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This book is based on many years of working prac-

tically with various types of change processes in a 

range of industries and organisations. It is primarily 

intended for managers and their teams who are re-

sponsible for leading and implementing organisa-

tional changes and who want to balance and im-

prove their ability to lead from a more human point 

of view. 

We hope to inspire you as a leader to work with your 

employees and thereby create greater awareness of 

and acceptance for the changes you are facing. This 

can be accomplished by giving copies of this com-

pendium to your team to be read and then selecting 

and completing some of the exercises at the back 

of this document. Most of these exercises could 

also be done successfully on a virtual level.

This book is based on a psychological approach 

in order to provide a better understanding of what 

motivates and gives energy to the change process. 

We use as our basis those concepts and theories 

that we have found valuable in our consultancy ac-

tivities. These are then merged to create a prac-

tical foundation for our work. We ask questions 

and suggest exercises to help managers and their 

teams which we have found valuable when imple-

menting changes. 

Our experience tells us that it is vital to establish 

a common language to clarify underlying forc-

es and processes during periods of change – to 

make the invisible visible and to realise the key 

difference between change and transformation. 

We hope this book will give you this language. 

We recommend a reflective reading approach, i.e. 

read small sections or one chapter at a time, re-

flect on what you have read, compare with your 

own experiences and, ideally, discuss this with 

your colleagues and employees.

Finally, this book is not only about change, it is 

about life!

Good luck!

Tor Eneroth & Kalju Plank

PREFACE

TOR ENEROTH, Network Director at Barrett 

Values Centre since 2011. Culture Manager at Volvo 

IT between 2000 to 2011. Between 1984 and 2000 

he was manager and internal consultant for such areas 

as quality, change management, management develop-

ment and culture at Mölnlycke AB and SCA AB.

KALJU PLANK, registered psychologist, senior 

consultant at his own company KompetensUtveckling 

Plank Konsultation AB since 1982. Formerly chief 

psychologist and consultant for Swedish Employers 

Federation’s Training Facilities Ali-Rati, and thereafter 

Svenska Managementgruppen.

Please contact us at:   

tor@valuescentre.com and kalju@plank.se.The Dynamics of Change 

Use this space for own n�� and 
ideas throughout the book.
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TYPES OF CHANGES

Change is constant. Change is both progressive 
and educational and can be both good and bad, 
depending on who observes the change. Change 
can mean political changes, new and improved 
technology, advanced customer requirements or 
new competitors on an increasingly complex and 
global market. It may be a change that we long for 
and therefore welcome or something undesired and 
therefore perceived as a threat and met with resist-
ance. Some changes are small, everyday and con-
stantly in progress, which sometimes means we do 
not even notice the change over time. Other chang-
es are massive and drastic and although viewed as 
progressive and innovative, may also be perceived 
as complex and unpredictable. A change can also 
be something we ourselves proactively promote and 
create something new or we may be more reactive 
and responsive to something. Below are a few types 
of changes. Which do you face?  

• Customer requirement changes (require new  
 products/service) 
• Technical changes (new solutions create new  
 opportunities)
• Market changes (other competitors in new  
 countries) 
• Political changes (new leaders or owners) 

• Strategic (new visions, goals, plans)
• Structural (new organisation, methods, tools) 
• Cultural (behaviour, attitudes, approaches) 

•  Desired and welcome (by you? by the  
 organisation?) 

• Undesired and threatening (to you? to the  
 organisation?) 

• Proactive (own ideas, ambitions) 
•  Reactive (demands from others, game rules) 

•  Small, ongoing and gradual 
• Massive, widespread and dramatic 

DIFFERENCE BETWEEN CHANGE  

AND TRANSFORMATION 

Our ability to survive against competition is deter-
mined by our ability to adjust. To more easily appre-
ciate and address the change from a human per-
spective, we want to clearly differentiate between 
the terms ”change” and ”transformation”. Change 
is what happens outside of ourselves as individuals 
and what requires us to adapt in order to survive. 
This refers to the examples listed above. What hap-
pens within us as individuals is called transforma-
tion. Human reactions that occur as a result of ex-
ternal changes are called transformation – feelings, 
resistance, attitudes, etc. 

We welcome or r�i� change  
depening � the typ� � change.

Change com� �om the outside  
– Transformation take place  
inside � us.

Picture 1

Change is the  

journey outside  

of us – Transformation  

is the inner journey  

we go through in order  

to take on the outer change.

Source: T Eneroth 1 Change vs. Transformation
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DIFFERENT REACTIONS 

A key question that surfaces in the face of every 
change is how we react and respond to the change 
and how we can develop within ourselves and adapt 
to behaving differently. Some may see opportunities 
and the positive side immediately, others need time 
to find themselves in the new and are more hesitant, 
while some perhaps can only see the negative and 
oppose the change. How we react is often linked 
to our identity and previous experience of changes. 

