relationships.”
outcomes. An example of focusing on the wrong issues was a —Paula Ancona, San Jose Mercury Herald 6/13/95
parking TQL group: after months of discussion, the group  Conclusion.
announced to the administration that there were more cars than Improvement.
parking spaces! A solution was to let students wear tennis shoes Thus, toxins inthe workplace are the same ones which exist
(non-regulation) so that they could walk further. While thisutside the workplace: and when one becomes healthy, it will
solution might help temporarily, it did not solve the fact that the'fepill over” into the other realms. Over a decade ago, my mentor
are three times as many cars as parking spaces, and parking &ttt University of Georgia, Robert Golembiewski, wrote a series
considered when new buildings are constructed. of articles about the tension between democracy and adminis-

Aristotle: “The city is a partnership for living well.” Continued on page 30
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tration. The titles of his three papers changed only one waathong many in the temple. Eventually, he noticed that the
versus, and, and finally, through. His premise, which holds trimeense he lit drifted all over-other gods were getting the benefit
today, is that through a democratic workplace we can devetdfhis efforts! He built a paper cone over the incense burner so
citizens who are mature, self-actualized, productive, and that all the smoke would be directed right at the nose of his god.
volvedintheir external society. Aswe “conspire”-i.e., breathednfortunately, this turned the face of his god black with soot.
together, management can create this healthy and democratic Those who follow Tao believe in using sixteen attributes
workplace and contribute to the creation of this ideal democratditbehalf of others: mercy, gentleness, patience, nonattachment,

society. ... control, skill, joy, spiritual love, humility, reflection, restfulness,
Thomas Quick outlinesFive Steps to Motivation seriousness, effort, controlled emotion, magnanimity, and con-
1. Tell employees what you expect them to do centration. Whenever you need to help another, draw upon

2. Make the work valuable (“management principles ardhese qualities. Notice that self-sacrifice is not included in this
few and simple. They apply to everyone. But manag@'it- You do not need to destroy yourself to help another. Your

ment practice is complicated:; it's one-to-one.”) overall obligation is to complete your own journey along your
3. Make the work do-able personal Tao. “As long as you can offer solace to others on your
4. While employees are trying to do what you expect, Same pa_lth, you have done the best that you(&&5.Tao Daily

give them feedback. Meditations) _ _
5. When employees have done what you expected, Freedom: “Freedom is not an idol, or an end, but a

reward them. prerequisite condition of human worth. Man needs a margin to

_____ move aboutinand try himself out and show what he is worth and
Ways to address diminishing resources and growing needétract grace.{Charles Peguy)

1. Retreat into turf “Man desires to be free, not in order to be spared tribula-
2. Fight others: “steel cage” tion- this is m_ore_liable 'Fo increas_e in proportion to the degree
3. Find different ways to serve the community so it caffself-determination attained—Dbutin order to grow.” (Keyserling,
serve itself The Book of Marriage)
4. Treat families and communities as a whole: the move- ~caution is security. ‘Bold’ is freedom—the breaking
ment to neighborhoods: we go back home. thmg...Fre_edom_ lies in being bold.” (Robert Frtmsdom)_
5. Why don’t we change? Unknown, ownership “Variation is a consequence of freedom, and the slight but
6. Tie evaluation to investments radical diversity of souls in turn makes freedom requisite.”
_____ (George Santayan&haracter and Opinion in the United
From 365 Tao Daily Meditations— States) o _
Learning— “Learningis the fountain of youth; No matter Comm_umcahon:“There are menwho would quickly love
how old you are, You mustn't stop growing.” each other if once they were to speak to each other; for when

Creativity is an essential element for everyone. Unlike tfBEY Spoke they would discover that their souls...had only been
outer-directed creativity of making art, solving problems, §eParated by phantoms and diabolic delusions.” (Emest Hello,
writing, the creativity that everyone can engage in is learnirkdf®: Science and Art) _ _ _

As long as we continue to learn, welcome new ideas and Positive thinking: “The universe is transformation: our
ways of doing things, and continually expand our understaritie is what our thoughts make ifMarcus Aurelius Antoninus)

ing of ourselves, and the world around us, then we are engadhfifwesome, the power we each wield in life that unfolds before
in the ultimate creativity of the self. us. The inclination of our thoughts invites that which we

If one looks carefully at those seniors who are ongoing afacounter, whichis that we expect to find. What we can become
vital participants in life, one will see that a common habit f§ €xperience is limited only by our imagination. ..Just as our
continuous learningand interest. These seniors are not tfEOUGNts can nurture positive experiences and outcomes, nega-
same as they were in their youth. They have found new way&\# epsodes might be drawn to us, too. We can be sure, though
learning and acting.” that we use this individual power to create the flavor of each day

Caring: “Don’t go out looking for good deeds to do @S I'S met. - _ o

But if one comes your way, do not refuse. Our attitude is the byproduct of our thoughts. It is in our

If you meet someone who is suffering attitude that we discover strength or weakness, hope or anxiety,

You must help them.” determination or frustration. Alone, we determine whether our

What good is self-cultivation and wisdom if you just keeptitude will be loving or jaundiced.”
it for yourself? Knowledge is meant to be used, and if you can  1AO: Pivoting
use it on behalf of others, you should. “Some days, you and | go mad. _
There was once a man who prayed daily to a particular god Our bellies get stuffed full, Hearts break, minds snap.

Page 30



Thursday Morning

Organizational Ecology: Managing Behaviors That Poison the Workplace Environment
Dr. Anne Osborne Kilpatrick

We can’t go on the old way so

We change. Our lives pivot,

Forming a mysterious geometry.”

Life revolves.You cannotgo back one minute,oroneday.  Anne Osborne Kilpatrick, DPA, FAAMA, is a Senior Research
In light of this, there is no use marking time in any one positidfellow in Health Policy on sabbatical with the Health Resources Study
Life will continue without you, will pass you by, leaving youCenter atthe Naval Postgraduate School, Monterey, California. In“real
hopelessly out of step with events. That's why you must engd@ﬁ sheis Associate Professor at the Department of Health Adminis-
life and maintain your pace. trationand Policy_ of the Medical University of SouthCarolina, Charles-

Don'tlook back, and don't step back. Each time you mak": South Carolina. . . S

. . . Most importantly to “Blue Ridgers,” Dr Kilpatrick, popularly
a decision, move forward. Ifyour last step gained you a certain

f . h K h own as “Annie” is aveteran participant of the Blue Ridge Institute.
amount of territory, then make sure that your next step wi Dr. Kilpatrick will serve as program chair for the 1997 Blue

capitalize on it. Don't relinquish your position until you are suiigigge Institute when the week-long program topic wiiditaboration.
that you have something equal or better in your grasp. But haw
do we develop timing for this process? Dr. Kilpatrick's References/ Additional Reading

Ithasto be intuitive. On certain days, we cometoourlimits, ~ Barrentine, Pat. (Ed.) (1993When the Canary Stops
and our tolerance for a situation ends. When that happedisiging: Women'’s Perspectives on Transforming BusiBass.
change without the interference of concepts, guilt, timidity, 6rancisco: Berrett-Koehler Publishers.
hesitancy. Those are the points when our entire lives pivotand Covey, StephenR. (1990, 19%)nciple-centered Lead-
turn toward new phases, and it is right that we take advantagghip.New York: Simon and Schuster.
of them. We mark our progress not by the distance covered but Ferguson, Marilyn. (1980)The Aquarian Conspiracy:
by the lines and angles that are formed.” Personal and social transformation in the 198@s Angeles:

Employment as a CONTRACT: J.P. Tarcher, I_nc. _ o .
The changing expectations of the new workplace... Golembiewski, Robert T. (1985)umanizing Public Or-
A Developing List ganizationsNew York : Lomond Publications.

Organizational health is a contractual relationship be- Golembiewski, Robert T. (198%)ractical Public Man-

tween management and its employees. Each has obligatioggmentNew York : Marcel Dekker. _ ,
the other, and to the accomplishment of the whole. However, H€lgeson, Sally. (1990Jhe Female Advantage: Women's

the obligations are specified, and open-ended on each parfy@ys of LeadershipNew York: Currency/ Doubleday.
part. Helgeson, Sally. (1995 he Web of Inclusion: A New

Bill of Rights and Responsibilities Architecture for Building Great OrganizationsNewYork:

Employee:As an employee, a contractor, | have agreedd/l"ency/Doubleday. _
meet the expectations of the organization as they have been Jamison, Kaleel. (1984)he Nibble Theory andthe Kernel

described, to protect the organization’s properties (i.e., noQid”owerNew York: Paulist Press.
steal-property or time) and to support the mission of the _Keyes.Ken,Jr.(1982]he Hundredth MonkefSecond
organization. edition,). Los Angeles: Love Line Books.

| do not have to give up my individuality, privacy or Morris, Tom. (1994)True Success: A New Philosophy of

dignity to be an employee, but | will respect the right of texcellenceNew York: Grosset-Putnam. _ _
organization to have expectations of my appearance or perfor- QUick, Thomas L. (199@)nconventional Wisdom: Irrev-
mance which reflect the values of the organization. erent Solutions for Tough Problems at Wo8an Francisco:

Employer: As an employer, a contractor, | have agreed t9SSey-Bass Publishers. L
provide the following: Senge, Peter M. (1990he Fifth Discipline: The Artand

« Clear vision of the organizational mission, and the role fgactice of the Learning OrganizatioNew York: Currency

be played by the employee (where does he/she fity Doubleday. _ _
« A healthy environment in which to perform the tasks Senge, Peter M., ArtKleiner, Charlotte Roberts, Richard B.

«Clear expectations of employee performance-related to ffigSS: @nd Bryan J. Smith. (199#)e Fifth Discipline Fieldbok:
job description, with rewards associated with perfoﬁ_trategles and Tools for Building a Learning Organization.
mance New York: Doubleday.

« Tools with which to perform assigned tasks Tao.365 Daily Meditations.

*Frequent, constructive feedback/ performance evaluation

« Fair day’s pay for a fair day’s work

» An opportunity for employees not only to use the skills
they have, but also to grow and learn new skills
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We now have a group of people who are administratieguity. You see the difference between the two mind sets? And
executives. Nothing is written out here becausedksgrvéo what we have in our country then is two groups of people doing
be here. These are the “good ol’ boys!” And way up on teghat to each other? Fighting each other rather than to know of
reigning supreme is th@EO God. the enemy that lies outsidéhd as long as we fight each other,

What we are saying is that there is a psychologioak’re divided and we can’t win, because the enemy is always
contract which says the more education the more money ywasent outside and (he) will devour (us).
earn—and you have greater power control and privilege. Butin If I'm sitting, talking about this (CEO) group right up
order to ascend this, you must prove that you “love” us. And there—this very top group. These are the ones I’'m discussing.
way that you prove that ytaveus is that we ask you to relocatél hey recognized that their companies were going to fold. But if
your family every three years. Now if you relocate your familthe company collapses all of the privileges that they have
every three years how rooted are you in the community? Thlrough stock in this company are lost and they will be penni-
your loyalty has to be to whom? You see? That's your loyaltgss. So they’ve got to devise a method where they can get their
Now, at this point the husband comes in and says “Wefreney, get out before the whole thing falls apart. But they’re
relocating.” The wife locks her lower jaw, the lower lip quiversiot producing sufficient produces to make it profitable, so
and she says, “We are not moving; the children and | are staytimgy have a dilemma. If you walked to Wall Street on Monday
here.” That's because your daughtenighat? A senior in high morning and took all your stock as the CEO at 9:00 o’clock and
school.And has to go to her senior prom. What happens is, i it on the block to sell, by 9:01 your stock would éat?
boss says, “I understand fully your situation, but you mugdtorthlessyou can'tdoit thatway. Now, what canyou do? Well,
understand that your promotion will be held in abeyance untdu have to sell itin small blocks on a quarterly basis for at least
such time that you can relocate.” So what they are doingfaésir quarters and then you can get out. How do you accomplish
putting in front of you a barrier saying, “If you refuse tdhistask whenthe production hemeagposting a profit? Who's
cooperate, this is the extent to which your career is going to ggoing to buy stock when you don’t post a profit on Wall Street?
And if they were really upset, they would demote you, whidiow here’s what happens. The easiest way to do thatis that you
says you have six months to leave our organization withouira 1,000 workers. If you fire 1,000 workers, times three months
negative letter of reference. salary, you have turned.avhat? “Profit.” Yes, you have. It's

So thisis a psychological contract. If you are educatednifthing personal. Now let's examine it.
you are loyal, you will earn money, have prestige, power and | have one, two, three workers right here. | fire this one;
control. That was the contract. Now, what went with that, whithese two willwork 14/.times as hard. So it means that the salary
is difficult to see, was that we always thought that in this countif/two does the work of three. It also means that | have two
youwould continue to go up, up, up. The reason being we alwgysarters in which the money is there. By the end of six months,
experienced western expansion which you could always fgom the psychological literature we know that they will burn out.
further and furtherwhat? Westlt was always the idea thatl stillneed two more quarters; they are of no avail to me; they can’t
things were “endless” in the United States. Always plenty. produce;they’re burnt out. So what | do then is what you will see

You took physics. And you put this superstructure on tgix to nine months later; thatis, they firwhat? Another 1,000
of this one, and what's going to happen? It's goingwhat? workers.

It's going to collapse, isn'tit? Some businessesin New England At that time, they're able to get out. Now. If you were to
specifically began to collapse. Others knew their organizatigomp from way up here all the way down here you would hurt
were going to collapse and they had to get out. So let’s talk abgourself seriously and havevhat kind? Yes. Because none

the process and then you go back and look at literature in dfieny stock is in this company, diversified. Go back, look, see
past. Articles, newspapers, journals, and you will see that thiscess and understand what has happened. Now other compa-
is corroborated. So | just want you to kind of take a look at thigs recognized that this was going to go on. They panicked and
first. as a stop-gap measure they began to do what to their organiza-

What we have here is that American industry was nin? Downsize. But downsizing, reengineering—whatever
willing to invest in new capital goods because other countrigsu want to call it is only a stop-gap measuBecause the
were producing the same things more cheaply. And they begdmle process of manufacturing and the whole process of
to think in terms of relocating some of their plants rather thandervices and producing wealth going to change from a
invest here. The rational was these people were earninguedical organizational structure to a horizonal organiza-
much..what?Yes. And the reasonwas, they had joined/aat? tional structure.

Union.Yes. Sothe union has destroyed the American economy. This is the new structure. The new structure says “The
If you're up here, it's the union that's discouraging weste@EOQ is not very far away from the people who do the work.” So,
civilization. we will have different projects; they will not be the same. These

If you're down here, it's the thing that gave you somare projects. This is projeét,projectB,projectCandD.The
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CEO’sfunctionisto hustle contracts and bring themin. Our hopen be re-hired on a new project. Now that’s the reality of today.
isthatthis CEO will be able to bring in projgeMWe don’tknow. And if you don’t understand it, you will lose.

There’s nothing to assure us that that reality is there. Butthat's Now let's see how that works in terms of who's going to
the hope. be on these teams to work with you. How many...? | want white

How are people going to manage these organizatioms@les age 45 and older to please stand. Raise your hand if in the
Management will do through oversight. There will be a perstast year yourimmediate supervisor has been awoman. Alright.
that will be responsible for oversight. In addition to administr&ix. Thank you. Raise your hand if in the last year your
tive skills for oversight, they will have specific skills, that's skillsupervisor has been a minority. Thank you very much. The
a,b, andc, but you will have a vast reservoir of unemployethajority of 45 and older havethad supervision fromwhat?
people who also have skédldandc.Whatis the function of this Women or minorityThe reason being, our system was built on
coordinator? Well, this oversight person must make sure tkaniority and hierachy and those “others” had not been included
when Projeci begins on Monday morning at seven o’clockn the mix at the start.
every need that they have is there. When Tuesday or Wednes- Now, how many of you graduated from a university before
day comes and they need something else, they will make sure1885? When you went to school your parents gave you a
it's there. portable typewriter, carbon paper and an eraser. Some of you had

So this says that this person will be very trained mslide rule. All of those things are totallwhat? Obsolet&es.
monitoring electronically with computers and having produc®&o much of what you learned in that four-year period of time is
come in atexactly the righttime. Very much like the Japaneseadisn.... ObsoleteWho then is going to have the most current
today. Now this is the difference and these are the places thitrmation in terms of how things work? New graduates and
those of you that deal with mental health issues must fiople who are technically filled. Now, if you are 45 and older,
cognizant, the people who work in this capacity are different. \Weme of those people are young enough to be your what? That's
arecaught in the change betweéhis system and this on&e a nightmare to be fulfilled! OK.
are notin either place yet. And that’s the confusietme show What I'm sharing with you is that this is the new future.
you what's going to happen. This is the way it's going to be. We are caught between the two,

We now need skilledon Projecb.We won't get people and therefore you can see... Let's go back now to this group of
from here who will bring this person here. Previously that kimden who were managers and vice presidents. They had privi-
of movementwas called ademotion. Buttoday it means you héege. They had $500,000 homes. That means $5,000 a month
a..? A jobWe need skilledjon Projecf.That previously was mortgage. This is in Massachusetts. Connecticut, upstate New
called a lateral move. Today it means you continue to haverk. What's the first thing that happens to their homes? They
a..what?Yes. You must remember that within this whole corest it because no one in the community could wiiat it.
cept these were devastating events because someoneThag were all out there in the same place. None of them had a
always been goingip the ladder. You see? Today it doesnjpob. They have set money aside, private education for their
have the same symbolism. But if peofiienk that way, they child, the best of the private schools, what happend to that
become very depressed, angry, and dysfunctional. You will haweney? Yes.
an increased number of people coming into your caseload that Now, that meant their children would have to go where
will have that as reality. Because they assume because | was heschool? With whom? And how dideyget there? You see
I (will) remain here and continue to go up. These things in thew we’re beginning to see... Your target then becomes
Matrix Systenare meaning that you “flow” from one place tAffirmative Action, Equal Employment Opportunity... You
anotherYou don't stay fixed. see the negative realities there that are coming. Alright.

Now what about the concept of loyalty? Be loyal to the  Let’s go onwith that. For those of you that deal with issues
company—where the young people of todayrexdoyal. Be of mental health, these people were very angry. When anger is
very efficientand work hard! Otherwise they wouldn't keep theiurrned upon itself, it iswhat?Yes. In Massachucetts, signifi-
position on the team. cant numbers of white males did what? They committed suicide.

Loyalty saysyou can promisene something. Can youYou see these are things that you have to be vigilant about in
promise that they will have a position on TéaPnlfyougetTeam mental health in these transitions and changes.