The scope of the change and subsequent will-
ingness or resistance to change is defined by the 
individual employee’s perception. Regardless of 
whether or not you as a leader feel that change will 
require drastic personal transformation, it may still 
be perceived as a major transformation for some-
one else.  

 

For us as individuals to accept changes and open 
ourselves to our own transformation, we must first 
be able to picture ourselves in a future scenario (vi-
sion) and be able to envision ”What’s in it for me?” 
i.e. the first point of the change.  

It is also evident that in change situations each in-
dividual follows certain patterns in their individual 
transformation process. When the external change 
is close to our own previous experiences we pro-
gress more quickly through the change curve. How-
ever, more time will be required if the change feels 
diffuse, is distant in time or if we recall previous 
painful or frightening experiences. In many cases, 
the individual may find it difficult to understand or 
be aware of why they feel resistance. 

Regardless of the scope of the change, transforma-
tion is a gradual process. The first step is to become 
aware of the change or the new situation. Only then 
can we begin understanding and accept the change. 
This is best done through active participation in di-
alogue about the change. We only have a cognitive 
effect so far – we have accepted the change in our 
minds but there is little evidence of this in our attitude 
or behaviour. To reach this phase, we need to alter 
our convictions and values, meaning that we need 
space to reflect and question our current opinions 
and thoughts. It must be permissible to question 
and reflect in order to move forward in our individual 
transformation process. It is only now that we begin 
to test the new and unknown. We expect support and 
encouragement now before we finally reach our own 
inner conviction for a new way of thinking and can act 
naturally in this new, altered approach to work. This is 

We must be able to see ourself in the 
future pi�ure before we welcome 
the change.

Picture 2

Dealing with change is like standing on a seesaw,  

it is a question of balance or unbalance.

Source: K Plank

We transform through dialogue.

The Dynamics of Change 

Our reactions is linked to our identity  
and /or earlier �perienc�.
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obviously a very simplified description of the chain of 
events, but the phases are often the same. The trans-
formation curve shows how we gradually evolve and 
by communicating with our employees more easily 
come to understand and accept where we are in our 
relation to the change. When a change is perceived 
more as a threat, it is more common to use the loss 
curve that we describe in greater detail in Chapter 6  
”Human Relations”. 

BOTH CONTENT  

AND PROCESS

When we ask managers 

to define their initial con-
cerns in terms of working 
with organisational chang-
es, we often hear ”we need 
a clear vision with distinctly 
identified sub-goals, a new 
organisational structure, 
new organisation scheme, 
the management system 
needs to be reworked, 
budgets and financial tar-
gets need to be defined, 
we need new job descrip-
tions, etc.” All of which are 
naturally correct and necessary, but they are only 
part of the issues that need to be addressed. 

In working with organisational changes, the objec- 
tives above are objective content issues. These 
are precisely the issues that need to be addressed 
in order to manage the external changes, but to deal 
with the change from a human perspective and real-

ise individual transformation we also need to address 
what we call the process issues. In our experience,  
it is essential to get people to work in new teams,  
help people understand and accept new ways, and 
adopt a leadership that can challenge and generate 
job satisfaction. We call these issues ”process issues” 
and they land in a human being’s subjective world.  
The figure illustrates content and process. 

The iceberg metaphor can be used in many con-
texts. It can be used to depict the conscious and 
subconscious world of humans, and it can also 
depict a content and process world. The forces of 
change are under the surface, so this book’s main 
focus is what happens in the subjective world of 
humans. In the objective world, the content world, 
the business is led with management techniques 

Work with b�h o�e�ive and su�e�ive 
side related to change.

You also need to lead the em�ions,  
a�itud� and valu� � people.

1 Change vs. Transformation

Co-operation 
Leader behaviour
Informal groups
Group norms

Behaviour patterns
Attitudes

“Hidden agenda”
Values

Feelings (Rage, fear, etc.)

Goals
Technology
Structure

Personal end
financial resources

Completely hidden -subconscious

Formal,

visible area

Informal,

partly hidden area

Mire

Object/What?

How?

Content and Process

Picture 3

Our life has one  

objective visible side  

and one subjective  

and more invisible side.

Source: E Schein
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that have a rational, logical perspective. In a human 

being’s subjective world, which is dominated by 

emotions, attitudes and values, we need leadership 

capable of dealing with people. We know it is vital 

that we develop our language as well as our ability 

to feel secure in handling the more subjective and 

emotional issues in connection with change. 

Organisational changes can produce both positive 

and negative energy. The new individual needs that 

can emerge and the organisation’s needs may be 

in harmony or discord. Unreleased energy lies gath-

ered in the lower layer of the iceberg. It is up to the 

leader to convert this into a meaningful and man-

ageable challenge.  

TRANSFORMATION TAKES TIME 

Every change within a company is unique and 

sometimes involves complex events. It is more 

about unpredictable processes over time than 

distinct phases of change. The reason so many 

changes in organisations fail is an inability to  

create the right acceptance for the changes. The enor-

mous impact of the change process on people has 

been underrated. The insecurity that arises in individu-

als and groups has been ignored and the change has 

not been made tangible, meaningful or manageable.  

Dramatic changes can cause collective anxiety 

stemming from feelings of loss of control, exclusion 

and not being part of the renewal efforts. Defence 

against this anxiety can be expressed by simplify-

ing the world and pretending there is no level of 

complexity. All this is unfortunate since this defence 

mechanism prevents learning and understanding. 

Management’s task is to direct the organisation’s ac-

tivities over time by giving meaning to the new visions 

and strategies, business concepts and targets by invit-

ing the employees to envision themselves in the new. 

Change always takes longer than we initially believe 

and is made more difficult by the fact that attitudes 

and values are hard to change. The cultural pattern 

does not change as quickly as we perhaps would 

like to believe. It must be permissible for change 

to take time. This is in direct conflict with corpo-

rate management’s demands for quick and radical 

measures. The complexity and rate of change in 

today’s world means that many operative decisions 

must be taken by employees who are not managers. 

Many of the failed organisational transitions we 

have been able to monitor over the last decades 

have failed because people at the company have 

not accepted and supported the terms. Nor were 

they allowed to participate in the changes. 

Changes are no longer occasional occurrences as 

before. Organisations and their employees need to 

learn everything more quickly but also learn from 

past behaviour, attitudes and perspectives. 

Changes have today become the normal state of 

things that we must live with. This makes demands 

on our ability to lead in the face of change. Lead-

ing both people and the organisation through the 

turbulence that arises is one of the most important 

tasks facing managers and leaders on all levels. 

This is a skill that is necessary in order for us to 

survive and prosper. 

Chang� may take place quickly,  
but transformation tak� time! 

Change must be perceived as tangible, 
meaningful and manageable.

The Dynamics of Change 
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Working with people and organisations in transi-
tion means focused dialogues in workshops, semi-
nars and training programmes that concentrate on 
personal direction, group context (value direction 
and assignment direction) and structural direction – 
changes to rules and directives, systems, pro-cess-
es and control systems that reflect the desired 
values and positions. We need a more personal ap-
proach between leaders and leadership for convey-
ing visions and a holistic outlook, motivating and im-
proving dialogues. The human aspects of leadership 
therefore become an important means of control. 

To create trust, the communicated word and mes-
sage must be aligned with the manager’s actions. 
The manager’s self-awareness, self-esteem and  

insight into both personal strengths and weaknesses 
in terms of personal leadership behaviour become 
increasingly important factors for success. Current 
research shows that managers’ self-image affects 
efficiency. Managers that underrate their ability in 
terms of leadership have more efficient units than 
managers who overrate their leadership abilities.

Picture 4

Transformation takes more time  

than we usually anticipate.

Source: K Plank and T Eneroth

Transformation tak� place  
through dialogue.

Working with the ”NEW”

To meet the need for development

To be conscious of ones new role

To recognize the consequences

To accept

To understand

To hear about “what is ”NEW”

To understand ones own need for development

Transformation Takes Time

1 Change vs. Transformation
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ISSUES FOR REFLECTION 

1. What type of change are you facing? Describe the nature of the change.  

2. What do you want to achieve by the change? Do you have a vision?  

 Is it a clear, mutual and understood vision? How will it be presented?

3. What will you do so that the individuals concerned can find the answer  

 to the question “what’s in it for me?”

4. Who will be affected? How?  

5. What types of reactions and forces (positive and negative) may surface? 

??
?

The Dynamics of Change 
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Leading people in change is a multi-dimensional 
process that involves opportunities, conflicts and 
challenges. It is usually not a question of either or,  
it is a question of both.

CHALLENGE 1: BEING A MANAGER  

AND A LEADER 

Management (business leadership) is based on 
governance and control in relation to budgets and 
planning with the objective of creating predictabil-
ity and order. The basic objective is to maximise 
shareholder value and customer value. Key words 
are productivity, effectiveness and profitability. Moti-
vation stems from financial incentives. Communica-
tion is strictly hierarchal from the top down. 