E. Of course not. You can’t promise tlgati’ll have a job. How Now the reason | share that with you is because it’s eight
can you demand anything of them? So our concept of loyaltyears they've been in that state. Now they’ve stopped. This is
antiquated. what you have to be mindful of in your agency. They have now

What people demand now is efficiency and competenceme back—the vice president and the upper level of senior
to stay in a position. Then you can move from one placen@mnagement have combined themselves for a new function.
another. Sometimes when the project is over these people Wilky are now called “administrative consultants.” OK? And as
return to the pool of the unemployed. Until such time as they Continued on page 34
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administrative consultants they come into agencies withcampetitive is one question: How many of you toalculus
specialization of “privatization” of the agency or privatization aind passed it? You will have a job. Others will be unemployed.
functions within agencies and government bureau. They assiiey calculus? We think in this track; calculus forces us to think
everyone they can do it more cheaply, more efficiently, and mame separate mind set. And all of the electronic thinking and the
effectively. They generally start outin a building with janitoriastkomputerization is in this mind set. If you don’t have it, you
services because they aren't “invested” in janitors. Then it gaesn’t be able to do it. Now, why are I telling you that. I'm telling
to the cafeteria, whichis privatized. And finally they getto a poipbu that because it's real. Some of you will say, | could never
they say, “Human Resources and Finance can be privatizeth”that. And we know from the mental healfyiagnostic
You see? Statistical ManualRoman numeral 4, some women “cannot
Now how can they say that it's going to be done mod® it” because they have “math phobias.” Well, all that is just
cheaply whenthey “work for profit™? Well, Iwill take 1,2,3,4,5,6, 8imple projection. The reality is that we have used math as “a
workers; [ will fire three of you. | willkeep the other four. | willnotweed out” in this country, and we consistently and systemati-
hire you in my company; | will hire you as a consultant to ngally weed people out through math. Let me demonstrate to
company, because | don’t want to pay you awhat? Benefits. you how this is done.
Yes. Now, existentually, this is the reality. If you are goingto  The little girls in the first grade are in the class room with
compete against this type of behavior, you have to do “accodittie boys. Women teachers will simply say, “All right class, 2
ing” like you’'ve never done before. And you have to be ableta? is...” And the little girls will all be waving their hands. But
demonstrate that when they come in...if they’re going to mak#ha teacher will call upon a little boy. The little boy may say
profit, some services will be jeopardized; andif you can’tdoit..gbmething like, “3”. Now teachers are very mindful of “self-
you don't cut your budget tightly—get yourself balanced outoncept.” They will not say anything that will upset his self
then the winds of change will destroy you. concept, so they say, “ That's an interesting answer. Who has
Are there any questions on these concepts? OK? Can galifferentone.” She will call on another little boy and he will say,
see nowwhy people feel their job has been taken away from tiidinand the answer is that's right because that would be
by someone who was unworthy? See the emotional impacjusfgmental. They say “thank you.”
that? Now the little girls have been waving their hands; they
The reality is if you took Affirmative Action, Equal have neverbeen called on, sovery soonthey beginto realize that
Employee Opportunity and ridded the country of it tomorrothis is something that is not for them—for which we should have
morning, would these people have a job? No. Because tlleyught: half of the competitive work force can’tdo work ifthey
don’t havethe skills necessary to be competitive in the nean’tdo mathematics. Therefore, young girls have to think then,
world market.We have to be mindful of how people willWhat can they doPhey can be beautiful.
manipulate emotions and destroy it. How do we define beauty in this country? Well, to be
Thereality is, industrial manufacturing wititbe done in  beautiful you cannot have one of gram of fat over. You must be
this country to any degree in the future. The reason being, afterfectly balanced. Now, to demonstrate on the concept of
1997 the Bank of Hong Kong becomes the Bank of China. Ybeauty, any woman that is in this room that is not one gram of
have hundreds of millions of Chinese whoskidledworkers. fat over or has one little bulge at the wrong place, please stand.
You have hundreds of thousands of Chinese professiondlsu see, now, the woman that stood one time was a German
What they havaothad in the past was money! Now our racismwoman and she was very buxom and she said, “Here Edwin, I'm
says “Well, they're not as good as we are; they dalhings; standing here.” Because they have a different concept of beauty.
they’re not as competent.” That's what we said about tBeit in this country you can never be too thin, so we get young
Japanese, remember? That they could only copy. Well, we fopedple from the mental health perfective, young women becom-
something different. They have not had money. Now they ang, what? Bulemic and anorexic, you see?
going to have money and we have to understand that they are Let's goon. We'rein the ninth grade. Algebra, very good.
going to be productive and they are going to produce maklgebra; ninth grade. If you can’t learn everything about
cheaply than we can here. Algebra in eight months, you are too dumb to ever take another
So we have to prepare our young people for “high tecbbdurse in mathematics for the rest of your life. Can you see that
as the place to get a jolaetin industrial manufacturing. If you message that's being said? You're successful with Algebra,
look at what you bought Christmas and the last purchases gwat're now going to geometry. In eight months you have to learn
you've made, justturnitto the reverse side, you'll see a little gallithe axioms, theorems, postulates, everything... and how they
sticker and it says “Made in China or Taiwan,” and that's just tirgeract. If you can’t, you're too dumb to ever to do any other
beginning. math course for the rest of your life.
Our young people are not being given the education that  That's a horrible statement to make. When must all these
they need to be competitive€he way you find out if you're things be done in eight months? Because we have to plow;
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everyone knows—how many of you plowers are here? Chgcause you have been thorougtiySocializedwhat is the
responsibility is that we must re-think the educational systeconcept in our society about young black males that has been
When you look at other countries it's very unfair to compareinforced over such a long time to become the status quo.
American children with the Japanese and Germans who sp¥opdng black males are athletes o? Criminals.Very good.
many more hours in school and have core curricular and have to Now whenever you have a socialization there’s aramifica-
take the courses. And they do—they take calculus becatise on the society. One of the ramifications: If you're awoman
calculusis expected of you as a core course. And they don’t givean elevator going down to get your car out of the garage,
you the fear that you can’t do it. before you getthere the elevator stops, the door opens, and there
People can teach us so it can be done, but we teach nsgdhds a young black male who steps onto the elevator with you.
as a weed-out. This is my engineering class. | should be exalMtat do you do? How do you feel? How do you think? What
because I've just been in engineering. Freshman engineerir@ppens to you, based on the socialization as a ramification?
What do | do with this professor? | say, “Look to yourright,look ~ Now there’s also an addition to ramifications and effects.
to your right. The people to your left and right will not be heMYhat effect does this socialization have on young black males?
next year—will you be here?” How do you handle this seeriidgell, for some it’s a prediction and a self-fulfilling prophesy. For
fact? And then of course calculus kills you dead and then th#iers they say, “I'm not like that, | work hard, | do everything
ends engineering school. What a waste of human resoute | can to make a go of it.” Fine. Young males coming out of
potential. college—young black males—work very hard for the down
We must re-think. Everyone in this country is capable phyment on a new car because they can't afford any second-
producing work and products and we have to begin to thinka¥éss role power, the down payment on a home. You see, for our
having our children meet their maximum potential. If you ageneration, when you came out of college, you could buy a home
Downs Syndrome, thenyou can learn to clean tables in cafetesiad a car before you were thirty—on a single income. You can'’t
and you see alarge number of them now working in the fast fatmithat today! That's why many of our young children live in
places. That's areality. Because you are reaching their maxinmywen sin. The ramification. Huh? Huh? OK.
potential. Our children don't reach their maximum potential.  Now, the young black male is riding down the highway in
Many of you have children who went to high school whekds brand new car. What is likely to occur? Police will stop him.
calculus was offered as an elective. Your children elected ndt¥by would the police stop him? For goodness sake! Because
take it. And after they finished college, you have elected to the police have been socialized with what is euphemistically
them come back and live with whom? been called “profiling"—that for a young black male to have this
We have to re-think what is necessary for our society ¢ar, how did he get it? Well? He stole it or he got his money
survive. The weaponry for the industrial-military complex is ottirough drugs. You see? Now in the parametetisaif social-
moded. But if we closed it, it would put a lot of people who haveation, you have duty and function as a police officer. The duty
extreme wealth out of business. But we must make choicefsthe police officer is tgpreventcrime. The function is to
Because if all of the social agencies closed tomorrow, we stiiprehend the criminal. So, if you perform duty and function in
would have a national debt thatis terrific. Re-think what is beitige parameters of your socialization for a line order, you feel
done and don’'t become victimized in terms of one fightingsponsible.
against the other. But we have to pull together as one nation and But if you have a young black male, he feels indignant.
make our mark. Are there any questions? How do police respond to acts of indignation? Very interesting,
“Part I.” You have a handout and | want you to take then'tit? Alright. Now, is socialization only negative? No, it's the
handoutand goto page two, “ Socialization” These are tools ttwat for change. You were talking about change yesterday. This
you are going to need to understand how we are, how we thismkow you change things, through socialization. Give some
and behave as we do. And particularly in a multi-ethnic argtamples of positive socialization?
holistic society. Socialization is concepts, principles and ideas  Less than three years ago at a training room you would
in society that has been reinforced to become the status qubaife had glass disks (ash trays) at every other place, and the
you take anidea and you put it on television and you play it oveom would be filled with.what? Smoké&.es. Butwe have been
and over again, it becomes for the society the status quo— Huatializechotto smoke.
is socialization. Let us examine some concepts of socialization. You getin a car, you get ready to pitch something out of
Here’s one. If you picked up your morning newspaper atite window. Your children call you.avhat? LittererYes. You
you saw the picture of a young black male, a very positive stggt ready to turn on the motor, your children demand that
under the picture, what section of the newspaper would youwel..what? Buckle upYes. Those are socializations on a
most likely readingBports Very good. Same picture, youngnational scale. Itis atool. It can be used negatively or positively.
black male, negative story, where are you read@dme.)How It is a tool. But itis the tool of change.
could you give me that information so readily? All right. It's Now things that get in the way sometimes are our cultural
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Continued on page 36  method. What is the problem? Some people say, “My religion
biases. What are examples of cultural bias. Cultural bias is #ag's that homosexuality is an abomination, and | cannot be
formation of ideas that are imprinted and shaped to form th@und those kinds of things. Well, the problem is...the issue
self. When we are first born our families very selectively take the issue of sin. Well, now, that’s the problem that we have
specific ideas. They take those ideas, they imprint them intowsdeal with sin. Here’s the issue. What is the issue? The issue
and shape us to be who we are. Is essence we are all that people are saying, “I can not work with sinners.” My
without glasses. But by the time we afé ears of age our question then to you is “with whom are you working?” We do
families have permanently fitted us with sets of lenses througianscend,” and we need to be cognizant of it. Because you see
which we see the world for the rest of our lives. So that mthat happens is we change rules. If you would read the rest of
matter where we look, when we look, we're always lookinge passage of scripture, it says fornicators and adulterers. And
through the lenses of our cultural bias. These lenses pe®ple say now wait a minute, you’ve gone too far, Nichols.
thickened with socialization. So if you have thick lenses it  We want to be able to work with people and if there is a
means that your vision is “impaired.” cultural bias, our own personal cultural bias, that could be

My vision is impaired; | wear trifocals. How many of yowlysfunctional in the work place. We must transcend beyond it,
wear trifocals? Raise you hand. Alright, sir, whatis your naméiacause we do it on a daily basis. We must be cognizant of that
Alright Danny, can you see Edwin? Edwin, can you see Danrgf¥d move beyond.

Yes, of course. Do you see each other clearly? Of course, we do. What | want to do now is, | want to go to the last page (of
Now there are those of you who don’t wear glasses at all ahd handout), which is the philosophical aspects of cultural
you're trying to ascertain how on earth is it possible for Edwififference. When we talk about the philosophical aspects of
and Danny to see each other clearly with trifocals? How on eagtittural difference I'm talking about a method that | have
isit possible that anyone could see clearly with trifocals? Danigigveloped that helps me to see myself and others in some form
how do we accomplish this? Clear, clearer, clearest. So wegftgrelationship that's intelligible and understandable. Nichols,
viewing the world through great, greater, greatest layersyafu are a psychologist, why are you using philosophy instead
distortion, yet we claim clarity. You see? of psychology? Because when we stay within our narrow

So with interpersonal relationships when you come intaiisciplines we stereotype others and our vision is too narrowly
work place, we assume that we see the world clearly butit’s ofdg¢used. Let me show you what I'm talking about.
through the lenses of our cultural bias and the thickening You see the philosophy is the “mother science.” Psychol-
through socialization, that we see each other. What are thgg is the lesser science. | am a psychologist. I'm a clinical
some examples of cultural bias? There’s nothing wrong wiisychologist. I'm a psychoanalyst, with advanced training at
cultural bias as long as itis not dysfunctional. Let’s look and sggrich. Makes my vision very narrowly focused. Now because
some examples. Those of you that are Lutheran or Episcopaliaim the analyst, what does that make all of yRat®ent.Yes,
please raise you hand. You certainly have been told aboutybe see, “pathology.” So what happens is, when we are too
Catholics, haven’t you? How many of you are Catholic? Yatarrowly focused in our perception we stereotype. | become the
knowabout the protestants, don't you? Are there any Baptisi®od,” and you're the aberration, the “problem.”
here in the hall? Any Baptists? Yours is true salvation. Others Let's try something less threatening. Alright. Accoun-
will be on along line waiting; you'll be inside rejoicing. OK. tant/auditor/tax auditor forthe IRS. You're all guilty ofvhat?

Now all of these are cultural biases. OK? That have bekax evasion, frau@hat’s right. Tax evasion, fraud, etc. Because
thickened with socialization. Now as long as we, as a socidtym the “good” and you are the aberration, the “problem”—and
do not let the socialization be an impediment in the work pla¢kgat’s how we stereotype. So we must go beyond our narrowly
then there are no problems. But a cultural bias that is dysfufaieused disciplines to the “mother science.” Now what (does)
tional in the work place must be transcended and we must mausther sciencenable us to do? It enables us to see in purity.
beyond it. It's very important that we understand that, because This is a silly game I've developed to show how that
there are things that happen where we are dysfunctional. Wésrks. It has three steps. Step one, you're to close your eyes;
have one cultural bias that makes us dysfunctional in the wegtlkp two, | ask you to envision a specific noun; step three, we
place. Not with this group perhaps, but with many otheliscuss it; and you open your eyes. Alright Step one, close
groups. your eyes. Now if your eyes are open, you're paranoid. Alright.

I getmailfromtime to time; people say, “Well, Nichols, yostep two, envision a chair—your favorite chair. Step three,
talked about everyone but you didn’t talk enough about uggen your eyes. I'm sure you saw grandmother rocking in the
And it’s letters that are coming from gays and lesbians, argi shawl,in your favorite chair.
they say, you have to say something about us. So I tried in Texas  If | had taken a polaroid snapshot of what each person had
and | was almost stoned to death. So I'm very careful aboutiéen, the pictures would all be what? Different. Yetif | collected
So I'm going to talk to you in terms of what I've tried as a newll of them and asked any of you to tell me what you had seen,
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you would be able to identify each of themayibow was that time in their lives, had leisure time and were not using their
possible with such deviation. It's because you've understoeisure time to any degree of creativity. The recommendations
the essence of karma, and you will never confuse it with tiwere: Use your leisure time creatively. Now when you are a
essence of what? ... Exactly. That's what mir@her science government agency and the Congress does not appropriate a
does. Those are the things we are going to examine. large sum of money to go with the program, you dump it onto
In the United States we have ethnic groups that @@me one else. So we said, “After examining the problem, we
different. Those that come from Europe, Africa, Asia, arab not find that it is a mental health issue. This problem could
native American. We also have a set which is called people wiest be served by Parks and Recreation.”
share a common world view. People who share a common Well, what I'm sharing with you that here's now some-
world view have an historical event that changed the destinytliifig that's more serious. We did have divisions that were
their group of people forever. They were forced to speak a nealled Rural Mental Health. During this same time frame,
language, and forced to convert to a specific religion. “Hispaniefany farmers who were second, third, fourth, fifth generation
meets the concept of world view. People that were Inca, Mayan,the farm were losing theiwhat? Their landBecause the
Aztec were subjected to colonial Spain, forced to speak Spanisink had told them last year this land is worth $15 million
forced to convert to Catholicism. So you see, people with thakdlars, and you can borrow all the money you want! So they
experiences—even though they come from other countriedseught new equipment to be more efficient. Then the bank said
when they getto this country, we give them that label. Hispartite next year, “Oh, your land is really only worth....” So they
Now, let's look at something else. Also because to fest. Now if you're a rural mental health worker—and we had
Hispanic is not race-specific. See? You can be white andrbany prima donnas who went to do rural mental—and they
Hispanic, black and be Hispanic, native American and be Higpened the centers Mondays through Fridays, 9:00 through
panic. You can be Jose Yong, and still be Hispanic. 4:30. But the reality was that the auctions were held on
Now if we take people that share ethnic groups and wo@turdays, and the auctions were over by Saturday noon. And by
views, how then can we look at them in such a way as to h&8aturday at 1:00 many of those men had gone into the barn and
the discipline and philosophy to help us understand eatdne..what? Comitted suicid&.es, so what I'm telling you is
other—self and others’ differences? Axiology, epistomologthat if the highest value for your patient is in the object, where
and logic are three disciplinesin classical philosophy. Axiologlp you need to be if you're that mental health worker? Working
is the study of values. Epistomology is how you know knowlMonday through Friday to take the report? Or in the field doing
edge. Andlogicis howyou “read” them. So we’ll talk about thethe work on Saturday at noon? So there are many things that we
and how they affect you in the work environment and how weed to understand.
come to know them as reality. If we understand the axiology of groups of people we can
If the highest value for European society is in the objetitter perform services for them. Now why then is axiology so
then we want to talk about how the highest value comes toifogortant?
in the object. First of all, is there any epidemiographic datathat Why is “object” soimportantin Europe? In Europe twelve
might corroborate that concept that the highest value is in theusand years ago, resources were vemat? Very scarce,
object?In 1929, there was a “crash” (in the stock market); masmgyy limited. | have this resource that you need to survive the
people lost“everything.” But significant numbers of white maleginter. If you cannot physically take it from me how mustyou act
did..what?ZCommitted suicid&.es, because they had lost whatioward me to have access to this resouBcdBervieniSo what
for them washeobject of highest value. 1970, the automotiveve have developed in Europe is a system of hierarchy. Therefore,
industry said, “If you'llwork for us for thirty years of more (whiclone will outrank the other, and that's what we have to be
makes men 50 years of age or alittle older)....” They were foraagjnizant of in this model.
to retire. Forced retirement. They had other objects. They had Now let's very quickly go and see what happens when we
health/retirement benefits, hospital benefits, union benefits, @ddlal with Blacks and Hispanics. With Blacks and Hispanics, the
kinds of benefits, but for the first time in their lives they woultlighest value is in the relationship. If the highest value is in the
not have a.? Job.Within six months of forced retirement,relationship, it says that people in this culture see themselves to
significant numbers of white males simply began to ddvat? bewhatto each otherZqual.If you do something to treat me
To die. We didn't know why. | was with the National Institute afs something less than equal, you treat me witht? Disre-
Mental Health at the time and my boss came in and said, “BigectAnd you have destroyed the relationship. That's the most
something!” We said, “Yes, of course.” So we immediatefyowerful thing that | can share with you in terms of Blacks’ and
formed a..? Task forceExactly. To under take.&? Study®™e Whites’ relationships. In Black culture and Hispanic culture,
came up with findings and made.2 Recommendationges, people see themselves to be equal to each other. If you treat me
you know exactly, don't you?. as less than equal, you have treated me with disrespect and you
Our findings were that these white males, for the firbave destroyed the relationship.