Leadership is about visionary efforts, creating and 
defining directions for a future. This means co- 
ordinating employees to achieve a common goal. 
Motivate and inspire by trying to initiate commitment, 
acceptance and understanding. The main duties of 
leadership in the change process are to define the 
goals and objectives and to give purpose by an-
swering the question why. Leadership also involves 
creating and providing the requisites by acting as 
role model and motor and adding trust, belief and 
energy. Leadership is about seeing, understanding 
and being available to the people being led. 

Management and leadership require different skills 
and abilities. Business leadership is based on rational  

Management and leadership require  
di�erent skills.

Picture 5 

The best approach calls for a balance  

of both rational and emotional approaches.  

Source: J Kotter

Corporate/Business
Strategy

Vision

Values (Culture)

Team working Behaviour
(Climate)

Individual attitude
and Behaviour

Results
(Performance)

Group/individual
Goals & Objectives

Functional/Departmental
Goals & Objectives

Business
Goals & Objectives

Business plan

Organisational Performance

2 Leadership Challenges 
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behaviour and considerations; what we call the 
properties of the brain. Leadership is driven by an 
emotional dimension and falls under the properties 
of the heart. Working with change is about creating 
a rational-emotional balance. 

We cannot succeed with change initiatives by us-
ing just one dimension. We must be able to use 
both. All one-sided efforts will lead us off track. 

CHALLENGE 2: HANDLING THE VISIBLE 

AND INVISIBLE 

Leading people in transition also requires the ability 
to work with the complexity of the following factors: 

collective interests vs. individual interests, objective 
factors vs. subjective factors, meaning the visible 
vs. the invisible (see figure below). This complexity 
houses enormous potential to undo obstructive atti-
tudes and values in connection with change and re-
newal initiatives. In the four-field matrix we must be 
able to work with all dimensions at the same time 
for change initiatives to be successful. 
 

Picture 6

The key is to realise that this is a whole system approach that calls for actions in all four dimensions at the same time. 

Source: K Wilber

The Dynamics of Change 

Work in all dimensions in order  
to be succ�ful.

Level of competence 

Behaviour Performance

Structures and system 

Products, equipment, etc.

Bottom line results

Leadership

Co-workership

Personal maturity

Guiding values

Attitudes that limit 

Shared strategic vision

Management calls for brain.
Leadership calls for heart.
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The individual/objective field in the above figure re-
fers to behaviour, performance levels and efficiency 
in terms of the individual’s efforts. The objective/
collective square refers to dimensions such as vi-
sions, goals, organisation, structure, systems, func-
tions, people, buildings, equipment, products and 
money. We can call these objective factors, individ-
ually and collectively, “content dimensions”, which 
refers to the tip of the iceberg, which is above the 
surface in the figure. When it comes to the subjec-
tive, individual dimensions, we mean the managers’ 
and employees’ personal level of maturity as well 
as individual attitudes, convictions and emotions. In 
the subjective/collective field we refer to cultural 
factors such as controlling values, obstructive atti-
tudes and the level of strategic consensus. We call 
these subjective factors, individually and collectively, 
“the process level” and mean the iceberg under the 
surface in the iceberg metaphor. It can be difficult 
to differentiate between content and the process 
level at the same time. Managers today have a pref-

erence for and skills in working with content issues. 
We need to develop a language and teaching meth-
ods to work with process issues – that which lies 
underneath the surface. Real learning and growth 
means that we have to be able to work on all four 
levels and include people physically, mentally and 
spiritually.

A new outlook on people emerges in which it be-
comes increasingly important to handle the pro-
cesses (under the surface) rather than the products 
(above the surface). 

CHALLENGE 3: HANDLING SHORT-TERM 

AND LONG-TERM MANAGEMENT 

Being a manager and a leader often means being 
able to deal with two different types of leadership, 
both dealing with operative operations (short-term) 
as well as being able to develop and change the 
overall function (long-term). This creates a need for 
two different approaches, see figure below. 

Picture 7

Leader must be able to 

handle both short and long 

term perspectives.  

Source: K Plank 2 Leadership Challenges 

Develop a shared language. 

Two types of 

leadership

Day-to-day operations

Everyday development

Rationalisation

Administration

Expand, coordinate holistic function

Change

Development

Time dimension Limited goals Long-term
Undefined

Attitude Decisive Analysis
Reflection
Inquisitive

Leadership style Concise
According to plan

Difficult
Open

Problem solving Closed
Goals
Well defined
Create full use of resources

Open
Goals evolve
Process oriented

Focus Stimulate greater effectiveness Promote conditions for learning/  
development/change
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The ability to handle the operative side of daily 

operations: everyday development, rationalisation, 

and administration. This involves a time dimension, 

including defined goals, outlook, drive, and speed. 