Page 37



Tuesday Morning Session — continued from page 37

Managing the Mosaic: Addressing Cultural and Ethnic Diversity in the Workplace
Dr. Edwin J. Nichols

Now let’s look at the two and see what happens. Letif brown from the effort,” youleserveto have respect. And
look atthe highest value as the object and let's go to Germaygu see the idea is that this behavior is disrespectful. One
Alright, | have a Ph.D. Do you have a Ph.D.? No, alright thgmerson thinks, “You don't take the orders | give you, you're
| outrank you. That's the German system. We have Hans apihg disrespectful.” The other person says, “You are treating
Fritz. In Germany, if | needed a different marker, | would say tne with disrespect by not treating me as equal.” You see the
Hans, ‘Hand, get up and get me another piece of chalk.” Whabtential for conflict in the two cultures.? Now let's see what
would Hans do? He would go get it, or he would turn to Fritageds to happen in order for me to work with Ken . | have to
whom he outranks, and tell FritZfitz!, didn't you hear what work with him on such a basis that he always knows that we
the professor said? Get up and go get it!” And Fritz would goe..what? EqualsYes, even though that .what? Outrank
bounding out of here because in German culture rank has wimnat’?. So when | give directions with Hans and Fritz they are
It privilege.Yes, that's how it works. That's because the higheghat? They are orders and they are told what to do. They are
value is in the.what? ObjectAnd | have to power. “Object” told, and no one gets upset about it because that's the way we do
isn't always in materialism, it's power, control, authority. Yoitt Now what happens in Europe is that youtalgwhat to do.
see the difference? But in black culture you arevhat? Asked.That's the big

Now let's see what happens when | go back here. Yaliiference. You must ask.
nameis? Ken. Alright, Kenis black, Nicholsis black. Kendoyou  Now let's see what happens. If we have a relationship and
have aPh.D.? | outrankyou. ... See, he's already giving me sierewants the relationship to remain intact and build on it, he will
static here. Now that's because the axiology has changed fomnthings without being told. He will anticipate my needs and
member-objectto member-member. So, his belief systemiis tinget them. And if | am a black boss | will expect that of him
we are..what? EqualBut | outrank him. Does habit matter? Nobecause | want to keep the relationship intact. Now that creates
Because his belief system is that we are equals. Now suppatber problems when | go back to Fritz. Say he thought his was
that I respond to him like 1 did Hans or Fritz, then his perceptiarvery good model and that he so attended to Hans’ need. But
is that | didwhat? Treated him with disrespe&nd destroyed remember that in European culture resources are. weinat ?
the relationship. So if | were to say to him, “Ken, get up off yoery scarce and very limiteBo what is being said here is that
...and go outthere and...” He'd say, “Waita minute, man, | doRtitz has taken it upon himself without beinghat? Told To
play that.” Because the perception is that the axiology has besk a resource. If he messes up, it will cost Fritz kibat. His
violated. headYes, butwho's head will gofirst? Yes, you see what's going

Now let's look at some phenomena that has happenedi? It's the idea that you have risked resources without being
black communities and it will be clearer about what is said hedérected to do it. So what happens is that Fritz will say, “Yes, but
Ifyou are ayoung black male between seventeen and thirty-fdulid it because | thought...” And what is Hans’ respofi3ef't
your highest cause of death is to be killed by another young bl#takk.” We all know the answer to that on&hat makes you
male. If you are 15-24, the probability that you will be killed bthink you can think?
another young black male is 1 chance in 23! To be killed onthe Nowwhat are some of the differences that willcome when
frontin Vietham was 1 in 55 chances. Now, what happens hgoe have a black who heads an agency with whites on his staff?
isthat as blacks—and Hispanics—we keep a “barrier "out hér¢ell, his anticipation is that his staff wilwhat? Meet his needs.
And most things hit the barrier and bounce off. There are sow®ry often without having beenwhat? Being askeBut they
things that will go through, such as racial epithets and so wiill wait to be..what? ToldAnd very often that's where you get
That will destroy a relationship. Now, where in relationship the frustration. You think, “Ah, they're undercutting me. They're
this barrier are the people that are killed? doing all these different things.” And that's not the reality. Or

First, we've got to ask, “Who are they?” Sixty percent gfou will have the white boss with black staff , they'll be trying to
the murders that are committed are against “friends” and sixteeeet his needs and he will say, “Who told you to do that? I didn't
percentare against relatives—for a total of 76%! Cousin, brothet| you to do that. Why did you do that?” They will say, “Well,
best friend. Now go back to this model. Where are cousijust thought that you wanted me to help you.” And he says,
brother, bestfriend in relationship to the confrontational barriévWell, don’t think. Just do what | tell you!”
the barrier that wards off confrontation? Inside. So there's Then you get passive-aggressive behavior, which means
nothing to “protect” you in this relationship. When you go tthe boss is about to walk off a pier and die, and what do they do?
the prison you ask the young black man, “Why did you killhey'll undercut you. Their passive-aggressive behavior will
brother, cousin, best friend?” They say, “Man, he ‘dissed’ meduse them to wait until something happens and their response
That's black English for..[isrespect. to you will be, “Well, you didn't tell, so I didn't do it.” Those are

How then do you work in an office where this is theery negative behaviors, so we end up fighting each other,
existentialistic reality. If you have finally worked, year aftefighting each other for negative reasons. If we understand the
year after year, to be in the position “here where your lips adology of the two groups we can function closely together
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with a purer understanding and great comfort. the group cohesive. And you have to comevithatto do that?

Now what | would like to dois, | would like to show youConsensudHow do you like consensus in classical Chinese?
how people will come to think that way. | would like to give yotiDislexia” in one language is transferable from one language to
quickly a view of the Asian system. The Asian system is veayother. Don't worry about it. Alright, this word in Chinese as
important. How many of you have taken in your agency “highsingle word is the Chinese word fogart. The word above
performance teams,” “total quality management” (TQM)? Alrighit is the single Chinese word feoice.So, in order to come to
Why do the Asians do so well and the rest of us do so poorlytonsensus, your heart and your voice have to say the
Here's the answer to that. They have an axiology, that is a valame..what? The same thingow many times have you said
system, that enables them to take Deming’ s information ss@imething with your voice you did not mean with your heart?
work with it more successfully than we. Let me show you hoWhat's called passive-aggressive behavior! It's listed in the
that works. diagnostic statistical manual Roman numeral number four for

The highest value lies in the cohesiveness of the gronpurotic behaviors!

In order to be culturally competent, you hav&towthe other Now, if your heart and your voice do indeed say the same
side. You see, what we do so often is just to know our sidetlihg—and | write it as a single word, | have a new Chinese word.
things. Oh, we know that there are differences, but we don't kndhis isintense So if | know how you think and feel, you assent
what the differences are. And that's what makes you culturadlyd your intellect, then I know you're what? Intense. So if we all
competent. have the same intent and work seven days a week, twelve hours

Does the wordroupwithin Asian culture mean the samea day to produce a thousand five hundred widgets, do you have
thing asitdoesto me in English culture? Well, I will look the word wake me up to get me to work on time? Does anyone need to
up in the dictionary. Who's name is on the dictiong¥gBster. be awakened to get to work on time? Because they said (they
How many trips did Webster make...across the Mississippi? Weuld) with their..? Heart.And their..? Voice.Which gives
never got to Asia. He didn't make it. So they may think aboutfiiirintent that they will do it.
differently. I'll share a secret with you. Now we use the last part of the caligraphy. We can now

If you take the worgroupand you write itin Chinese thenall “come together'—that's how the Chinese writeme
you have the way they know the word. Then you must do ttegether..and speak with one mouth. That's how the Chinese
etymology of the term. These two characters that make up Writeconsensus.
word “group”—the first one isingand the second onestseep. This is why Deming was able to go into Asia, Japan
Soin order to be a “group” you have a leader and followers. Byiecifically, and change their whole process so quickly. Because
it's different than our perspective. Because in monarchy therthisy were already prepared for it. It was like the hand was there
hierarchy—the king is higher than the queen, higher than e you only needed to fitthe glove over it. For us it's conflictual.
duke, higher than the duchess, and so on. We see sheepreofthe reasonsit's conflictual is because we're individualists.
“stupid, dumb” animals; they see sheep as “conformist” aiind each of us aspires fowhat? Leaderhip. Success. Domi-
mals. So the essence of group-ness within Asian culture is tmbace. IndividualityYet, we are told we should aspire for group
a conformist within hierarchy And that's what Deming re- consensus. That's a conflict. But what we do is we reward—we
quired in order to keep the group cohesive. “demand” group behavior, but wewardindividuality!

Now, how are decisions made to keep groups cohesive? The group has come together to work on a project. This
How many of you are taller than 6'-3". Who is taller than 6'-4¥an gives a very good idea, buthe's notthe team leader. The team
6'-5"? 6'-6"? (Eventually, the tallest person, Winston, remaineqder takes the idea, he develops the project. Tonightis “award
Now, suppose he says we are going north for water. Whaight.” Who gets the cash awari@iRe team leadeiVho gets
among you will argue with this man? But if we get there and théhe plague of honorable mention? See, we're not rewarding what
is no water, how long, Winston, will you be in charge? Not verye say we want. That's the difference.
long. The reason being, unilateral decisions do not keep groups Within structures, people note things differently. So let's
cohesive. look at the epistomology.

Now let's see what happens when we use what the Greeks In European culture, weénow through counting and
taught us—majority rule. Alright, all those in favor of goingneasuring “the object.” And we assemble things as a series of
north for water, please raise your hands. This one wants tggas that become a whole. When you are working with Blacks
north, this one south. You, sir, tell us which way we are goirend Hispanics, the highest value is in the relationship. We see
North. North? Damn Yankee! You see what happenthings symbolicly—symbolic images—and the concept of
Groups..what? SplitBecause we cannot come with majorityrhythm” meangunctionIf your heartis out of rhythmitis not...
rule. That won't keep coups together. So unilateral decisiowbat? Functioning properhAnd conceptualization is holistic.
majority rule won't keep groups cohesive. When you're talking to Blacks and Hispanics, you always want

Within Asian culture decisions are made that will keefo know the big.what? PictureYes, and that's the confusion.
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They want to see a whole—and we will only give then?a..used to form it, and these are they: The first step, you have to
Part. saywhat characteristicare “good” and what characteristics
Now if you are constantly given partgreuthink they’re  are “bad.” You have to say, step twhpis “good”, who is “bad.
wholes, how much longer are you working on “the task?” YouAnd, step three, you musbcialize everyone to beliewdat
see? You're developing it ienpages; everyone else is doing/ou said is true. That's what you have to do.
it in two pages. It looks like you are too dumb to do the work  OK, I'm going to form aismand | want you to tell me which
properly. So when you turn your paper in there’s always thyge it is. Alright, step one. I'm going to use dichotomous logic,
comment, “Well, | didn't ask for all that.” The response underthat I'm going to corrupt it by using my culturavhat? Bias.
breath of the Black s, “Well, why then did you give itto me?”"Se8ood and bad. I'm telling you that to be “good” is tagmertive;
what's going on? These are conflictual. to besubmissivés “bad.” But you see, in many cultures to be
Now, inour culture we will give you a partin which you willsubmissive is.? Good.So, I'm using my cultural bias. I've
count and measure. We do things in a linear and sequengigtupted a valid form of logic by using my cultural bias. Alright,
way.That's how things are done. But when people think holigygressive (over) passive; powerful (over) powerless; strong
tically that's confusing because we want to kridawy did you (over) weak; fearless (over) timid; intelligent (over) ignorant;
getthere®hichis, How did you get to your place on the rounghdependent (over) dependent. Now, I've done step one. I've
ball? Do they think of ball? Well, very often when you ask told you what is “good,” what is “bad.”
blacks things they will give you what is called “critical path Step two. | must tell yowhat? Whas “good,” who is
analysis.” They will go directly to the answer rather than goirigad.” Through the grace of the gods, we find that.... Yes, men
through the steps of 1,2,3; A,B,C. In other words, in Europeare “good.” We are assertive, aggressive, powerful, strong,
culture, how do we write reports? Well, we say, “The report witarless, intelligent, and independent. Through the lower forms
have Part A, Part B, and Part C. Would you please give gf@ature we find thatwomen are.... Go ahead, ladies, you canread
explication on how you would develop Part B? Part B will hayehe list of what's “bad”). There you are. Now, | wouldn't be so
1.0,1.1,1.11,and 1.111" You see? Is that how we do it? Yesass as to say that women are ignorant, but you must admit that
Now when we are dealing with others, others may ngdu have poor math skills.
think that way. How do we work when we have Asians on our  What is theismwe formed? Sexism. Now my task as
staff? Asians will think in terms of the whole, and all of the partgatekeeper” is to socialize you. The gatekeeper’s function is to
will be seen simultaneously. Wholes and parts are seen sinmintain the status quo. Nothing changes. What I'm going to do
taneously. What does that mean, Nichols? Well, their whele gatekeeper is to socialize you so that everyone believes that
culture demands that you must see the whole and all the patiat | have said is true—and acts on the belief system! That's
simultaneously, or you can’t read! How can you read ChinesgRat makes it dangerous.
You must see thewhat? The whole charactend each Alright, | start with little girls. | say, “Don't try to do that,
stroke—all the parts—and how? Simultaneouslyou cannot my dear. You are not? Strongnough. Getvhonto help you?
read Chinese linearly and sequentially. You can’say, “Oh, tha&$oy/your father/a man. Don’t go in that dark room, something
interesting; oh, look, that’s a nice one; oh, there are two of theill...? Get youYes, we want you to be very timid. Ninth grade:
aren't they cute.” You won’t make it past Chinese 101! Oh, don't take Algebra because Algebra is t@ddard for you.
The man who printed this representation could not regtn really saying,“You're too dumb to learn it!”)
Chinese, and he left this stroke out. So, when | have an audience Now there are some of you sitting here close enough that
that includes some Chinese, they're puzzled because they knesih see into your eyes and | know that you would take it and
something's missing. Because they can perceive the wholegeichii just to spite me, wouldn'tyou? So when too many people
all of the parts simultaneously! do contrary to what you say, the cognitive dissonance is too
So when we are working together in offices it's not whgteat, and the idea will not hold. So what | have to do as a
is “good” and what is “bad,” it's just that we amehat? gatekeeperis, | haveto startanew front. | have to begin to attack
Different. We are more alike than we are different, and we wilbu very early to condition you to act as | want you to act.
discuss that and celebrate that. Now, none of these things have anything to do with
The lastthing that | wantto share with you is what happensvhat? With God—capital G—they only have to do with
when we form “isms.Ismsseparate us and destroy us. So letsanipulation of things to maintain thevhat. The status quo.
look at these two concepts very quickly and see them. The v&ydon't be confused by that.
you form an ism is you usdichotomous logicNow there's Alright, so there's a group of women to say, “Listen, this
nothing wrong with dichotomous logic. Dichotomous logimeeting is is over. We're going to change that. We're not going
says, Yes-No, Plus-Or, A-Or. Those are all things that are part@put up with this crap.” Well, what we will do is take the leader
dichotomous logic. of that group and we will label her. The function of labeling is to
Now when you form arsmthere are three steps that argut you back in your place or to warn others that you are
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dangerous and then you cannot develop a constituency. Lougligiety is the.what? White maleAnd the ultimate bad is
and clearly now, what is the label that we put on the aggressive..what? Black femal&es.
woman? We call her an aggressiv&Bitch.Yes. There it is. Now, if your belief system is this way, if you have been
Unrehearsed. Once labled, if we're all standing, having coffegcialized to see these as the characteristics of white males,
and that person comes up, we all move away. See, you cgigke as the characteristics of black females, then your hiring
develop a constituency. That's what labling does. practices, your “risks” for promoting people and so on will be
OK, let'slook at the final step. There are some womenwéeonditioned by that reasoning process. Because logic is rea-
say, “Nichols, that noun has been applied to me on numerggaing. And then you will have epidemiologic data that will
occasions. On some occasions, there have been adjectivepimborate that reasoning.
precede the noun, and on very special occasions there have been These charts depict high school graduates. This is the
adverbs that preceded adjectives. So I've been called it all. Th@imate good”—white males, $26,000 for a high school di-
doesn't distress me.” Well, what happens then ighizgroup ploma. This is the black female—the “ultimate bad”, $16,000 for
of women says, “We want scientific proof and scientific datthe same high school diploma. Can you see now what | was
That's what we have to have.” Well, you see, that saythibat talking about? With the white male: a high school diploma, you
gatekeeper has to move out of the way and | will call in one of dwuld live middle class. Here's a black woman: same diploma,
“big guns”—someone who has written many books/journa10,000 less! Nowwhenyou are black, earning $10,000 less, then
articles; a very erudite, patronizing, condescenttilifart:”  you must take out of this what we call “black tax.” That is, your
“‘My dear, the problem with women in our society ifife insurance is going to cost you, as a black, more. Health
ontologically you are the ‘negative’ of the society. As thasurance is going to cost more. Insurance for your car is going
‘ontological negative’, you see you can never be included. Thaktost more. Your house insurance is going to cost more. And
is, you have an impediment that prevents and precludes you are making $10,000 less. Can you see? Where is the motiva-
from being on the good side. The essence of your impedimetibis then?
physiologically based. As males, we all have a penis, and you Now let's look at other ramifications here—racist-sexist
do not. Now as quickly as you can acquire one, you can jointhisiking in high school diplomas. The white woman earns $2,000
on ‘the good side’. And the proof for this is given to us by nom@re than the black woman. The white male earns $6,000 more
other than Professor Doctor Sigmund Freud, who has told tign the black male.
thatwomen suffer from?.Penis enviyres, you see, it's scientific Now let's look at gender bias. The black woman is $4,000
Now just stop for a moment because | want you to see thss than the black male. The white woman is $8,000 less than the
progression of this. Because what we have taken is the pesghiie male. And now we have many more white families that are
who was oppressed and and we are turning them into the villgjoing to be headed by ...what? Single parents. Women. See what
You see what | am doing systemically? Where do you find ttieat means. See how people are going to be in poverty. And you
term penis envy? Where is it listed? Well it's inlhagnostic even have gender being more important than race in employ-
Statistical ManualRoman numeral 4, which is used by psychianent—the black males earning $2,000 more than the white
tryinthe classification of mentalillness. So now this woman hizgnales. So what I'm sharing with you is that these are the
become.what? Mentally ill.Yes, she’s crazy. ramifications of sexist-racist thinking in the sense that “the
Now let’s look at her progression and demise. As a littigtimate good” is to be the white male and the “ultimate bad” is
girl, she acted like a ...what? Tomboy. Which was not v@ry.to be the black female.
AcceptableSo she was punished and (she) turned intd a...  Nowwhat happensinthisis that we all pay the price. What
Bitch.Yes, butwhatkind@razy bitchYes, of course. Now you price does the white male pay to be “the ultimate good?” Who
see what people are asking us as males to do is to work in cleggthe highestincidence of coronary heart disease in the United
proximity with the “chronically mentallyill.” That could be a veryStates and who has the highest incidence of colon cancer? So
frightening experience. Think of amanin Virginiawho had to lyghite males are under chronic stress to be “the ultimate good.”
in close proximity to a woman who was declared to be onlyhat is it we demand of white males to be “the ultimate good?”
temporarily insane. He was changed from Bobbit to “Bobbettar'all places, at all times, in all things, white males must always
Alright, now racism or anismthat you wantto do is donebe assertive, aggressive, powerful, strong, fearless, intelligent,
by exactly the same methodology. I'll show you methods so yand independent. If you're not all these things, you're a “wimp.”
see how these things work. If you're going to do racism, theggou are all these things all the time, you’re wives divorce you
(Dichotomous Logis Either/Or) characteristics are “good,” theecause you're insensitive. If you're white and male and you're
characteristics are “bad.” Themhois good and who is bad innot rich, something’s wrong. What could be wrong with the
our country? In our country, to be white is “good,” to be blagkhite male who has had all the opportunities and he is not rich?
is “bad.” Now, if you combine sexism and racism then you corgell, he has not been as industrious and thrifty as he should be;
up with an existentialistic reality that the ultimate good in oe’s not been prompt, he's been late several times. At this
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point, white males should be willing to “give it up.” But becausghen you went to the labor room did the head nurse make query
gatekeepers want to maintain the status quo we give yoabaut your academic standing? Did she promise you something
“secondary compensation,” by permitting you to live in cleagpecial because you were more educated than the others? No,
beautiful, valuable, segregated housing, paid for by oil depleatwasn’'tyour experience atall, was it? | thank you very much.
tion allowances, farm subdizies, and tax shelters. Now what happens is that people become crass because
Because we are an “alcohol culture,” then your wives migy want to maintainwhat? The status quo.
bring you cocktails in the evening—or a can of beer, contingent A h, Nichols, we’re not talking about these women. We're
on your socio-economic taste. talking about those dumb black women down in the ghetto who
Now let's see what happens in the reasoning wheruat lay up and have babies because they're too dumb to do
person comes to an agency, a social agency—and you hawghing else.That's a very crass statement, but people make
been socialized in sexist-racist thinking. How will you see titleem. And sometimes in your interaction crassness must be used
black woman that comes before you? Well, in order for themvitth crassness. So at this point | say, “Well, gentlemen, are you
get anything from the system they must act in a submissine} aware that there is a procedure that preceded pregnancy. If
passive, powerless, weak, ignorant, timid, dependent way. Wioy are so dumb that the only thing you know to do is this, why
do black women live in poverty? don’you just do the procedure that precedes pregnancy once a
Well, they're lazy; they’re wasteful; they're never on timanonth with a good client and they would certainly make more
they have lots of dirty, ugly children. Now, why are these bldtian the state pays, at $40 a month.”
women having all these dirty, ugly children? It'sintheirnature. ~ Butyoucan'treason people away fismsYou must first
They're basically promiscuous and hedonistic. The illigitimagocialize the society to change. So if every time you turned on
children are “worthless” to our society because they drain ouglevision and radio, instead of seeing the black women on
resources and welfare. These women cheat on food stampsAlR@—-shiftless, lazy, worthless”—you begin to see people
they have extra babies just to get more ADC. who are trying to move from that position. Or looked at the
How many times have you heard that litany? And many @fajority of women who are not on ADC but are working two
us, unfortunately, when we see the client believe the “reality tfehs trying to take care of a family. If you socialize people to see
we see.” us as “one yet many” as a nation, rather than separated and
Now, is it possible to change it with reason? No, we célivided, we would beat the global economy that is threatening
only change itwith socialization! Prove it, Nichols, that you cagtir whole nation.
change it with pure reasoning. Well, let's see. People constantly We are more alike than we are different. And I wantto prove
change the rules. That's why it doesn’t work, so let me show yibat to you. How many of you have visited or traveled overseas
what I'm talking about. Whenever you do research work, y@isome time or another? To have had this many people this close
must have empirical data. Alright, I'm going to rely on thiga room this long—this much heat, what would have over-
audience for empirical data. Any woman in this room that has tvéldelmed you by now wherever you we@@or. Armpits and
a baby, please stand. Now look at these women. Look aroifggf would have staggered you by now, wouldn’t they? Alright,
These women have empirical data.. And based on the empiritialyou smell anybody in this room? Sniff around. Don't be
data that none of the rest of us have, please remain standibgshful. You don’t smell anyonetirisroom because the United
you will have another baby just to get ADC checks. A che&kates of Americais the only totally odorless society in the world.
every month for eighteen years. Isn't that interesting. They @thers may be clean, but we're the only one that is odor-free.
satdown. Now if you did research work and you came up witow how on earth did all of us get to be odor-free? Because we
those tremendous findings, you could take a Nobel Prize. Bave been socialized to be odor-free. We don’t care what your
what happens is, that is contrary to what we want to believe opinions are, what your private thoughts are, what organizations
we change the rules. you belong to, but we demand that you be odor-free. You can be
Ah, Nichols, the difference between these women amthember of the Ku Klux Klan, but under the sheets you must
those women: these women are educated and those aBmndlpe..what? Odor freeYes. So, you see, more alike than we are
what we’'ve changed is the dependent variable. Therefore, Iwdifferent.
to ask any woman inthis room that has had a baby and has at least Now, when you change a society through socialization, is
aBachelor's degree—or more—please stand. Alright, how maing permanent change? Well, is “odor-free-ness” permanent in
of you have Masters? Raise your hand. Thank you. How mdhg United States? Well, let's examine that. Anthropoligists will
of you have a Doctorate? So we have Bachelors, Masters, t@fig/ou if a belief system is in the psyche of a group of people,
Doctorates. Therefore, if that is the dependent variable, thirig in their mythology. Is odorless-ness in the mythology of
must be some privilege accorded with this dependent variaBlerica? Yes. Prove it? Alright. Unfortunately—hopefully no
that will color your thinking and behavior. Alright, because yoene in this room, some poor fool got up this morning and put on
have the Bachelors, the Masters, and the Doctorate degrégssame underwear they had been in all day yesterday. By this
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like for the people who report to you having even less informa- ~ When push comes to shove and change occurs, people’s
tion than you do. The chances of them getting stuck in the gnedijor concerns are about what we call'the issue.”l've got
cycle are very great, so we will talk about that a bit today. a family to raise, I've got bills to pay, I've got a mortgage, I've
The next thing that happens—I'm going to skip one hemgot kids to send to school, and I'm going to do whatever it takes
and I'm going to coveritup sothat don’t confuse you—the netxt protect that. What they don’t understand yet is that the best
thing that happens is that there is a lot of confusion awdy to protectthatis to go with change. Right now they believe
ambiguity during the times of change. Ambiguity is our fifty cehat it is to protect the way things have always been, rather than
word for the day. All it means is that any time there are maiee way they need to be in the future. And that's really the
guestions than anybody has answers for—that's what wansition that you have to help them navigate.
would define as ambiguity. So do you see thatin your organiza- Now the story that Beth tells about self-preservation is
tion? People asking you lots of questions and you simply doaite that most of you probably know but it makes the point well,
have the answer. You know that if you gave the answer it woslal I'm going to tell it anyway.
be different by tomorrow. Two guys out hiking in the woods and noticed that a
And so you can count on “loss” going on, you can cougtizzly bear is off in the trees, just kinda watching for his chance
on confusion. If you imagine everybody you run into in the hab pounce. One immediately wastes no time, sits down, takes off
is grieving and confused, what does that do to the trust leviei® hiking boots, rips off his backpack, laces up his Nikes, and
Sendsit straight downhill. So there’s a deterioration of trust, aa#les off running as fast as he can. And his buddy hollers after
that's based on several things. One of them is, lots of peopi®, “You got to be nuts; there’s no way you can outrun that
have heard you say one thing on Monday and something gsezly bear.” Some of you know what the response is. “l don’t
on Wednesday. They begin believing that you cannot bave to outrun the grizzly bear, I've just got to outyou.”
trusted, you change your tune to whatever is being danced. And Now, thisis nota person I wantto hike with. You might do
the truth is youlo change your tune, and that's why you can keecheck before you head off into the woods here with anybody.
trusted. But that’s a shift they've not made yet. But what you see here is what is going on in organizations. You
They need to begin to understand your role as somebdnitychange into the organization. And they say, okay, | don't
who updates them as quickly as you find out what's happenihgye to outrun the change, all | have to do is look a little better
not somebody who is “in control” of all the factors that keefhhan you whenitall shakes out. Now, that means these dynamics
things happeninglf there had been occasions where you'vieave an affect. If these are going on in the individuals in the
been involved in things where you've not been allowed to gigeganization, then imagine what happens to the organizational
good information to people then seewhat’'s happening. Youdymamics. Communication fails almost immediately.
around your organization, you know what'’s going to happen, That's likeadomino falls and the rest of the dominos fall.
you know you can’ttalk about it, so you're laughing, joking, anthe dominos that fall are our customer focus, productivity,
having a good time with people. Two days later, you get taoral, loyalty to the organization. All those things begin to go.
announce something, and what do they say? “Well, he wadliow the reason communication is such an important one in this
here happy enough the other day and he knew what was gaiogtext is this. When change occurs—we established yester-
to happen, why didn’t he tell us?” There could be 150 goddy—there are going to be problems. So, if people are in self-
reasons why you didn't tell them, and does it matter to the trpséservation mode, what are they doing with problems they run
level? No it doesn’t. So, the key is, you need to give peopler®? Just slide those “suckers” under the carpet and hope they
much information as it ikegally possible to give them and asblow up in somebody else’s face. And so they are very unlikely
early as it is possible to give it—even knowing its going to be bringing bad news to you.
change immediately. In the bookBusiness as UnUsuaine of the things that
(That's) very different from what most of us as managersu’ll see is a guideline for managers during transitiga:
learned. We learned that it was better to wait until youatlad looking for bad new#\nd again people say, “Wait, why would
the information before you communicated. Well, if you're goindo that? I've got all the bad news | can deal with. | don’t want
to wait until you have all the information now days, you are nevierlook for it.” So I'll tell you a story Senator Markford uses that
going to have that. You wouldn’t communicate from now to thmakes this point better than any I've ever heard. He talks about
year 3000, because the information is overwhelming. Now, wiaatt older man who is taking his produce to market on an old
happens as a result of the destroyed trust is people move @otantry road and he’s in hiswooden cart pulled by his horse with
a dynamic self-preservation where they bunker in and decidéi® dog in the back. He pulls out to cross the highway that's
protect themselves in varying ways. Either by hordingetween him and the market and a pickup comes around the
information..because I'm the only one that knows this, thexorner speeding, smashesinto him, breaks his cartto pieces, and
nobody can take my joBo they don’t share information, or bythere they are lying on the ground, wounded. Now the next thing
not sharing budgets, being very self-protective. Continued on page 44
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is, you switch to the lawyer’s office and the old man is saying, Itwas one of the most powerful metaphors I'd ever heard.
“lwant to sue this guy who hit me. He really took a lot from meHe said, “l used to notice when my wife wore these stockings
And the lawyer says, “Now wait a minute. At the scene of thdth the big ugly seam down the back, and somehow the other
accident didn’t you say you were alright?” day it occurred to me, that they found a way to weave these that
He says, “Yeah, but let me give you some context for thave no seams anywhere. We're dealing with an organization
| come to, my arm is bleeding, there’s parts of me | can’t movkat’s got a big seam between legal and research and develop-
I look over and | see my horse on his side, his eyes roll backriant. Another big seam between R&D and Exploration; a big
alot of pain; | see my dog over here on his side lolling his tongsgam between Financial and people in the field. What we need
out and whining; and about that time a policeman comes alotodo is creata seamless organizatiamere we all understand
He gets out of the car and he goes over and he looks at my htivagesources that are available. What we need to do is come in
on his side. He pulls out his gun and shoots him. He walks oaed look at the work to be done—the universal work to be
to my dog, pulls out his gun and shoots him. He walks overdone—and ask ourselves one question, and thiiois: do |
me and says, ‘And how are you, sir?’.” | said, “l am fine; | agontribute and what do | need to learn tonight so that | can
justfine!” contribute more tomorrow?
That's what happens in organizations and so, when So what you see is all of a sudden peopleight about
change is occurring and you're noticing that people are creatihgir job being in danger, because theirdgebcriptionor even
and having problems with it, one of the things you have to the concept of a job description had become completely obso-
is be very, very sure that you cannot in any way be perceivededs. That's hard to correct on. However, what they don’t
somebody who will shoot them if they say anything other thamderstand yet ithat all it takes to protect yourself is to begin
“I'm fine.” They need to have an environment that realtp look toward, What do | need to dgtotect the future of the
encourages them to bring those problems to the surfaceo@mnization not its past?And that's the shift that you're
something we can all solve together rather than hiding thentigéng to get them to move through.
that you can protect your own turf. Very important to do! You will see them being very busy during change. In fact,
Now, when communications fall, productivity goes with ityou announce a change, you'll see people moving faster than
We talked about that slump last night. The commitment to ttieey have in twenty years! That doest mean they are being
customer dwindled not because we turned “bad” all of a suddproductive. Very often they are being busy and they don’'t have
but because so much of our energy is internally managing awtue whatthe critical priorities are. So you have to communicate
own pain. That amount of energy is no longer available to (githat very clearly. Left alone they’ll focus on fears as opposed to
to) customer focus. We totally lose sight of what our competitiopportunities and left alone they’ll try to re-invent the past as
is doing because we're busgmpeting internalljor jobs that opposed to inventing a future that they would care to live in.
we perceive are now limited and endangered. And so all our As a way of looking at what happens when you try to
energy, if we don’t watch it, is going to “fold inward” on thecommunicate the bestway you can, I'm going to give you a little
organization and collapse inward on itself. And that’s the battjaiz this morning. If you've got a pencil and paper, you're
that you're fighting. welcometo use it. If not just use your memory because when you
So your job basically is to re-focus energy. That instegd to a meeting you'll find people that do and people that don’t
of having it focused dME issuesyou begin to help them movehave paper and pencils with them—it doesn’t matter. I'm
outward to marketplace issues. What's happening in the markgting to show you a list of twelve words here and give you 20
place that we need to be addressing? The way to protect \gaaonds to memorize as many of those as you can, and then I'm
job is to protect what protects you, and that's your customeisng to turn the overhead projector off and | want you to quickly
and clients out in the market place. Instead of internal compg@i-down or rehearse in your mind as many of those twelve words
tion, how do we begin to build into them an awareness tbft you can remember. Ready? Go.
boundarylessness; an awareness that we're all a part of this same OK, how many of you are absolutely certain you remem-
molecule, if you will, and that we all need to just help each otHeer all twelve words? It's never happened yet; | keep asking.
out. How many of you have 10-12 that you're sure of? How many
The best description of that is brought to me by drave 7-10 that you're fairly sure of? Picking up the rest of the
energy company executive. Each of the executives was changeam. Now, one more question. How many of you have the
to come with a metaphor describing the legacy that they wanteardEATon your list? And there could be a number of reasons
to leave their organization. And this big old ruddy-looking ofbr that. One of my favorite activities, for example. Or it's
executive shows up with a pair of his wife’s pantyhose. Nowsbmething that | would like to do again soon, or that | have
you can imagine a young female like me in a room full of ottbne. What else? It's short. It stands out a little bit from the
crotchety oil company executives, | didn't know what was itcontext, and so when you find things like that, that's a clue
store. But | thought it was negative. It was not. about how to communicate during change. Make it stand out
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from what they’re expecting to hear. Keep it short and to thee organization. Not hard if you look at it in that light.
point. Make it relevant to something that's important to them.  But people look at it as you got up in the morning, rubbed
Now, how many of you have the w&dEEPon your list? Keep your hands together, and said, “What can | do to make their lives
your hands up and look around the room, because | would sagerable?” I've not met a single executive who does that. But
that’s half or more of the room, and that is the one that | wollfye met many employees who think that's the way you operate.
about a little bit. Where did that come from? That's the conteithd so, begin to get up and say, “What we do is for the good
you know. Thashouldhave been there. Where do we get thaft the organization and it may hurt some individuals, let's work
information? Everything about our past has taught us that ttegether toward mutual success.” What you're up against is
word ought to have been on that list. It's a significant “omisayths that they will make up.
sion,” and yet it's not on the list. Some other challenges that you'll face— just a review of
Now, do you ever make announcements about changelast night. First of allthe truth keeps changiri§y the time you
your organization where you are deliberately leaving things efly something it will be erased and on to something else. New
that they are expecting to hear? Guess what they do with tistyfes and vocabularies will continue to emerge as your agencies
They go out and they make it up because they “heard” you saange. Information will take new and different routes; it gets
that. And then they find the other 50 percent of the room algary confusing. Who do you include and who do you notinclude
“heard” you say that. And they swear its true. They'll take ymn messages that you send on e-mail and that sort of thing?
to court over it. Messages get watered down. People start doing a lot of “com-
And yet, be very careful what you swear to. Because weinication”, that you “read” a message fon@aningand it's
would have sworSLEERwas on the left and look how right wereally not in the communication; thus, it was just a kind of a
would have been. So you want to encourage people to check@4A” thing to have in the file. Hours go to reading that kind of
the source of their information. We want to encourage peoplaitthing. Those are things that filter their communication. People
document what they say so that they can hold each othdl filter it through those.
accountable for accurate memories. And you want to begin to  Others arskepticisnandlack of trustBe very aware that
help people understanditto trust their memory. Their memoryeven though you’re saying it, people who used to trust you
is about re-inventing the past. What they need is creativitypimbably will be skeptical. Everyone is wanting more information
help in the future. and “better” answers than ever have been available at the very
Other communication difficulties you're up against—time that you feel less committed, less able to commit to an
information gaps invites what we céthyth management” answer—or felt there were more things to be communicated —
which is people putting myths in the gap. Now the myth that wad the rumor mill is working overtime filling in the gaps that you
talk about are little pieces of truth that get embellished so theve not filled.
myths you'll hear are things like: “What | do doesn’'t make any ~ Now the bestway I've seen of dealing with the rumor mill
difference anyway.” Now, there’s a piece of truth in that, isn%$ a little bit out of the ordinary. A woman took a big ole cow bell
there? We all have limited influence, yet what we do makesuad put in on a table on the floor she managed. She said, “Now
difference. here’s the deal, this is tmamor mill bell. Every time you've
Think of the people who come in with lousy attitudedieard a newrumor, youring this belland we’ll alldrop whatwe’re
They definitely make a difference! Not a positive differenceloing and we gather around. We discuss the rumor, pro and con.
Another myth is: “They don’t know what they’re doing—thos#&Ve add to, subtract from anything that we’'ve heard, and when
dumb executives.” Well, is there any truth in that? Yeah! Wiwee're done with that, we go back to our work.”
could possibly know everything about what they need to be Do you suppose she gained or lost productivity with that?
doing when times are changing that quickly? However, ftirwas a tremendous gain because people no longer had to go
them to assume that, then, means that theyntdd anything throughthe game of you tellme, and I have my reaction, then you
they say is the “wrong assumption.” So there are some realitisgen while | whisper it to the next person, and we see what their
that need to be countered, not by denying that there is anythisggction is, and then we all listen with one ear. It could take an
in what they’re thinking, but rather by filling in the gaps anentire day where people are only half focused on the job, if you
saying, “Yeah, | don’t know everything that I'd like to knowdon’t deal with the rumor mill head on. What's fascinating to me
about this. That's why | need your help getting this changeiso/ou’ll be amazed how many of your employees are surprised
work.” to know that you know that that rumor mill exists! So, putting it
“They don’t care about us anymore.” Are you hearing thatt in front is very useful.
one at all? “Top management doesn’t care.” Well, think about  Now the next that are available are listed in one of the
what'’s the most peering—to take care of individual people wbooks—I'm going to zip through very quickly. It's very clear
may or may not be high performers or to take care of tivbat they are. It could be a useful way to talk with your
organization and protect the most jobs possible in the futuresaiployeegsirst myth ,“This will go away."We heard the other
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Continued on page 46 real, very present things that we see in organizations. People
last night. | made a decision not to think about it, because it felally want you to be “ next to God” in your knowledge of
bad to think about it. what's going on in the world. Although | acknowledge that