The leadership style here is to proceed according to 

plan, often short-term. Problem solving is character-

ised by distinct, well-defined goals that are closed 

by nature and aimed at improving how resources 

are used. Stimulating greater effectiveness is what 

distinguishes the focus of this approach. The other 

type of leadership is to develop and co-ordinate the 

overall function in connection with change, develop-

ment and renewal. The time dimension here is more 

long-term and indefinite and requires more analysis 

work. The need for time to reflect and talk, dealing 

with questions and anxiety linked to change. The 

leadership style here is more open and consultative. 

Problem-solving is conducted more openly, where 

goals emerge between the leader and the em-

ployees. The focus is more on the direction of the 

process in order to create new conditions that are 

conducive to learning, development and change. 

In other words, the main focus is on the subjec-

tive, individual and collective process issues – the 

concealed iceberg under the surface. Here again 

the paradox is being able to deal with two differ-

ent types of leadership. The important thing is to be 

able to answer What? How? and Why? and direct 

attention to the vision and future target images. 

CHALLENGE 4: LEADING THROUGH  

CONTROL AND SELF-INITIATIVE 

Mobilise your employees’ participation in times of 

change. Corporate management’s and the manage-

ment group’s initiative and commitment are impor-

tant in carrying out the change process. But it is not 

enough. To achieve the results we want we must 

mobilise all the forces in the organisation and exploit 

the total effect that arises when as many employ-

ees as possible are part of the change process and 

take the initiative and responsibility for achieving 

the desired results. Insight into the change gained 

through shared and owned present-situation map-

ping and defined future positions are necessary to 

get the process started. Commitment is the impetus 

that keeps the process in motion. An inspiration-

al vision is therefore an essential tool for enlisting 

employees. When those involved share a vision and 

agree on both the overall as well as short-term and 

concrete goals, the employees do not need much 

steering but take more personal initiative. 

One common recurring mistake that leaders often 

make in the change processes is that they believe 

the rest of the organisation’s members are on the 

same level of comprehension and acceptance as 

themselves. This contributes to our easily losing fo-

cus, providing less information and an inability to 

guide the change processes to the finish. 

It is easier to create understanding and accept-

ance by arranging dialogues where people have 

the chance to participate and influence. We have 

emphasised the importance of vision. The question 

of why some things need to be realised in the fu-

ture must be answerable since this gives a sense 

of purpose. 

Among the most important leadership qualities are 

flexibility and the ability to adjust your leadership to The Dynamics of Change 

Short-term leadership is about  
��ution. Long-term leadership  
is about refle�ion and conne�ing. 

Shared ownership 	 the pr�ent  
situation and vision is vital.

Organise dialogue s�ions to enable in-
�uence and participation.



21  

the situations that arise. There is one question that 

everyone wants an answer to in order to be part of 

the change process, namely: What’s in it for me?

The key to success lies in whether you have your 

employees’ confidence. As a leader it is your duty to 

convey your vision so that it speaks to your employ-

ees’ inner motivation and values. It is then you can 

instil the confidence in the future that is needed to 

embark on the change process. 

CHALLENGE 5: HANDLING TIME  

”FASTER” AND ”THINGS TAKE TIME” 

Running change processes is something more 

managers and employees need to be more capable 

of. Changes may involve reorganisations, something 

that is becoming more common, but also different 

duties and the ability to handle new work processes. 

In a time when demands for greater efficiency and 

productivity speed things up, there is an exaggerat-

ed belief that reorganisation will solve the problem 

and produce the desired changes at a quicker rate. 

We can see our clock time – chrono – as the ”outer 

time”, the time in the world that is a system we all 

follow. At the same time, we also live in an existen-

tial time, an inner time – kairos – time in the soul. 

When we try to change and influence people we 

cannot disregard kairos time. At the same time the 

organisation demands rapid, flexible adjustment. 

 

We want to emphasise a few key words for change 

initiatives: Things take time. Those of you running 

the change processes must be distinct and patient. 

It is easy to find yourself in a vicious circle where a 

sense of powerlessness, fear of dismissal or being 

reassigned new tasks generates mistrust and fear 

of change. The manager’s task is to instil hope, cre-

ate participation, support and trust. To do so takes 

courage, tolerance and self-motivation. 

CHALLENGE 6: BUILDING TRUST AND 

MINIMISING MISTRUST 

Conflicting forces often surface and you must be able 

to handle them while leading the process. You should 

be able to justify a course of action without merely 

safeguarding your own interests. Leadership means 

that you create and lay the conditions for changes.  

You can instil trust and energy in your employees if  

you are also a credible role model. Your words and  

actions must concur when you initiate changes. Being 

genuine and authentic means that your inner leader-

ship must reflect your external actions. 