Thesecond mythis,“Itwill helpif | getupset aboutthis.” you’re very close, there will be things that you don’t know.
Somehow if they only understood how upset | was, they would  Now, in terms of the kinds of communication that we
go back to “the old way.” Truth is, you need to be very carefuéed, it's interesting to look at the stages through which we go
to pick battles that are big enough to matter, still small enoughiesistance, and these are similar to the stages of grieving that
to win, and they haven't understood that. Elizabeth Kubler-Ross talks about. So those of you who know

Myth three, “It's a bad thing for my career.Automati- that will see some similarity right away.
cally they think it's bad for their career. Garrison Keeler'squote  Thefirst stagethat occurs is yoannounce a changand
is great: “Some look wise—not in what you thought you wanted that curve starts, first thing is people move into feeling
but in getting what you have, which once you've got it, may xetrayed. “I cannot believe that they are doing that.” “What are
smart enough to see it's what you wanted had you known! ” Tthey thinking of?” “They’ve never talked to my customers or
saying that fast five times! they couldn’t conceive of doing this.” “They sold us down the

Myth four ,“l can justkeep doing my job like | have been.tiver.” “It's not fair.” “It's not what | signed up for.” “I don't
Stick your head down and you just decide, “I'm going to ignokaow; how could they do this to me?” Do you know that feeling?
the change until it goes away. You need to really begin to fodsw, we've had it as executives. Haven't you? The world does
onthatifyou’ve always doneitthatway, it's probably out of datkat to you; however, your employees get it later, after you're
by now. All these problems prove the changes are bad for tteme with it. And the danger is that you forget how that feels.
company, problems are the price of progress. Top management Second phass—this one hurts—eventually we have so
knows a lot more than they are telling.” | love these. much of our energy tied up in the hurt that it doesn’t pay any

Mark Twain said, “Those gratified, be able to answenore, so we take that energy and we put it outward. Unfortu-
promptly.” I said, “l don’'tknow.” How many of you as managersately, we put it outward into the state caltkhial. You've
feelthat saying “l don'tknow” is an unacceptable response. \Weard the old line, “They call me Cleopatra because I'mthe Queen
were taughtreal clearly that that was not acceptable, and nowaf' ®e-nial.” Well, that's what happens there, not just a river in
unavoidable. The quicker we get on with teaching peopleEgypt. You are going to be swimming around in denial for awhile.
expect welon’tknow all the answers, the better. And then I lovieeople will put their heads down in their work and they simply
Bette Midler’s, “I never know how much of what | say is true.ecide, “| have seen changes come and go; this is just one more
That's changing that fast. program of the month; | am going to ignore it, and it's going to

Harry Truman—"“Give ‘em Hell Harry."Management goaway. I'm goingto keep doing my jobthe way it's always been
doesn’t care about udw wait a minute, remember Truman'sgone and I'm be fine.” Now, particularly if you're in an agency
“I never give them Hell, | just tell them the truth, and ttiegk  that has a lot of political appointments in it, what form this takes
it's Hell.” Very good quote. is, “Oh, well, they’ll only be in office a few years. Meanwhile,

“I'm not in a position to make a difference,” we talkedve’re the ones that keep things running. And we’ll do it exactly
about, “It's top management’s job to make these changdise way we please.”
work.” “Our problems are mostly behind us...what we haveto  When people start noticing that they are doing things
do now is nofight the solution.”(Stults) That's a real useful exactly the way they've always donebitthey are not any
kind of quote to toss around to people. Becausettiielythat longer getting the numbers or the results they are being account-
you as an executive “make a solution,” and then all the probleatse for, then they move intatard stagevhich begins to be the
are gone! No. You've just created a new set of problems. way back up the curve. Unfortunately, it's not a pleasant stage

“They don’t know what they’re doingPure and simple to be in. It's what we’ve calleidentity crisis. And if you think
truth is rarely truth and never simpland then, “The changes about the first identity crisis you and | mostly remember, it's
weren't really necessary.” And you've probably felt like Alicgorobably the one when we realized, my goodness, the rules for
Fagacy. “If you really wanted to help me out, you’'d have matieing a child aren’t working for me anymore; I'm going to have
those suggestions when the vote was still open.” to grow up. And we enter a stage caliddlescencejon’t we?

Between 1:00 and 4:00 on Saturday afternoon, 25 seconds Now, what's fascinating (is) that in organizations we
between playsjot on Monday,know the right thing to do...on realize the rules | have functioned by just aren’'t going to work
Monday. So what we're going to talk about now is how you saaymore; I'm going to have to learn some new rules. And we're
people through resistance. How do these myths help yindully as much confusion asthe adolescent is because we don't
identify what stage of resistance they're in and what kind kfiow what those rules are yet. We've seen a few people as
communication do they need from you to move that quickly aegecutives as examples. We may have some samples to go by but
get on with helping you solve the problem? And these are véaggely we’re going to make it up as we go to fit ourselves. So if
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you think up some of the characteristics of adolescent peopite. I'll bring you some information, and meanwhile, all they
know, what words come to mind? Mood swings at all? Up oneed from you is clear information about what's working and
day, down the next. Rebellion—pushing against the limitwhat's not as they try to implement it. What you don’t need is
Mom and Dad get real stupid for awhile. If they would just agintasies about what thégn’tthink is going to work when they
me, | could tell them a lot about how to make things better hemaven'ttried it yet. Very big difference. They're going to accuse
They're the ones that got the world into this mess; why showyldu of not wanting to hear bad news yaudyou didn’t want
| listen to them? Those kinds of things. to hear. Truth is, what you want to hear is bad neswspad
How about the old—my favorite, “I didn’'t asked to bdantasiesSo there’s a big difference there to communicate this.
born.” What do they obsess about and worry about and tBlaw, itwould be real nice if we allwent through these at the same
about on the phone about for hours? Am | attractive? Do thige and in a straight line. We could announce, “OK, we’ll do
like me? And, when you look at adolescence trying things dretrayal Monday, denial Tuesday, and by Friday we’re cookin’.
I look at Nathan, we’'ve got this whole pack of things that haWe’re changing—adapting.” Itdoesn’t occur that way. Instead,
been abandoned in mid-stream, from football to basketbalivtbat occurs is that first of all we go through it in a spiral sort of
trumpet to guitar to saxophone to three-piece suits to pink haifect based on who we talked to last in the hall. We can go up
to everything. And what they do is they try on identities. Aralcouple stages or back a couple stages. We're very much having
they work them for all they’re worth for a few days and then they impact on each other, moving through these stages.
say, “No, that's not me” and they throw them away and they start ~ So the first thing people need to be accountable fnis,
again. Now eventually they hit on who they want to be, dori’helping people move through their resistance or am | “help-
they?Tell me they doThey come to you and they say, “Okaying” them go back and stay stuck by the things | do?
mom, here it is. It's what I'm going to do.” Now, what's your Second thing that happens is usually executives have the
response going to be. “Oh, yeah, right! What's this one goingpst information first about what's going to happen so they go
to cost me? "And the truth is theyay haveust resolved their through this cycle themselves. Behind closed doors. Nobody in
issues and moved into the final search for solution in spadeshaf organization knows you go through that. You feel betrayed
managing that transition. by the market place for having done this to you. You begin to
Now, how does that sound in organizations? As you lodkeny that you are going to have to change your strategic
at identity crisis, you see people going through mood swinggerating plan at all. You begin to realize, “Oh, my gosh, we're
You’'d better be ready for it! They will be up one day and dowrot getting the results we want.” You begin to throw programs
the next. Rebellion, pushing against any limits you set, aatthe wall trying to solve it; and, eventually you find one that
changes you make, trying to find all the things that are goislgows some promise; you begin to implement it and stick with
to be wrong, trying to point those out and make them not woitkand what do your people say? “Oh, yeah, right—what’s this
What about “I didn’t ask for this change.” Yeah. When yogoing to cost me?”
think about “I didn’t asked to be born.” When children say that  And so all of those things are very appropriate but if
to you, what on earth do they want you to say? “Like, well, I'meople don’t know that's appropriate, what they think is that at
sorry. You seem to be alive. Shall we do something about that#$ stage you “lost your sense of leadership.” No. You didn't.
Bill Cosby’s response is, “Son, | brought you into this world Your sense of leadership began to be defined by your courage
can take you out.” | think that's a little rough, myself—I havenih trying things until you found what was going to work. Now,
used that one yet. unfortunately, most of us, when we come to this point and have
Butwhen people say, “l didn’task for this,” it's very muctiound something that is appearing to work and getting some
like that, isn’t it? Whether or not this was the right changgood feedback, some good numbers, we get pretty tight, don’t
whether or not it was necessary,titischange we have in front we? We're tired of feeling bad and we get excited and we begin
of us, and until we do our best to implement it, we’re not goingcommunicate. This is what we’re going to do. And we tend to
to know if it's the right one or not. So people will actually resiste at that point what we would call: “communicate in an inspi-
out of a sense of protecting you from making a mistakerational fashion.” Bells and banners and slogans and, boy, this
protecting you from shooting yourself in the foot. You need te going to be great.
clearly communicate to them you do not need to be protected, Trouble is, where are your people going to be now that
and that what you need from them is a lot of energy toward gfer've worked all the way through that and made that announce-
implementation so that you can figure out what pieces were gooent? They're going to be clear down here. Starting over. So
ideas and what were bad, and move on as quickly as you cahéoe may be as much as a three to six-month gap between what
correctit. stage you're in and what stage they're in. And here’s where that
They don't understand that is part of what it is to bel®comes a problem. If you think of how people feelwhenthey're
change agent, but when the voting is over, it's time for “me” o betrayal and trying to pretend nothing is going on and if it is
help you implement. When the voting is open again, I've gotad it hurts, and you think of the one form of communication most
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Continued on page 48 But when you make that decision to stay, you're making
guaranteed to annoy them. What would that be? They just aréimétt decision tonake changandmake it worlkas part of your
open to receiving on that channel. Now that doesn’t mean yjob.
can’t hold out a vision. Now, when people are in denial, what they need is

You very much need to hold out a vision of where you'iestructionThey’ve moved into the decision of, “OK, I'm going
headed. What yalon't need to do is minimize the pain and th& stay in the organization; I'm clear about that. That's not a
problems that they're feeling and try to push them into thatoblemto me; however, | don’'thave a clue what they're talking
vision too quickly. What yodo need to do is respondttzeir about with all this change. So | think I'll get by with just doing
needs in ways and communicate. itthe way I've always doneit.” No. They need alot of instruction,

Now when you're in “betrayal,” thinking, “Oh my gosh,a lot of follow up, alot of “No, you got the results but you didn’t
how could they do this; I'm probably going to be cut loose; I'met them in the way that we're trying to orient, so we need to do
going to lose my job.” What do you actually need more thémat.”
anything else? People tend to think you need support and Somebody was talking to me last night and saying, “Isn’t
reassurance and stuff. Well, wait a minute. Be careful that yibimteresting (that) when you hire peopleinto replace people who
don’t start promising things that you can’t deliver on. Used keft, they don’t have that problem. They don’t bring all that
be, we could say, “Now you stick with me and be good to me amidtory with them.” And so one of the things that we advocate
I'll take care of you for life.” How many of you still feel comfort-is, begining to relate to people the fact tleaery time the
able delivering that promise? No way. It takes once, somebanganization changes they need to think of themselves as
seeing that you make that promise and didn’t deliver until, wHatand new employees in a brand new organization with a
happens? Trust down. So, what we saytisye is one promise brand new jobThey need to be willing to let go of everything
and one promise only that you can deliver on and that is if yihey know about how to do their job and begin to bring to it the
promise that change is to continoéu can deliver on that. enthusiasm, the courage, the curiousity, the excitement, that

If you sell change as the way you’re going to help thieeywould bringto a brand new job and a brand new organizaiton.
organization survive, that's a “promise” that you can deliveron.  And that'’s a little harder to do when it's something that
Now within that, though, what (do) they need more than thggu're familar with. In order to give you some sense of it is
need reassurance—because reassurance would be false? \&a'néort that goes with that. What I'd like you to do is just catch
in changing times witmot a lot of reassurance for any of usyourself being familiar—take your watch off and put it on your
including our organizations. other wrist. Now what | want you to do is notice several things

What they need isformation, down here. That's infor- about your response. First of all, how long did it take you to get
mation aboutVhat do you think this is going to look like? Whatsed to it being there so that you don’t do this 250th version of
do you think the structure is going to be? What's my job goitigie telling. And ask each other a lot what time it is today and
tobe? Whoam I going to reportto? What are my authority limikeck this out. The second thing is to notice that it's not going
going to be? What kind of job responsibilities do you suppdsdeel natural here until you've probably gone through telling
I'll have?Not necessarily nailing them down, but the more ydbe time this way 30-40 times in a row without a change.
can nail them down the better people will be able to function, Butinterestingly enough, you can also predict that in this
because what they're looking for at this point is this. | needom, there were a variety of responses just to the instruction to
enough information to make an adult reponsible decision abmke that change. Some of you immediately popped your watch
what direction the rest of my life is going to take. And whethewer there; that’s fine. | love these little things, that’s cool, |
it's here or whether it's not. learned something. Some of you went, “OK, I'll...” Some of you

So the good news is that they will make that decision; thaid, “l got the point; I'm not changing my watch; there’s no way
bad news is you mayotwant them to make that decision. Yowshe can monitor everybody in the room.” Now in addition, some
may want them to just blindly follow you. Theymetgoing to of you will be outthe door in the first break changing your watch
do that. So the quicker you give them information, they quickeaick. Some of you will be wandering around at 10 o’clock tonight
they can make aresponsible choice aliutwantto play this wondering is it okay if | change my watch back.” So, what that
game and do | wantto be on this te#n@ as soon as they maketells you is that we each have very individual responses and that
that decision they can bring their energy 100% back to yourrfikes your job as an executive and as a manager quite challeng-
they make the decisiorotto be on that team, then all you caing. Because everything you say about change is going through
tellthem is what Norton has on the wall, and that is, “If you qudll those filters and being interpreted with individual ways. And
please resign on the same day.” you have to be able and willing gpend the time and effort

So, sometime you need to facilitate people through; yoammunicating to people from wheteey are and not from
are not allowed to quit—and continue coming in, sitting in yowhere you arenot from where you want them to be but from
chair and picking up a paycheck! where they are. They need a lot of instruction for a long time.
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When they move to identity crisis, | would say whatthey ~ So | mention ever so sweetly, “Nathan, it really is not
need is more encouragement—or invitation to keep learnigpl that we just continue to sit here with our nose out in the
keep trying. road; you're going to need to move along.” And he says, “Mom,

The example being, Nathan (my son) recently got Hige forgotten which is the brake and which is the gas.” So, we
driver'slicense. In Texas, whenachildturns 15, it's animportatd a little drill of brake/gas, okay. Then | suggested that it might
right of passage. That's the day they can go to the DMV and getgood for him to un-grip the steering wheel and shake his
their provisional license. And what that means, basically, is feainds and take a deep breath, and then he pulls out into the right
one year they are allowed to drive the car as long as Mom or Dtk at about five miles an hour.
is in the car with them. | don’t know why they decided to punish ~ We’re going in the right lane. | said, “Nathan, you really
parents in this way, but it's a Texas tradition. So Nathan, on tieed to kind of speed up.”“ljust can’t, Mom.” Well, at this point
day he turned 15, Mom s nottraveling. Sheisthere inthe schidml ready to check out. | don't care if he stays in the right lane
yard at2:30. We go rightto the DMWg don’t pass GO; we don't to go around the globe and we come back eventually. I'm out of
collect $200we’'re getting that piece of paper. He walks out withere. So | just begin to try and keep my calm. Sure enough his
his piece of paper, and guess as to what he wants to do? Doordidence become back, he changes lanes, makes a left turn.
home.My car. Not a scratch on it, so far. Three to four quarters of the way home the color begins to come

He getsinthe car—I've really lost my authority. | could bleack into his face, you see his confidence returning.
areal jerkand notlet him drive home, butthisis aright of passage, Now, again, real tempting moment. What do | wantto do?
for heaven’s sake. He gets in the car. Now, in my head | kndvgw, I'll drive the points home. “Nathan, tell me. What just
he’s got the information, he’s read it, he knows the rules. Thappened.” Can't you just hear? I'm very good at that. But
way | know this—he’s been correcting every mistake I've madtestead | say, “Okay, | don't think it's time yet. I've seen him
in my driving for two years. He’s had the instruction. He hasraspond to my preaching by going .... ,s0 maybe I'll just wait a
signed piece of paper from someone who has ridden the stre@taite. Sure enough, Nathan says, “Mom, | almost got us
of Carrollton with him and watched him, saying, “He’s probabkilled.” And | say, “Yes, | know!” And he begins to draw out of
going to be fine.” Now, alihatl know. He gets in the car and heme my thoughts about, you know, what do you supposed could
begins to try to build my confidence. He adjusts the mirror; have happened if | had had kids in the car with me from church?
adjusts the seats; and he makes sure I'm strapped in and Se&ry thought, isn’t it, Nathan. Driving is a big responsibility.
strapped in and the radio was not too loud, and all these thigsd he begins to read me all the awful things that has been going

And then he looks behind him and he begins to back dhtough his mind for the last several blocks.
and pullthrough the parking lot. And if you've gone through this  Ithenrealize he’s much harder on himself than | could ever
you know. What happens next is his body begins to actuddy and if | leave him alone he’ll learn that lesson. What he needs
“grow” as he realizes howool he is. And as he’s payingfrom me is encouragement and a belief that he is smart enough
attention to all that. What's hetnoticing—the traffic!Details, and a responsible kid, that he is going to make good decisions,
details. Sure enough he pulls out onto Old Denton Road, rigihd that he is going to use this to learn by. Now, why do I tell you
into a stream of oncoming traffic going about 50 miles an hotinis story as we describe identity crisis? Those are the feelings
By the grace of God, there’s an empty lane. They're ableltwant you to recognize. You're going to find things that make
swerve, screech their brakes, honk their horns, and send fou/each other grab your chair and say, “Almost got me killed!”
some educational hand signals that he’ll find useful in his furtbemd when that happens you simply cannot revert to the authori-
driving. And meanwhile, Nathan freezes to the steering wheglian, “telling them how itis” attitude. Can’trevertto preaching
and slams the brake on. to them. Whatyou must do atthat pointis use itas an opportunity

Now, if you're guessing what my most heartfelt desire te really build their confidence that they are going to be able to
in terms of ways I'd like to communicate with this human. Anfind a way to become successful under a new set of rules. It is
guesses®ut of the car you idiot!! How could you do that?robably the toughest job you will face as managers.

You’re never driving my car again!! Now, clearly you have to know people before you know

Think. If | do that, what happens to his chances tifiat's appropriate. There are adolescentdthat not raise for
becoming a successful driver? They have just begun to detewtbom that would not be appropriate. The knowing what to do
rate because he’s going to have to choose one of two strategigbat stage is depending on my relationship with Nathan and
One is)'ll show her,and he becomes a real arrogant driver; on the fact that he does have good sense, is responsible—some
one is, he becomes ultra-cautiousneither of which is my of those things.
desire. So | have a decision to make there—as a manager of a So you will find employees that get there and are not very
person in an identity crisis. And that is, take a deep breath, sligart. They're going to need a different strategy, but most
my fingernails out of the upholstery, and try to strategize hgweople know what they need to do. We show them the workbook
we move forward. calledNew Work HabitsAnd they say “these aren’t new.” We
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Continued on page 50 Those are tough decisions that occur as you begin to see
say, “No, they're not. Are you doing them?” “No” And that'people through this. If you don’t take care of the people who are
really the rub. It's that most people know the information aborgsisting and help them get through their resistance quickly,
what they need to do; they haven't figured out how it looks dimey get stuck in it. Then you have some real nasty dynamics to
their job and they're terrified of the consequences of makidgal with. If you look at some of the dynamics that occur with
a mistake. And that's what you're up against. that there’s a story that we can briefly talk about.

So first of all is experimenting and brainstorming, not (Let me flip through the overheads that I'm not going to
having a set way of looking at it but beginning to help peoplee and get to where I'm going to be.)
figure out how to do things differently on their job. The thing in Now the story is that there were some anthropologists
identity crisis that comes is that you begin to manage the rewasti® were studying a monkey clan on a South Sea Island, and
and the consequences and what you'll see is as people tnwlat they wanted to do was to introduce change into this
change behavior, there are rewards and there are consequemmesey island and find out what the response would be. So they

Now we’'re real clean about the rewards for doing som@amped sweet potatoes on the island. Sure enough, the mon-
thing. What we’re not as clear about is that there are also rew#elgs figured out that you could eat these things; however, they
for notdoing the change. Then we're real clear that there averea lot of trouble There was a lot of sand and grit on them,
consequences for doing something. We're not always as claad why don’t we just stick with the bananas and coconuts and
that there are consequencesrfot doing them. things that are easy, that we know how to do. So there was a

So let’s look at an example here. Is anybody here with mecision madeJust going to leave those alone, they're not
onthatit’s hard to start an exercise program and stay with it? Gieresting, there’s not an opportunity thérkeey all went their
Now, do we all know that it's good to exercise? Absolutely. Sway—except for one little monkey. The anthropologists had
what are the rewards we get from starting an exercise prograrafhed her Emo. She was a little “whipper snapper” adolescent
We get to live longer and we get to be slim and beautiful ansbnkey. She was looking at those potatoes one day and she got
energetic. What are the consequences of starting an exeris®us. She picked one up, the light went off in her eye, she
program? We sweat a lot. We’re sore. We hurt. We have to firatried it down to shore, washed it, took a bite of it, and had a
timetodo it. Now, what are the rewards of not starting an exeraisajor “conversion experience/ow! These are so good with-
program? | can live in denial. | can use my time other placesuit the dirt and the grit and the sand on them! Why, I'm onto
don’thurtimmediately. something!

What are the consequences of not starting one? Eventu- She began taking them down everyday and washing them.
ally, 1 die! Probably a painful death because | didn’t take careArid knowing what you know about monkeys, what would you
myself. Now, whatwe end up with is this. In what time frame fropredict the other monkeys db®nkey see, monkey ddo the
immediately to someday do | get the reward for starting this neame thing. That's what the anthropologists predicted and boy
behavior?SomedayWhen do | get the consequences? Novdid they get a shock. Because what kicked in wamkey
When do | get the rewards of not doing it? Now! When do | getlitics, in a big way.
the consequences? Now! When do | getthe rewards of notdoing Emo did not have the status to contradict what the elder
it? Now! When do | get the consequences of not doing ittonkeys had decided. And so they decided that she was being
Someday! deviant.They had already decided that there was not an oppor-

And so the key issue for people in tldantity crisis state tunity there; she was going to have to be punished, see if we
is, for you as a manager to be very sure that these twmarecould get her back into the fold. So they began throwing rocks
possibilities. That what you'’re going to managaaking sure at her as she washed her potatoes. Now Emo was onto a good
that they get rewards for doing the things that are changgng. That would be like throwing rocks at me for eating
adapted And they get consequences for not doing things ttatocolate; it would have basically no effect. So, throwing rocks
are change adaptive. at her, she was down there eating her potatoes.

Now in state and federal agencies | know thatthere’salot  Now pretty soon one of her little buddies gets curious. He
of worry aboutwhat that might be. Clearly, whatwe're nottalkirsneaks downWhy is she willing to take all that abusel2
about here is only monetary reward. What other kinds of awatdstes the potato. Immediate conversion. You can almost see it
are available within companies? Organizations? There’s a leappening in his head. Smart chick! I'm hanging out with her—
aren’tthere? Getting the best projects. Getting a lot of air timetfiis is a good thing. Now there are two of them going down to
meetings where you get your opinions listened to and respectiee.shore. And the rocks get bigger.

Getting a lot of recognition for contributions you’re making. Well, pretty soon the parents get curious. They come

What are consequences if you can't fire people? You rteaking down to see why their kids are coming home with all
themin places where they can do less damage that are low stheese bruises! Now, I'm kind of interpreting loosely here—that’s
places. You begin to disable their power struggle with you. what | think they were doing! At any rate, they sneaked down,
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they took bites of the potatoes. Now there’s six of them. Remember the Fosberry Flop over the high jump? They
Because once you had experienced it, it was real clear it wasd always gone at high jumps frontward. Fosberry one year
good thing. However, now it was getting to be a “cult.” Now iaised the bar a goodly portion, by running up and doing this
was really dangerous to the status quo. So the status awéul flip over backwards, this “Flop,” it was named. And how
monkeys began throwing bigger rocks, they began scratchingny generations of high school coaches refused to teach that
biting, fighting—making it absolutely unacceptable to be a pavay of jumping because they weren't expert at it. They didn’t
of that group. At one point they actually made a ring around tvant to look dumb. That's again what people are up againstwhen
potatoes so that they could not get to the source of thbiey’'re very good at something, they may be the very ones—
disobedience. OK? your top performers may become your biggest trouble makers.

All the co-dependent things you can think of occured in  So, they are going to need some instruction and also need
that monkey colony. Now, the monkey group of potato washa@me very clear messages that this kind of behavior is simply not
grew anyway, as good things tend to do. To 85, 95, to 99, audeptable. | have a prediction that you will see about that kind
one day the 100th monkey converted to potato washing anddha breakdown in most organizations. Twenty percent taking
most amazing thing happened. That represented ‘@mfiuhe advantage of the change; 30% digging their heels in, and 50%
monkeys on the island, which was “critical mass,” ésabm. waiting to be recruited. What you do determines which direction
Al of them began taking the potatoes down to the shonegeds “recruits,” and the direction they recruit determines the
washing them, and eating them. speed with which your organization can get through change.

Now what was fascinating is that they did itas ifthey had ~ But if you really believe that it's important to get through
alwaysdone it. There was no acknowledgement that anythiolgange quickly, where you will get the most payback is giving
had changed; no acknowledgement that they had moved thkgdar signals that this is not acceptable? So that leads to some
behavior around to a 18Mo apology to Emo and her group fotough decisions that you have to make in a changing active
the abuse that they had endured. Emo was not promoted to abvighnization. Who are the right people? Do | have the right talent
monkey in charge of innovativeness. Nothing at all, except meed? Are they placed to play to their strength? Who has to be
mass shift in consciousness about the way we do things arocingnged to different positions? And either some that will have
here. to be fired because they are refusing to get on board, and | need

Now, | would suggest that that is what you are up agaitstsend that message very clearly.
as you go forward. Basically there were three kinds of monkeys Now these are not the kinds of decisions we like to make
on that island. There were tpetato washersthere were the as managers and yet you have to weigh the option of letting the
rock throwersand then there wasabstantial group that were defiancefolks get the upper hand. Now here’s the trouble. You
just watchinghe battle go on and weren’tinvolved either wayrobably have a few “defiant thoughts” in your head about the
They were waiting to see which side was going to carry the delganges you are being forced to make as agencies and organi-
and then they joined up immediately. And that was what caugadions as well. So these behaviors are not limited to the people
the mass consciousness shift. you manage.

We call thabeing involved by desigRinding the oppor- You'llfind also that your policies and procedures take this
tunity and going with itin the face of opposition. Being involve®0/50/30 mix. Twenty percent of them will help you change; 30%
by defiance;digging your heels in andecidingyou’re not willmake it darn nearimpossible; and 50% could be used either
goingto letit occur; or being involved bgfaultwhichis sitting way, depending on your attitude and what you reward. The good
and watching. Now do you have those three kinds of monkeyesws is that puts you in charge of 70% of stuff moving you
in your organization? Guaranteed! toward change. And if there’s 30% ycan't control, you can

What you do about that is very, very important. Becaukst that go. However, you have to be pretty ruthless with yourself
the truth is this group was sitting around waiting to be recruitedo. Am | looking at what’s happening in the world around me?
Now which group tends to get the most of your management tifred acting as a “defiant monkey,” saying, “There’s an oppor-
and attention? The problem makers. Now what message doedy in there. What is it?” Thinking about it; and going and
that send to the people here who are looking to see what'’s gaiging it? And trying to recruit people? Or, am | acting as a
to get attention? “How do you get attention around here? | ¢atone-thrower monkey,” saying, “I'm going to protect the way
do that!” The message you want to send is t®&t'show you we've always done things around here because | know it's
get attention aroud here; let me do more of that!” enough?” When the truth ig,can't be good enough, and if a

Thetroubleis, are all these “poor performers” down here@mpetitor finds something that’s better, you're out of business.
Afraid not! They are some of the people who are technicallythe  The ways you can measure success—this is hard! Most
best at their jobs sometimes. That's why they are defyingadf.us would like moral, trust and loyalty to be high. Many of us
Because they don’t want to go into being uncomfortable amasure our managers on achieving that, and yet what I'll tell
inadequate in order to learn something new. you is that when changes are going on, those are guaranteed to
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drop. So you need to be very clear that what you're seeing iswhy would you want to bother to show up with the same old one
Continued on page 52 likethat!
a measure of your management style or ability, but rather a | appreciate you all letting me be here with you and I'll
predictable dynamic of change. Don’t get sidetracked by tryingen the floor to questions in a few minutes, but it is 11:00
to measure those. o’clock, so | want to close with some remarks that Nelson
What's also good though is once results come back dvidndella made in his inaugural speech. Change is a daunting
people feel they are part afimning teamthese things will come task for us to face. But he says, “Our deepest fear is not that
back as well. They are side effects of either getting results orwetre inadequate. Our deepest fear is that we are powerful
getting results. Joe Namath once said, “When you're winnirggyond measure. It's our light not our darkness that more
nothing hurts.” And so what you want to do is to measufgghtens us.”
success bytHHow am | doing on helping people feel that they =~ We ask ourselves, Who am | to be brilliant, gorgeous,
are a part of awinning team that has responded to the challerigkented and fabulous? Actually, who are you not to be? You're
of change and is creating results by doing things in the newhild of God; you're playing “small” does not serve the world.
way?The quicker you can make that happen the better.  There’s nothing enlightened about shrinking so that other
And what this means is measuring things is real importgreople won't feel insecure around you. We were born to manifest
during change, and measuring the right things. Measurithg glory of God that’s within us. It's not just in some of us. It's
productivity, measuring turnaround, measuring re-work, mea-every one. And as we let our own light shine, we uncon-
suring customer satisfaction, to give people on-going immediatgously give other people permission to do the same. As we're
feedback about how they’re doing. That is#bsttool you have liberated from our own fear, our presence automatically liberates
for managing morale. Not touchy-feely stuff, not false encousthers.
agement, just results. As soon as they see that they are good If you went away from here with only one clarity about
enough to be successful with that new set of rules they will eyalir task, it would be tembrace change and demonstrate to
the identity crisis and they’ll move on and help you. But your jgieople that its a positive force in your lif&nd as you do that
is to create successes—to manufacture, if need be, on-ggiogfree them to embrace the changes you need them to make and
successes for your team. Tiny ones to big ones. If you havéateee them as positive forces in their lives. You do that without
figure out ways to make them successful, do it. making any guarantees because they will see your life is not easy
If people are not responding by design or default, theither, butyou do it without making any excuses because they’ll
they are by definitiomesponding by defianc&@hat means for also see that you are not immune from the pain of change.
you to manage that, there are three things you have to show. The reason this is important is this: “Change is always
And that's a willingness to push the organization through going to be with you with one exception: when you're approach-
change—speedAwillingness to stand strong when you haveing a toll booth, it's never anywhere in sight!”

to make tough decisionthat are not popularwhich is guts. Thank you.

And a willingness todo things in dramatically out of the Questions.

ordinary waysto call people’s attention to the fact that thing¥Vhat are strategies for getting people in the organization who
arenot the same. have been around awhile to not feel * baggage’?”

If you try to sneak a “culture change” by them, it won't Now, strategies are that you begin rewarding people for
work. Number one—they’ll notice. And number two, the sloweloing things the new way and making consequences for not
you go, the more time “bureaucracy” has to launch a countdeing it. So that's a long-term strategy. In terms of helping
attack. Ifyou move very quickly and dramatically, what happepsople, navigate that asritual.
is, it's done before people know to resist. The faster the better, People have also done rituals to help people understand
the more dramatically, the better. To call attention toit, say, “Itlsat. Everything from putting relics from the pastinto a coffin and
nothing; it'stotally different.” That will help people make theburying them, which | thought was rather morbid, but it works
change rather than trying to just increment their way thefet some organizations, to re-designing their work space to
they’ll be more willing to (make a) quantum leap. reflect new work habits. Anything that you can do to begin to

We are getting low on time. I'll just tell you that despit@ut them in charge of designing how the work habit would look,
the fact that I've described some tough things, you are physiw the new work way would work if they were doing it, rather
cally builtto respond well to change. Ninety-eight (98%) percethian “keeping on.”
of your atoms are replaced every year. Your skin is replaced The basic thing is that we have to get over bsimgpa-
every month; your stomach lining every five years; your skéhetic.There has been a time for sympathy and there certainly
eton every three months; new liver and DNA every six weeks.a time for compassion, but it's also time to move on. So
Now I didn’'tknowthat. | thought that was real encouraging. Ydeginning to help people, push 'em and tap 'em and say, “You
literally cannot show up in tlsamebody two days in a row, but know, | noticed that you're still doing this the way we did that
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a year ago. If you do that, some of these young people conheint in the morning, that underwear is terribly “ripe.” That
in are going to pass you by. I just want you to know that. You're Concluded on page 53
pretty smart, you've got a lot of experience, you could pass th&ralish soul is going to trip and fall and have a serious need to
by, but it's your choice, not mine.” You are very much puttinge taken to.? The hospital The head nurse will see th@...
the ball in their court about their making a choice. They are mjtty underwear. Would your own mother come to claim your
able to just roll along. You are making a choice every day. Ahddy? No! We are more alike than we are different. We are
the choice you make is going to determine how employable y®fe-yetrresry=
are in this agency or in any other place in the world. Dhaictyasi iforinkiivey imdttriaé psitbhptgist, working in
Now in terms of the Pritchitt books, one callslv Work organizational development. He is adirector of Nichols and Associates,
Habitswill help them have a vision of what some of the thinqgc. an applied be_havioral _sciencefir_m whichis |c_>cated in Washington,
they should be doing differently and things like stay in scha 1C. He has provided services to major corporations, governments and

ther th ti d K | ) K overnment agencies, aristotle, national associations and health and
ratner than counting on a aegree. Keep learning. Keep rea tal health associations.

journals. Keep reading books, etc. And it's things that every- Starting in 1969, until retirement in 1989, Dr. Nichols has held
body can do but they don’t necessarily have the vision of hQfious positions as the National Institute of Mental Health. He has been
that would look, and once they have the vision they’re n@t guest of and provided consultation to the countries of both Guinea
convinced there are consequences for not doing it. Andasal Nigeria. He has served as the Associate Director of the Cleveland
they’ll hunker down and try to play it safe. As a manager ydab Corps Center for Women, and taught at the Psychiatry at Mayharry
have to create consequences and awards very early on thaiggical College. He also worked as clinical psychologist atthe Kansas
people we're not going to fool with staying where we were. Gogﬁzurologlst Institute an affiliate of the Minier Foundation of Topeka,
question. Any others? Kansas. _ o

For workers who have a lot of experience the huge barrieré% Dr. Nichols was educated at Assumption College in Windsor,

that thev feel t valuing th . d hist nada; Eberhart College University in Germany; and Leopalin
atthey Qe you are not vaiuing the experience an IS ?—rr)c/incesca University in Insbrook, Austria, where he received his
that you bring to the party.

Doctorate of Philosophy, in Psychology and Psychiatry Cum Laude. His

Now one metaphor that we've used to deal with that is th@ards include being a Fellow of Austrian Minister of Education and
metaphor of adesertand arain forestand I'm going to go throwghsiting Scholar of the Rockerfeller Center and the IGO Study Center
itin clep note version. Ifyouimagine thatyou're in a desert, whaitaly.
you notice is that it's hot, it's dry, it's brown. There are condi- He has received public service awards from the United States
tions that describe the desert. Those are not conditions thgeneral Service Administration, the Department of Justice and the
thrive in, however, there are things that live in the desert, are$pf:ial Security Admipistration. Dr. Nichols.served in the army during
there? Fleas, wolves, vultures—all kinds of things. So, there E“%Korean War and is the father of two children.
life forms that thrive under those conditions. _

Now, think of arain forest. Different set of conditions: wet,
colorful—there are things that thrive there as well. They are LindaBoardman
different things though. There are still birds, for example, but  Since our conference title this year is “Managing Change:
they are parrots and toucans, etc. Now what you've gotGbanging Management,” we are blessed to have someone with Linda
imagine s, if 've spent my life becoming the world’s best vultur&oardman’s knowledge of and accomplishments with this subject—one
then | have a set of skills that I'm real fond of. However, if | waKgat is very, very timely for all of us involved with human services
up one morning and find that the entire world has been trafianizations. . .