 

Help to answer: What’s in it for me? 

2 Leadership Challenges 

Chronos time: rational, logical and 
	stem time. 
Kairos time: Time to conne� and 
time for our soul. 

Being genuine means being in  
agreement with your inner and 
outer self – to walk your talk.

Picture 8

There is one question everybody wants an answer to in order to 

participate in the process of change, namely: ”What´s in it for me?”

Source: K Plank

Today

Vision

Change of Individual level
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View yourself as a bridge between levels, a junction 

for cross-contacts that makes you a co-ordinating 

force in the organisation. 

Part of your role as leader is your ability to con-

stantly alternate perspectives, from the close and 

everyday to the overall intentions for the future; from 

the inner world to the outer; from human to system; 

from individual to group; from the organisation’s 

needs to customers’ needs.

The golden rule is to create a climate for learning 

and involving the employees. Various ways of devel-

oping and diagnosing your own team can be found 

in your compendium. 

To succeed with the change initiatives, we know 

from experience that trust is the key to success. 

Trust is about predictability. Trust is also about  

having shared values that remain firm even when 

circumstances in the organisation change. 

Building trust is about achieving results related to 

business agreements and following these agree-

ments. It is also about acting with integrity and be-

having in a consistent and genuine manner. Building 

trust and confidence is also about demonstrating 

empathy by respecting the well-being of others. We 

also know that trust is built up through a concur-

rence of word and deed. You keep your promises. 

You share vital information. You keep information 

confidential. You are loyal and committed to your 

task. Your behaviour is honest, fair and ethical. You 

are interested in and seek out other people’s opin-

ions. You respect and accept different opinions and 

deviations. You dare to speak openly about your 

own weaknesses and strengths and you are able to 

show your own vulnerability. 

CHALLENGE 7: HANDLING CONFLICTING 

EXPECTATIONS 

As a leader you are always leading in a cross-fire of 

expectations. You are forced to make choices and act 

at the break-off point of varying interests where there 

is generally no distinct right or wrong. This could give 

rise to various dilemmas, which are accentuated dur-

ing major change events and crises. As manager you 

are expected to show: hierarchal loyalty to your supe-

riors and principal; solidarity towards the organisation 

and colleagues; fidelity outwardly, to customers and 

clients, while at the same time being true to yourself, 

in other words, to feel genuine. 

 

Creating TRUST is a k�.

Picture 9

Trust comes from a consistent and persistent way of acting.

Source: M Buber

Outward

actions

Inner

self

Being genuine

The Dynamics of Change 

Trust is built on integrity, concern 
and delivering r�ults.
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Try and remain in the centre of the heart and look be-

yond all the individual special interests. This is easier 

said than done since your own values will be pitted 

against those of others. An illustrative dilemma might 

be when you are expected to act loyally under pres-

sure while at the same time you are receiving ambig-

uous directives from your principal. Moreover, you are 

expected to cement the decision with your employees 

and generate a sense of democratic participation. This 

is when the dilemma arises of being credible in both 

the eyes of your principal and your employees. 

When we have the courage to meet and confront 

the challenges of leadership, we can more easily 

live with the opportunities and limitations when we 

try to renew and change our organisations. 

SURVIVAL STRATEGIES 

When psychological (invisible) contracts are out 

of balance and the situation does not allow a win-

win relationship between the needs of the individual 

and the organisation, an energy leak and value con-

flicts arise. Three different survival strategies usually 

crystallise from this: 

Loyalty

You are there, you persevere and continue to work 

loyally even if you do not agree 100% with what is 

happening. 

Voice 

You express in various ways your own values and 

needs and direct attention at the adjustment prob-

lems that arise and that must be resolved in order to 

progress in the change process. 

Exit 

You may have tried both routes earlier but find the 

situation unbearable and consequently change jobs 

or leave the organisation. 

Try to be at the centre � the heart  
– but don’t lose yourself.Picture 10

Four leadership dilemmas - it is a ques-

tion of maintaining a balance between 

the different expectations.

Source: L Svedberg

2 Leadership Challenges 
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ISSUES FOR REFLECTION 

1. Which of the seven challenges do you find most difficult to handle? 

2. Which of the challenges are you good at handling? Why?

3. What do you need to change, develop or improve in order to accept  

 the challenges? 

4. Which of the seven challenges will be most important for you to handle  

 in your present change initiative? 

??
?

The Dynamics of Change 



3

LEARNING  





27  

Create a dialogue built on trust.

Learning and change go hand in hand. When we 

learn we change. Learning can in itself be a pro-

cess for the organisation that generates resources. 