. . , Linda has more than 15 years experience as a consultant, trainer

formed into a rain forest and there aren’t any deserts left, arég]é S

K . lik | , . | . peaker on organizational change. She has worked with companies
eep trying to act like a vulture, I'm going to be vulttoedin throughout North America and throughout the European economic

a very short time! _ community. She helps organizations avoid the pitfalls of change and take
So what | have to do as a manager: | have to notice, fiiglantage of the unique opportunity that it presents.

of all,we’re in arain forestl have to begin describing to people Her clients are numerous; too numerous to name all of them, but
how the environment has changed and how, while, theyinslude Southwest Airlines, the Royal Bank of Canada, IBM, U.S.

behaviors were absolutely 100% brilliantin the old environmelpepartment of Justice, the Danish Postal Service (I wonder if she can
and would have continued to be valuable there, what you nleur own!), Martin-Marretta, Shell Oil of Denmark and the State of

need to value is the brilliance that taught them how to adapt. ARt Carolina. I'm not sure how she finds the time or the energy, but

ou need to bring that adaptability into this environment aﬁl(%e likes to ski, scuba dive and practice being an amateur magician,
Y 9 P y While being a mother to her sixteen year old son and taking care of their

VF’“ needto Iegrn aswellhowto adaptto this enVIronmen.t as ¥Qberant (I am told) golden retriever. She lives in Carrolton, Texas.
did to that environment. And to help you do that I'm going ecently Linda Boardman shared the stage with the former astronaut
stop rewardingulturebehaviors. And I'm going to start reward-of Apollo 13, Jim Lowell, and former president George Bush and Mrs.
ing parrot behaviors—and you're going to find that it's real eagyish.

to learn those. But value their ability to learn rather than their

resume is the way you do that. Becauserteegto feel that thgye 53

are valued and | think that's a basic need we all have.
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the change, which things are working against it. Then the next Now, the other side of that coin is to go back to the
step, in my point of view, is to take that understanding and thiblsiness of “the zookeeper” smiles until the people get
about what you can do to manage and shape those forcethémne.”
other words, use this notion of “equilibrium.” If you can make It's equally important, in my opinion, to think about the
all of the systems in the organization point in the sameganization from the point of view gbeople and human
direction to the same change you want, you'll be much mdransition. When you are planning the system side—the sub-
likely to be successfully putting it in place, institutionalizingystems that | was just talking about, if you are here today,
it, and keeping it for the long-term. Of course, not all of tho$gpically what people do to plan@hange procesds to say
forces are necessarily under your control. “Well, tomorrow we want to be over there.” And of course,
When | was in state government, one of the things thhey’re always so bizarrely optimistic, thinking this is some
happened was that state legislatures came and went. Goversantsof a straight line path, when fact it goes all over the
came and went. | had a manager once tell me, “Well, you've gtice before you get to tomorrow.
some great ideas, but in four years you'll be out. I'll outlast  But, on the organizational systems side, we usually say,
you.” Fact of the matter was, he was counting on the politiddthat's the new vision and what are the new go&lsth we
force—in that case overruling other political forces in th&ork our way back to where we are today and figure out what
organization—to undo the other's things. The irony of govemwe need to do. That's fine for the organizational systems part.
ment, of course, is that it is set up to be politically responsiByt, when you get to the people partu’re here todayYou
so those (successive) political forces are very powerful. may want to be there tomorrow, but the reality is that you have
| think one of the things that’s useful for you, as yoto work from the opposite directioiYou can only start with
think about your organization and how you shape and manadeere people areso you need to begin here and take the
that change, is which of these forces and subsystems are mpuastess that way. Working through the change and building the
significant for your organization? Are some stronger thaapacity for change toward tomorrow, accepting where things
others? Maybe politics inside the organization are not a® today, and simply working phase by phase towards that
significant a factor as some others. Although, | would encoditture of tomorrow.
age not to dismiss any of them. Itis easy to say, “No, we don’t What | want to talk about now, for the next twenty
have politics in our organization.” But, if you believe any ahinutes, is the transition process itself and how you can act to
these subsystems is not in your organization, it means that gapport the people who are going through the changes that are
are working hard not to pay attention to it. Because it is thetteere. Many times | find people worry a lot aboutdfstems
There is always something. People care about power aidk or else they worry about thpeople side They don'’t
influence. They have those relationships. It's going to @egrate themvery well. | would like to make the pitch that
significant. So, | encourage you to think about how do you tatkeey are both part of what you want to be thinking about to
the forces that are promoting that change, and strengthemranage change in an effective way. Part of the challenge is to
them or sustaining them. At the same time, from a changgzlenough to be supportive, take care of people, and help them
management point of view, what do | do to minimize the impag through the process. At the same time, not get so focused
of those resisting forces. on the change, the human dynamics, that it becomes disabling
I've found that in organizations that use the “forceandyou end up being a supporter and enabler and a“codependent”
field analysis” tool it has been very useful. It's a very simple a sense. It's a balancing act that there is no formula to plan
tool. It's not very elaborate. You can find it particularly helpfubn, but it is a critical thing to think about.
if you sit down with a group of decision makers-your top By the way, | take the core of my work in this area
management team or all of the people in your organizationfrdm a gentleman by the name of William Bridges, who started
you have an organization small enough to do that. Talk about working as psychologist working with people undergoing
these different categories. It becomes a way to focus attentioansitions. He has written a book by that name for individuals.
To help people not only understand its “divisions” but to paye, early on, started working and became popular with a
attention to the ways in which the organization is going tmmber of organizations. Bridges started working with organi-
achieve that. zations. He found that his work was very relevant to them. |
Non-profits that have put this to work have told me th&und it very powerful in working with people in my own
they have found it very useful just because it helps peopleateer, my own consulting work.
go in the same direction. And at the same time, it helps them Bridges tells us there’s a transition process that
choose those tactics that will make the organizational chamgeolves three basic pieces. First of all, you have the stage
process actually stay alive. Remember, you are trying vithich isgetting out of today, or getting out of the past. That's
achieve that balance so that the support throughout the orgtré@-ending or letting stag&hen, contrary to popular belief,
zation, all takes the organization in the same way. you don’t have an ending and then a beginning. There is a
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neutral zone There’s always some kind of a neutral zongping to do it? Why are we doing it this way versus that way?
which isa transitionfor the people in the organization, on thé\nd last, but not least, is tHeeople Elements.
way taactually having that new beginning happen. Each ofthose Each of those four pieces corresponds to a personal
stages is a different kind in the evolution for people in tis¢yle. How many of you are familiar with the Myers-Briggs or
organization and each stage creates its own challenges fortheu personal profile or style instruments like that? Good,
as a change manager. essentially all of you are. All of those are rooted in Yung-ian
The following is straight out of Bridges' book. (So wesychology and they all assume four basic personality types.
have a certain amount of alliteration—that has to happenBach of those personal styles will tend to emphasize one of
order to write a popular book. Everything has to start with athese over the other. In each of you, as an individual with a
for this phase.) At the end of the “letting go” stage, there grersonal style, will tend to focus on that, too. Your organization’s
four things that have to happen in order to get to this procgssople are likely to need all four of those. Unless, you have a
First there’'s aDisengagementf the old—disidentification, bizarre organization that doesn’t have people in each of those
in other words. Individuals are no longer identifying as fullfour categories, you're going to need to be addressing through-
with the old situation. Often there is some kindDafenchant- out the whole change process, each of those four pieces.
mentwith the old. It is no longer perceived as the answer that  So, some people will want to know what the purpose is.
it once was. Also, there’s@isorientationthat occurs in this But of course, as you know from your own experience, other
stage. It is no longer quite the stage or the phase that malexsple don’t care as much about why are we doing it. What they
sense, and so people realize that it is not quite what it needsday about is, What is going to happen to the people as we go
be. Although, the pressure to not change is often very strahgugh this change process? What happens to the people who
and you need to help with that. work here, what happens to the people who are our clients and
As you move out of the “ending and letting go phasegustomers, and what happens to others in the relationships that
you're then moving into that neutral zone, which is truly thee have? How is that going to be affected? Others want to know
time of transition. It's the time that is in some ways the maste details of the plan. Dealing with all four of those elements,
threat, the most uncomfortable, especially for most of issa critical part of making that new beginning come together.
because we don't like ambiguity and uncertainty. And at the  One of the critical points in this whole scenario is the
same time, it is when some great opportunities are therkange. Any kind of significant change causes loss, a sense of
Because, you are stuck between the old realities and the tess. Even if it is a change you, yourself want, there will be
design. Most of those old realities are probably still there $ome loss. Ever move from a house you have lived in for a
place. You have great uncertainty, but it is also a time foumber of years, and you're really excited about going to that
creativity, if you take advantage of this. Thisis when people aaew house? But, there is still a sense of loss. Something is still
be freed up to actually start creating new ways of organizing treppening as you prepare to leave that.
organization. Now, in the organizational environment, there are also
If you're in one of the new popular things that's going olosses that come with any kind of an organizational change. So,
now, the reengineering stuff, this is when you can really ¢foe question is, What kind of things are affecting the people,
back and examine, and reengineer the organization procesiseis sense of loss in your organization? There are several
with more creativity than you might previously. This is a veriinds of things that we see out there. There’s the sense of loss
chaotic time, but underneath it all, it is important to remembef attachments, maybe it is memberships, maybe it is relation-
and give people credit for the fact that reorientation asdips that they feel they are going to lose. Maybe it is just that
redefinition are occurring. People are making sense out of sie@se of who they are connected to. Whatever it is , there is
new change or at least they're trying to if you help them. Arndten that sense of relationship loss that can come with a
so it is a time that's more productive than the usual leaddange.
thinks it is. Furthermore, there is a loss of sense of turf in some
Thenyou gettothe “new beginning phase,” which is wheases. We no longer get to work in an area. Or, another kind of
you have new understanding, the new attitudes, and the e, is expertise. “Here | came to work for this organization.
identities. The fundamental elements to be thinking about fdnad this great knowledge base, this set of skills that | could
that new beginning are four. (And again, we are getting sonbeing in. They've changed the rules. | don’t know if what I've
what alliterate here.) We have thRurpose.What is the learned is going to relevant anymore. I’'m not sure that | have
purpose for the change? “P” is alsoRarture,or what | would what it takes in the way of knowledge to do this job anymore.
characterize as vision. What is the vision for why we are doihgo longer have a place here.” It's a sense of loss, even if the
this? Because it is impossible to make change effectivelyifyanization promises that you are going to have the opportu-
people don’'t have vision for why you are doing it! There is alsity for training and development, and down the road you will
the focus oRlanand planning. What is the plan for how we arke just as important as you were before.
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There’s also just that sense of structure. Believe it or ntitked off about the last change that was made—and they are
some people do worry a lot about the loss of structure, sestik mad about everything that goes on in the organization?
of a familiar set of patterns, sense of how things should relateey just can’t quite get beyond it, ever.
to each other. That in of itself can create a sense of loss. | think The third phase is thaargainingphase. “Okay, maybe
it's especially critical in the non-profit environment whereve are going to downsize. But, | want this to happen and | want
part of it that to happen. Let's make sure that it goes this way or that

Continued on page 56 way.” After you move through the bargaining stage, you get to
is what makes us powerful as organizations, but also the mhal depressiorstage. | thinkthis is a particularly significant
issue of the passion and dedication of the people in qaintto acknowledge evenif you're in a change process where
organization. Think about it. If they joined the organizatioeverybody agrees that it needs to happen. Yet, there’s this
because they were really “bought into” an initial vision, arskénse of depression, sort of down spin in the organization at
now you come in and say,Good news! The vision is certain times. The leaders will say, “Well, geez, we all bought
changing.We’re going to be better than ever.” Well, everyin. We all agree this needs to happen. Why are people de-
body came for what you had before. So, worrying about tipessed?” Well, the reality is, if you are going through this
sense of futuraghere’s a loss of sense of futuhat can come grieving process, depression is a natural, inescapable part of
with the change process as well. Sometimes, it's their owrat cycle. And, so it is going to happen. Sometimes you end
future, “I don’t know where | am going in this organization.up with people taking it overly personally. Saying, “Well, geez,
Sometimes, what it is, is the organization’s future. A fear oioaviously they’re not buying the vision because everybody is
sense of loss for that future you were working towards. It is aoting depressed.”
longer going to there. That depression is a natural part of that cycle on the way

Equally critical, is that sense of loss of meaning. Whad achieving what you are hoping to achieve, which is that last
is it about what we’re doing that really makes sense for us in fiege of acceptance. The reality of what is and appreciating
future? It's a crisis in “What'’s the point?” The old vision isn'tvhat was before. Honoring and celebrating it, but then being
going to survive anymore. So, for those whobemeght intat, beyond it. One of the things that Kubler-Ross and others in the
what can they possibly see in the way that's new? Even if thHim}d tell us about this, by the way, this is true of steges of
buy into the new, there’s that sense of loss that comes witnsition, it's true of the grieving process. We go through it
giving up that old. in a series, but there is no guarantee itis a linear or straight-line

Sometimes, you find that there’s an actual sense of le@ssnection. In fact, you may get down to bargaining and loop
of faith in the organization. You're not sure that it any longéack up. You may, in fact, get stuck in certain places. Nobody
has the capacity to do what it used to claim it was going to dan tell you exactly how fast you are supposed to be going
And of course, the one most people tend to think of, for thakeough that process. As a leader in the organization, all you
of you who are alluded to control freaks earlier, there is thetn do is support people. You can't make them go through it.
sense of loss of control. It's no longer within your own sensge never seen anybody yet be able to do anything to make
of ability to influence where things are going. somebody progress through a sequence like that.

Now, that sense of loss is significant, because whenever The same cycle is true of transition phases. They are not
you go through a substantial sense of loss, | believe, or Bridgesreet phases. The ending phase, and the way a graph of it is
believes, that you go through a grieving process. Many of yiaid out illustrates that the majority of “ending” happens early
are familiar with Kubler-Ross work, of course. The stages ofi. But, then, it has a long “tail” which runs throughout the
grieving people go through, they go through when there’svaole life cycle of the change process. And runs, to a small
significant organizational change as well. The stages godegree, at the same time you are getting into the neutral zone.
sequence. Now, you don't necessarily work through them. YBemember, we talked about the neutral zone as that time “in
hope that people do. But, sometimes, people are unable tobg#iveen,” that time of great uncertainty. There are some
beyond a certain stage and they get stuck there. smaller elements of neutral zones from day one. And some

You start out withdenial. Simply saying “Well, yeah, vestiges of that will continue on forever. But, it is primarily
they said they were going to change things. But, they're niotthe middle.

They always talk about change. They’ll never make ithappen.” Then there's the “new beginning stage,” which comes
So, people simply don't hear it and believe it. After the denitaward the end. But, there are also small elements of it from the
stage comeanger.People are actually mad. Let me ask yowgery beginning that drive that way.

has any of you ever worked with anybody who—you know,  Now again, the sequence gives you a general sense of
some people— never get beyond these stages, so theyhget people progress, but | have cautioned you that you can’t
stuck from a previous change? Then it shapes everything forg@rantee that people are going to go through it in a straight
future. Have you ever worked with somebody who was stiirward, linear manner. In facheople look backThey get
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through the ending phase, they’re in the neutral zone—and tiveyin people’s heads and hearts. Not whatitis that's worked out
have such a “crisis of phase” that certain things aren’t makioig a chart.

sense to them, then they endlapping backinto the “end- Now, one of the strategies is to help them bring more of
ings” again. It ends up being confounding or confusing for yaum “over recognition” of just how big this is—because we
as a leader in the organization. Because you're saying, “Geearry about that. I'll show you one of the worksheets I've used

I thought we went through that. | thought we dealt with that. Bud, do that, in a minute. Throughout the whole change process,
now here we are, we're back again.” This tends to be verymmunication is critical. Sharing as much information as you
frustrating, of course. can.

The other reality, of course, in people’s lives as well, is  Don't ever expect that sharing information will get you
that you're very lucky if the people in your organization—a whole lot of credit, becaus® matter how much informa-
you—are only going through onbnesignificant change at a tion you share, it won't be enough; it won’t come at the right
time. | don’t know about you, but | seem to get these thingstime, and it won’t be cleaiou'll need interpreters, like | saw
“clumps and clusters.” At any point in time, you've got four anp here earlier. Interpreting in the organizational environment
five transitions going on. You may bewo neutral zones, one is a lot messier than what we had happen here.
ending, and three new beginnings. They sort of pile up. Mess Of course, there are lots of people who are out there who
each other up, they get confusing. So, just in terms of hunaar willing to help interpret things for yowidudon't go to the
energy to attend to these things, it's not a clean, as of couts®ble of helping people in the organization hear it and
| like to draw it out on the chart. But, the essence of it is tmderstand it.
appreciate, in concept, in cycle. Then be tolerant of the reality Communicate. Communicate. Communicétts. criti-
as people go through, as they experience that. cal! Again, think about those styles issues. The personal styles,

Now, let me talk for a few minutes about ways we havearning styles, different people hear and learn in different
found that help to deal with the business of each of thasays. So, communicate in different multiple redundant ways
phases. so they can hear in the way that's most comfortable to them.

How do you help people get through this process? Well,  First of all, because | think it is reasonably respectful just
at the “endings and letting go stage,” a couple of critical thingstry to communicate with people in the mode they are most
can best happen there. First of all, it is veryimportadtify comfortable with. Secondly, under stress we all tend to revert
what is over, what is changing, and what is lBe#cause, in back to that core style. So, we are less able than usual to be
fact, when you have a time of significant change most peopkrsatile in hearing other things. So, people under stress are
tend to think it is much bigger than it is. No matter how huge tgeing to have to be supported by receiving information of the
change is, the reality is, it's not ev&rerythingn the organi- sortand in the way they are most comfortable hearing. Share as
zation, it's not eveanythingin the organization’s life. much information as you can and accept that people are going

And so, what is over? What is not? As well, clarify whab believe you know more than you do.
is likely to be lost—which, by the way, means admittingre One of my experiences, in every change process | have
will be lossesDon't tell everybody, “Hey, good news! Therebeen involved with, was a staff that believed the executives or
is no loss here. This is all up.” Let’s admit it. There are goirige board knew more about what was happening than they were
to be feelings about that. So, rather than letting everybdditing on. Ironically enough, the more honest their executives
worry about “everything,” agaiolarify! What is itthat's likely were about, “Look, we only know this much. We are going to
to be lost? Who is going to experience that sense of loss hade to inventthis as we go along.” People say, “Yeah, they just
what is that going to be? don’t want to tell us.” It's that uncertainty issue again. It's that

Accepting that reality and acknowledging those feelingense that theiis information. That isf someone would just
of loss is a critical step to supporting people through ttedl us, it would all make more sense and be better. So, they will
change process. Because, of course, if you act like you'rdatieve there’s more there. Don't take it personally. It's just
denial, itis hard for everybody else to move to different phagest of what happens. And do keep trying.
in the process, as well. That means, of courseythateed to Finally, one of the very important things that'’s critical to
expect some grieving. do in the “ending and letting go” phase isritark and symbol-

It is always interesting to see how grieving is acted oige that ending phasBy that, | meanhave celebrationdt’s
If any of you are human services professionals—and all of yfunny, some organizations have little dinners or they pass out
are human services professionals, I'm sure you've seen infeShirts. One group | dealt with, passed out T-Shirts that said,
esting examples in your own lives. But that grieving procelssurvived the merger.
can come outin lots of interesting ways. By the way, | thinkyou  It's amazing. People, in order to get beyond the old, often
have to expect some overreaction. | mediis is not a need to have a piece to symbolize the old. The best illustration
rational, logical processThe reality is, this is what's happend’ve seen of that in the last few years, was when the Berlin Wall
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came down. Have you ever seen a more hated image or symbnt8. There’s a certain amount of faith in that.
So, why in the heck were people running over to grab a chunk Part of what people worry about though, is that the
of the wall and take it home and stick in on their mantel? Theutral zone will be the way it alwaigsSo, you need to be very
reality is, we need to mark and symbolize these transitions, @hehr about separating it out aemporaryphase. Help people
getting beyond things, even though, it may not have been all thaitire out how to keep it as a temporary phase. Sometimes that
great or it might not have been what we wanted. It's amazimgeans creating interim definitions, interim goals, interim
So, as an organizatiocyeate ways to support people in thestructures, and ways to help people see the small incremental
process. progresses that you are making as you go along. Not because
Have celebrations. Celebrate little ends. This will conigs important organizationally to sort out the milestones, but
up again in a minute, in the next phase, too. Acknowledge detause people need to see small steps of progress to feel
symbolize those endings. | would suggest that you do itdomfortable with the progress.
collaboration with your staff, not just sitting in your office by It's important, in my opinion, to talk in your organiza-
yourself, but with your board chair saying, “Let’s see, what ction, with people about it. By the way, when | say that, | mean
Continued on page 58 With your Board, too, if you're a non-profit with a Board. You
we do for them this week?’ The reality is, this has got to b@ed torecognize and discuss all of those realities about
involvement oriented to really happen. By the way, | think it &mbiguity and uncertainty and how it feels. How it doesn’t feel
critical to capitalize on the community, the sense of comm@eod. Think about ways to create those temporary structures to
nity that does exist. Because, in fact, we do have a sens&uport things.
community among the people in our organization. Let that Some organizations have gone so far as to create a
community be a source of strength, involve it. transitioning monitoring team. A team that brings people from

Now, I've used a worksheet. I've helped a couple @l functions and all different levels in the organization to-
organizations with mergers, where we've gone through tigether to talk and advise the chief executives about the change
process and it's worked very successfully. Where what we gt@cess and to help them stay on task. And, help them under-
up doing is having group events. I've done this in a couple of §fand how people are perceiving the change and what kinds of
organizations in Minneapolis. They were such that we wdhings can be done to support them.
able to bring all the staff from all the organizations together in Throughout this process, the communications issue
a retreat center. We did some small and large group st@fintinues to be critical. Findny way you can to strengthen
Talking to people, having them think about what will end. Ariiose communication connections with leaders and help people
how do you feel about it? Externalizing those feelings, gettit@Jk to their colleagues about what is going on and so on. Find
them out. What is it that you feel about this? And, you doriew ways to support people acting in new ways. Remember we
have to think it straight. What do you feel is good, what is ba@rere talking about this stage being a time when you can be very
But, by the way, usually as this sorts out, people will find thefieative. Well, find ways to help people do that. Create events
less is ending than they originally thought. And down here, gt encourage that creativity and support development and
ask them to think about, “Well, what is going to be continuing@arning along the way. Do the kind of training people need.
How do you feel about that?” And at the same time, help them think about how what they

By the way, sometimes you will end up with informatiolready have in the way of skills can be applied in the new
that helps you further refine your change plan. Because y&giting.
will find out that people think certain things are continuing that Last, but not least, in that neutral zooelebrate the
you would just as soon weren’t. This is always a good timeggccessethat you achieve. And by the way, recognize there
figure that out and change it as well. Doing this with a grouge going to be setbacks. Try to find ways to capitalize on those,
helping them sort out how they feel about it has been a végwell! Find ways to use them as learning experiences, when-
effective way of helping people with that ending phase.  €ver you can.

When they get to the neutral zone, this feels very Then, we come to that “new beginning” phase. That's
uncomfortable. And it is somewhat dangerous. | mean, yg time when it is essential to keep the communication going.
have to really charge ahead. As long as you're on faith whhof those communication strategies, that you had developed
you're in that neutral zone, that time of uncertainty, you catpefore, continue to maintain and strengthen as you go along.
take small tentative steps. There’s an old saying | heard fr&@sign and fine tune your structures, your design for the
somebody: It's dangerous leap a chasm two jump3hat's organization all the way along. But, be careful to eliminate
true for the neutral zone. The neutral zone is like at the ciréhgse interim structures. For example, if you created interim
when the trapeze artist lets go of the one trapeze and they’rétwctures, temporary rules, the transition team, something
the way to the other one. They even know the other one is i@ that, be clear about when the neutral zone is, quote,
there, but they not there, and they don’t have anything to hatgluote, “officially over” and when you're moving into the
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time when we’re now in our new mode. Because itis funny,in  There are a number bésic principlesthat | can share
a lot of organizations, the momentum or at least the inertiavath you that tend to be prevalent in our society, but you and
those temporary stages end up lasting. So, you, in fact, hgwar colleagues need to know where you stand on each of those
layer upon layer of stuff, and it can get in the way as you mgwenciples, and how it affects what you do. This tends to be a list
into that new beginning. So, it is critical you make sure yaf the most commonly accepted principles that are shared in
communicate when the end of the interim process is, and you society, although obviously people share them to different
get rid of those interim structures, interim rules, or whatewegrees and they define them differently. They sometimes, in
else. Of course, you're implementing those f&is again. the issue of which comes first or second, or which is stronger
Constantly communicating about what they are and where ibisnot, is often “a Realtors challenge.” So, knowing ahead of
that they are taking the organization as you move along. time, before you are in a crisis is often the best way to act in
By the way, | understand one of the other speakexs ethical and knowingmanner.
talked about resistance and dealing with resistance, so lamnot The first of those principles is thelignity of life
going to talk about that. Except, | would like to make a bagicinciple—which is basically the principle that we ought to
point, which is in my experience, when people in organizatiorespect the lives of people. It's wrong to intend to hurt some-
that are leading change talk about tryingdecrease resis- body. Of course, how you define each of these things is very
tanceor manageresistance. | think people often frame thsignificant. If you say, “I didn'meanto hurt you, so it's okay.
question in the wrong way. The issue isiipw do we de- | wasn't acting unethically.” That may or may not fly. But the
crease resistancePhe issue isHow do we build commit- principle is thedignityof life. By the way, this usually applies
ment?The issue isHow do you find ways to create opportuto “it's wrong to harm innocent people” and so of course, it's
nities for people to buy in, get connected, to feel like thelay to fire that “jerk” who is really screwing things up. But

want to support the new situation? figuring out where that goes and how that applies to you is
It's become a cliche at this point, but | think the reality isjgnificant.
People don't resist change. People resiséing changed. The second principle iautonomy. We should treat

That's become a truism in our society, | think. But, we doréverybody, and the principle from an ethics point of view,
often act in knowledge of that. Peopleresist being changed.means we should treat everybody as having a sort of intrinsic
So, find a way to engage in the change proog$aboratively. value of their own. Everybody is of value. It doesn’t make any
Use the dynamics, the workshops , and so on, that I've mdifference what their role is or what positions they are playing
tioned here as a basis for engaging in a collective dialogue anthe community, or society, or the organization, or anything
learning about the people in the organization, to make thetee. Everybody is intrinsically valuable. One of the things that
things happen. means, and this is a tough one in the organizational sense, is that

Now the last point I'd like to make is with regard to ethicae should not use—this is a principle from Kant, for those of
and the ethical dimensions of change. One of the realities that who care—we shouldreat people as ends, never as
struck me, as | was working on the first major change that | dideansin an organizational sense, that's sort of a challenging
which was one of those changes in the Minnesota state goverre to deal with because in fact, working with our staff, we are
ment, was how irresponsible it wouldbe to undo the old antkans to accomplishing ends. In fact, that is something we
simply let things hang in that “neutral zone’—undo the systesften hold out as a laudable part of our work in service and
but not create a new way for people to move ahead. Sommunity. But figuring out how that principle fits for us is a
basically what you have done is to create all som®wafchaos real issue | think. It needs to be an issue.
without any potential for moving on. Third principle on the list, not necessarily third in any

| think that the ethical understandingyur ethical per- order, isionesty You ought tdell the truthto those who need
spective on the change process, is a critical part of effectivedknow it. Then you can get into all of those definitional things,
making that change happen. And, engaging in a dialogue watmin, about (a) what's truth, (b) who has a right to know it and
your organization and your people is the key way to do that. Quigen. When do | tell you, all of that. So figuring out what that
of the things that | think has really been changing is changimgans for you, | believe is a significant issue.
in “leadership.” It's changing in how we manageically It is The principle offidelity is one, | think, is among the
that we are just beyond the era of the “Lone Ranger.” It's masiest to honor here. Which is that you shéalldw through
longer acceptable or possible for you to be sitting in yoan your promises, follow your contracts, do what it is that
office by yourself, planning a change, and then laying it out gou said you were going to délthough, even there, in a
people. You really need the interaction in the collectivehange process, things change. Do you stay the same course,
process of working through things. And that | believe is true jofst because you promised to do it? How does that balance out?
dealing with the ethics of change as well. It is wise to under-  The principle ofjustice is a significant oneGiving to
stand what your ethical fundamental position on things areeach person what is their du®istributing benefits and
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Wednesday Morning Session — continued from page 59

Managing Organizational Change: Strategic Decision Making for Nonprofits
Dr. David O. Renz

burdens equally in the community and society, among yquoductive way. If you're in a real crisis situation, you feel
staff. Whatis fair and just in that? The next principle is that pfessed to the wall, things are tough, and you can’t be as
beneficence the notion that we ought to badoing good | reflective as | think you ideally want to be. Dealing with staff
mean this is a great one in the non-profit sector becauseui dealing with your Board, working together. 1 think this is
some ways this is what we are always about. The questioraigritical strategy.
How do we do goodPlow do we do the greatest good for the So, what I've done in what | hope wasn’t in an overly
most number of peopld?ow do we assist those in need? whirlwinded way was talk to you about a couple of key things
Actually, I'm mixing two together because beneficenceere—
is that we ought do gooutility is the issue ofVe ought to do 1) What are the systems-wide organizational strategies
the greatest good for the greatest number of pediiat thatyou can use to shape the way the parts of the organization
ends up in one of those interesting challenges. For thosgotogether to manage change?
you, that have been in the system for a while, I'm sure you've  2) Was “the people side” adequately considered in the
been confronted with the choice of “Well, do we in fact, takeansitions—+ecognizing that transitions are separate?
a given fixed part of resources and spend enough to really make 3)How do we manage transitions and support our staff,
a difference in a limited number of lives or do we take that pagain, in order to accomplish change, but in a way that is
Continued on page 60  responsible?
of resources and serve as many people as possible but not get And I hope I've peaked your interest on the ethical end by
very far into serving them?” at least raising some questions for you abddhat do | think
There’s a lot of breadth but not much depth in all of thadbout the ethical principles2-those that I've put up on the
Sorting out the balance on that, | think, is a real critich$t...and others that maybe are particularly important to you.
challenge, it's a public policy issue and it's an issue féfow do they fit into the practice that we engage in, in our own
everyone of us in our own organizations. So the point is not tha¢s?
| have particular answers as to what you should be thinking I'm really looking forward to the next few years because
about those individual ethical principles, but that it is importaitts going to be a phenomenal time in the non-profit sector. A
to know for yourself, for your organization, where you stantne of incredible change. We are all making it; we are all living
on those. And | advocate having some understanding of tliatwe are all shaping with that change. But, | think the real
before you get into the crisis, where all of a sudden those thiggestion is going to end up being for each of you, and it is for
are called into question. Because, the reality is that it's rea¢ and my work as weflPo we usdntentional strategieso
tough to sort them out in a very meaningful way and a veary and make it as productive and effective as possible or do

wo simnlyvy ot the maioritvy ovyonte in our ontside wwarld push
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Gems of Wisdom
Quotes from the Blue Ridge Institute's 1995 Program Guide

“Youthink that you understand the situation, butwhat you don’tunderstand is that the situation just changed.”
—Putnam Investments advertisemer

“If our organizations are to survive and, hopefully, thrive, we must be prepared to botmanage the changeking placeand change
the way we manage.” —BIlue Ridge Institute 1995 program

“Our problems are mostly behind us...what we have to do nownst fight the solutions.”

—Stults’s Situation Report
“Strangely enough, this is the past that somebody in the future is longing to go back to.—Ashleigh Brilliant
“lwas going to buy a copy o he Power of Positive Thinkingnd then I thought: What good would that do2— Ronnie Shakes

“Mostailing organizations have developed a functional blindness to their own defects. They are not suffering because they cannot
solve their problems but because they cannsgetheir problems.” —John Gardner

“When facing a difficult task act as though itisimpossible to fail, If you're going after Moby Dick, take along the tartar sauce.”
Life's Little Instruction Book 271

“The things that we fear mostin organizations...fluctuations, disturbances, imbalance...are the primary sources of creativity.”

“Looks like the upper hand is on the other foot.” —Leslie Nielson —Margaret Wheatley
“Things are more like they are now than they have ever been before.—Dwight D. Eisenhower

“Progress might have been all right before, but it has gone on too long.” —Ogden Nash

“lwas grateful to be able to answer promptly: | said | don'tknow.” — Mark Twain

“Things will get better...despite our best efforts to improve them.” — Will Rogers

“I've tried relaxing, but...I don'tknow...I feel more comfortable tense.” —Caption for a“Hamilton” cartoon

“The certainty of misery is better than the misery of uncertainty.” —From a “Pogo” comic strip

“We're inthis all alone.” —Lily Tomlin

“Somebody had to do something and it's just incredibly pathetic that it has to be us.”—Jimmy Garcia of the Grateful Dead
“We have only one person to blame, and that’s each other.”—Larry Breck, New York Rangers hockey team

“Being right all the time beats being half-right all the time.” —Malcolm Forbes

“I've always wanted to be somebody, but | now see | should have been more specifie==Lily Tomlin
“You belong to a small, select group of confused people.”—Message in a fortune cookie

“Lot’s of folks confuse bad management with destiny.” —Kin Hubbard

1995-96 Officers and Board

Larry Betz, President-elect

Anne O. Kilpatrick, Vice-President for Programs-elect
Ray Bardill, Treasurer

Jim Oliver, Invitations/Registration-elect

Jay Childress, President
Nan Brown, Vice-President for Programs
Farrell Cooper, Secretary
Sara Faircloth, Invitations/Registration
Ken Roberson, Housing Chairman Larry Shaw, Housing Chairman-elect
Rob Reifsnyder, Recreation Chairman Jim Kelly, Recreation Chairman-elect
Virginia Donigan, Continuing Education Coordinator Brad Govan, Historian

Ronald Watson, Blue Ridge Development Fund Director

State Representatives

Deborah Callins, Alabama
Barbara Moore, Florida

Steve Perkins, Kentucky

Major Don Faulkner, Mississippi
Lynda Bassham, South Carolina
Jan Mitura, Texas

B.J. Bowen, Arkansas
Dorothy Hyatt, Georgia
Robert Quintana, Louisiana
Chip Modlin, North Carolina
Louise Burgess, Tennessee
Kevin Boyd, Virginia

George Lilley, West Virginia

Members at Large

Jim Bennett
Warren Fulton
Jim Luce

Pat Coyle
Ed Garrison
Leon Matthews
Bob Saunders

Mary Gail Douglas
Patricia Howard
Jim Morrison
Jack Waters

Paul D’Agostino
Susan Kirk
Ron Smith
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Oklahoma City

A heart-touching highlight of the 1995 conference canje
onthe morning of Wednesday, July 26th as Tom Brown, direqo Deleqgates
of the United Way in Oklahoma City, gave his first-hand repdrt >6 9 ’
on the aftermath of the April 19, 1995 bombing of the Murrgh

Federal Building.

1995 Blue Ridge Institute Attendance

including 20 “Freshpersons’
264 Total Attendees, including guests
(Twenty of 23 invited freshpersons attended)

As we know the awful statistics, the tragic outcome WT.
r

168 killed—including 19 childreninthe America’s Kids Day Ca
But Brown said that 1,900 hundred persons were directly
fected by the tragedy. Also, 600 buildings were damaged.

More than $10 million was spent on rescue and religf:

$6.875 by local United Way agencies, $2 million by other log

interests, and $990,000 by FEMA.. Over sixty aid funds have bgen

established to aid the victims of the bombings. Those funds
being coordinated through his United Way office.

Brown said his toughest day was May 12th when t
parents of the child victims metin his office. He said that 9:02 a.
April 19th will be a date and time never to be forgotten

. 1996 Blue Ridge Institute Program

“Building Community and Human

al Partnerships”

Alkccording to Nan Brown, 1995-96 Vice President for
Program, the 1996 program will help equip Blue Ridge

8nstitute community service executives to better facilitate
the building of stronger, more functional communities—

Nand engage broader segments of our communities in forg

Oklahoma City. ing the human service partnerships that will be so vitally

needed in building those communities.

Harrison Reardon’s Presidential Ball Highlights

Harrison Reardon, 1994-95 president of the Blue Ridge In
tute was honored the evenng of Wednesday, July 26th i
banquet, show and ball at the Pack Center in Asheville, Ng
Carolina. Ric Perez was the organizer and Master of Cerem
at the presidential tribute, which followed dinner.

Perez presented Reardon's well deserved recognition ufddark your calendar now. Plan to attend the
the auspices of the “Black Mountain Watch,” a little knowh 1996 Institute...

adjunctto the Black Mountain Network News. The theme for the
evening was “The Presidency in Transition.” It was fun for af! July 2 '| -2 6’ '| 996
“On the Hill”

stiVice President Brown promises the great speakers towhicl
h e are accustomed. That lineup may also include th
rtrenowned community-building authority John McKnight
prgf Northwestern University.

14

Other Lesser Known Blue Ridge Reports “Available”?
During their Wednesday recreation reports, two leadqrs
noted reports that woutitincluded in the Blue Ridge Report
« Jim Kelly, table tennis event chairman, said he was compiling
“Great Moments in Blue Ridge Table Tennis.”
*Becky Brown, bridge chairwoman, said she was presenting the
“Blue Ridge Bridge Byline.”
Well folks, you'd better contact them and get those hot
items while they last.

Cultural Diversity According to
Editor Wayne Davis

In his report Wednesday, July 26, 1995, Wayne Davis, Senior
Editor of the Black Mountain Network News, was clearly moved
by Dr. Edwin J. Nichols' cultural diversity presentation on BRI “Hackers” Win Big!
Tuesday. So Davis offered his own assessment to demonsti€1995 Blue Ridge Institute softball team, the “Hackers,” led
his own news team’s commitment to “cultural diversity.” 1By Jim Kelly'sthreehome runs blasted the Blue Ridge Assembly
typical offbeat Davis style, he offered the following chart iRingergy a score of 33-7. Congratulations to Coach Ed Ledford
evidence of that: and the entire Institute team. Ledford said following the game,
King .... Wayne* ....Male ....... Tri-focals ... “Poor skill” “It's not whether you win or lose, it's how well you coach the
Prince . Farrell*.. Male Bi-focals ... “Limited skill”  game.”—a quote he attributed to Rob Reifsnyder. Pitcher Phil
Peon.... Sara***.... Female ...“Focals” .... “ngh skill” Acord said, “Greg Maddux may make more moneyl deserve
*  Wayne Davis, *Senior Editor and CEO” the Cy Young Award!” Again, our great cheerleading team also

Farrell Cooper, “Senior Cub Reporter” t f
*** Sara Faircloth, “Junior Cub Reporter” gave a great performance.

*k
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HONORARY LIFE MEMBERS

Past Presidents

Ashton Brisolara Cecil Hayes Paul E. Parks
Irene Burnett Eugenia Henry Tommy R. Perkins
Edwin C. Cotton H. Gene Herrell Wanda B. Phibbs
Wayne R. Davis William Kaufman George E. Rice
Lee O. Dees K. C. Latimer Lester Robb
Charles Fleming Myles MacDonald A.G. Spizziri
Mary L. Free Joseph B. Medlin Dwyer C. Sump
Elizabeth G. Gower John Mikles Harold Weekley
Phil Acord Marcia Parker Bill Knowles

Harrison Reardon

1995 PROGRAM COMMITTEE

Richard Hill, 1995 Vice President—Program
President and CEO
Centers for Youth and Families

Little Rock, Arkansas

Committee Members

H.F. “Pat” Coyle, Vice Chair Anne O. Kilpatrick Harrison Reardon
Laverne H. Gold Cile Matthews Rob Reifsnyder
Patricia C. Howard Jim Meadows Ken Roberson
Eleanor “Terri” Hines Frieda C. Mitchell Robert Weaver

Claudine Gladden Penick

Blue Ridge Report

TheBlue Ridge Reporis more or less an interpretative record of the Blue Ridge Institute. It is based on the editor's notes
and audio tapes of the meetings. These notes might be used only as a guide to locate specific remarks by the speakers using
the audio tapes of the proceedings.

Bestwishesto all Blue Ridgers—those present and those unable to attend the 1995 Institute. The editor hopes everyone
finds this report a useful historical record of the 1995 Institute and a handy reference in the years ahead.

e
Where To Order Audio Tapes
Copies of the audio tapes of the 1995 sessions of the Blue Ridge Institure may be ordered from:
Allied Media Communications Services
Post Office Box 870314
Stone Mountain, GA 30087

Telephone: (404) 491-0414
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