To manage both the demands of the business as 

well as those of the individuals in the change pro-

cess, we need to ”learn to learn”: to experiment, try 

various alternatives and expand our curiosity and 

ability to reflect in all contexts. 

However, it is not always easy to see and switch 

perspectives, or find new angles of insight in terms 

of one’s self and one’s job in times of change when 

we may feel our own identity is threatened. Being 

able to develop an approach in which you as leader 

can combine an outside perspective with a paral-

lel inside perspective means being able to live with 

both distance and closeness. If you can do this you 

can give yourself the opportunity for reflection that 

contributes to new insights, perspectives and be-

haviour patterns. 

The various stages of change place new choices in 

our paths. We also need to learn new ways of being 

and learn from old ways of being. These choices of-

ten involve a conflict between the need for security 

and the need to examine what the new involves. 

The new uncertainty generally implies risk, which 

stirs our insecurities and our fear but also our cu-

riosity. As a leader your task during the various 

phases of change is to make the apprehensions 

and confusion that always arises as a psychologi-

cal phenomenon in conjunction with major organ-

isational changes comprehensible, meaningful and 

manageable. 

If you manage to create a trusting dialogue where 

you make things comprehensible, meaningful and 

manageable for your employees, then you have also 

created the foundation for the new learning that the 

organisation needs. Learning can be one option for 

manoeuvring through apprehension and confusion. 

The graphical sequence of the change curve may 

indicate a position of energy over balance/imbal-

ance, but also of identity in transformation. It also 

indicates the curve for learning that often occurs in 

conjunction with changes. 

TIME FOR CONTEMPLATION

If you continuously use tools such as contempla-

tion, assessments and reflection, you can avoid 

desperate situations and a loss of self-esteem in 

conjunction with changes.  

This knowledge is acquired by consistently work-

ing with the challenges that are to be found in the 

impending changes, but also by learning from pre- 

vious changes you have experienced. Most man-

agers also view changes that the organisation has 

lived with for a long time as a lifestyle, and enjoy the 

challenges presented by the changes and for the 

most part also see the opportunities. 

Guiding a ship to port in calm seas is something 

every manager can do. It is when the waters get 

choppy that our leadership abilities are tested and 

it is then the quality of the leadership is reflected in 

how effectively your group manages. 

As manager you need to live with a feeling for the sit-

uation where you through your actions assess what 

Learn to learn �om �at you and 
your empl�e� go through.

3  Learning  
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is the right course of action and the right timing. But 
you also have to try to learn from what is happening 
and what has happened with your employees. 
See Team reflection. 

DISCUSSION AND DIALOGUE

As leader you must create mutual understanding 
in the ongoing change process. You do so through 
dialogue. It is important to note the difference be-
tween dialogue and discussion if we are to be able 
to actively choose which type of conversation we 
want. To maximise our level of learning, you must 
encourage dialogue instead of discussion when the 
team reflects together. During a dialogue we are 
open and neutral to what is being said and we listen 
and express ourselves without fear. 

The more knowledge we can produce together in 
the team, the quicker we can change our situation. 
Creating learning processes and a learning team is 
both now and in the future one of your most impor-
tant duties as leader. In addition to giving purpose 
to the future, you as leader have a responsibility to 
create learning and growth processes for yourself 
and your employees. 

Changes are often associated with crisis and anx-
iety, but they can also be something exciting and 
which offer new opportunities to learn and develop. 
In times of great uncertainty we need a different 
type of planning and approach to people. It is about 
you as leader being able to maintain a culture of 
pride, as well as a climate in which you deal with 

Dialogue is �en we can speak 
with out fear and li�en without 
r
i�ance.

Picture 11

It is an individual decision  

– in the open attitude will  

the deeper learning grow. 

Source: W Isaac

We grow �en we learn

Conversation

“to turn together”
Deliberation

“to weigh out”

Suspend

Listening 
without 
resistance; 
dis-identify

Reflective  
Dialogue
Explores underlying  
causes, rules, and  
assumptions to get  
to deeper questions  
and framing of 
problems

Generative  
Dialogue
Invest unprecedented  
possibilities and new  
insights; produces a  
collective flow

Defend

“to ward off,  
protect from  
attack”

Controlled  
Discussion
Advocacy, competing; 
abstract verbal brawling

Debate
Resolve by  
beating down

Skillful  
Conversation
Analytic, uses hard data 
to get to answers to 
problems; reasoning 
made explicit

Dialectic
Tension and synthesis  
of opposites

Fundamental  

choice point

(Productive 
Defensiveness)

(Unproductive  
Defensiveness)

Fundamental  

choice point

EXERCISE
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Living in compl�ity calls for  
a holi�ic perspe
ive.

both difficulties and challenges while continuing to 

work with enormous self confidence.  

PARTICIPATION 

Every change in an organisation or work routine 

in which the individual employees are not actively 

involved is a wasted opportunity for learning and 

competence development and normally generates 

frustration and stress in your unit.

It is important to see what has happened and what is 

imminent. Analyse business requirements from the 

outside in; in other words, from external demands 

to the company’s functions. Let analysis of human 

demands stem from social and psychological posi-

tions. In other words, work from the individual level 

over the group level and upward in the organisation. 

As we have pointed out previously, the change pro-

cess is as essential a part of the final result as the 

organisational solutions. 

DIALOGUE AND FEEDBACK 

Feedback and strategic dialogues are what create 

long-term success in change processes by laying the 

foundation for organisational learning. As leader you 

must understand that changes take time. But you 

must also be aware that development and the change 

process must be put in a longer time perspective. We 

see time and again that people make the mistake 

in their change process of underestimating the de-

mands of the individual, reserving too little time for the 

change process and have a lack of understanding for 

the pro-cess itself. The key today is to adopt a holistic 

perspective and be able to live with the complexity. A 

manager cannot address just one issue at a time. 

Complexity and turbulence can only be handled 

when the employees in the organisation are en-

trusted and authorised to take more overall respon-

sibility. For this, we as leaders need to communicate 

more and delegate more, and not just empower 

staff and experts to become actively involved in the 

change initiatives. It is important that people with dif-

ferent backgrounds, economists, engineers and HR  

people acquire a common terminology and under-

standing of the process in order to drive the changes.  

An organisation is ultimately a series of agreements, 

which is why there must be room to work through 

and create an understanding of what the organisa-

tion is today and what it should be in the future. As 

leader, you need skills and methods to change your 

own organisation. The aspects of change events 

that you need to master and have the tools for in-

clude analysis, action, experience and reflection. 

Analysis includes the questions: What does our or-

ganisation look like today? Where are our greatest 

energy leaks? But also: What are our visions and 

goals? 

Action includes the questions: What do we need 

to realise the visions and goals? How do we repair 

the energy leaks? 

Experience includes the questions: How do we 

execute our action plan? Will the plan give us the 

organisation we want? Do the methods work as we 

intended? 

Reflection includes the questions: Is our un-

derstanding correct? What can we learn from the 

change process? Are our visions and goals the right 

ones? Are our methods the right ones? 

Work 
om the individual level and 
upward in the organisation

TIP: Use th�e qu�tions for  
a dialogue in my team.

3  Learning  
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Empl�e� �pe� and demand to be 
involved.

LEARNING TAKES TIME 

Structural changes require genuine learning by both the 
leaders and the employees. The time for simple ”quick  
fix” solutions is gone. Today’s employees both expect 
and demand to be more involved in changes, which al-
lows for broader participation in the learning process. 

What we as leaders look for through follow-up and 
learning is to discover and address impediments in 
order to free up energy. If you as leader forget to 
address these needs, you are also building a feeling 
of inability and incompetence in your employees. 

We have unfortunately witnessed how much too 
strong and manipulative managers make their organi- 
sations and teams dependent and work too mani- 
pulatively. The result is that criticism is silenced and 
conflicts are pushed beneath the surface. Fear  
becomes the primary motivator. This normally breeds 
defensive and reactive behaviour that causes changes 
to proceed much too slowly. The changes do not  
have the intended effect. The leaders have omitted  
acceptance and understanding.

If you as leader want to create loyalty you must con-
tribute to a corporate culture with values that your 
employees can identify with. See your employees as 
subjects and not objects. Work to create participa-
tion and learning, and conditions that breed profes-
sional pride. Your best consultants in your change 
process are your employees. There is no one right 
way to run a change process. You must find your way. 

NO DEVELOPMENT, NO LIFE 

Learning, development and change go hand in 
hand. When we learn new things we grow. Free-
dom, trust and changes are conducive to learning, 
development and change. Isolation, fear, anxiety and 
indifference however stifle a creative organisational 
climate and prevent learning and change. 

Because we emphasise observation and reflec-
tion, with employees creating the foundation for the 
conditions required and the results, it is essential to 
support the new ideas that emerge and release the 
new collective ambition.

ISSUES FOR REFLECTION 

1. How do you and your team work today to make the most of learning?  

 (See exercise   Learning Levels)

2. How will you and your organisation work during in the change to maximise  

 your learning?

 

3. What will you do personally to increase the level of learning in your  

 organisation? 

??
?

Learning and development go hand 
in hand.

The Dynamics of Change 
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Drive and determination are essential when work-

ing with change, but reality is often the opposite. 

It is difficult to gather around what is best for the 

business if it involves a diffuse or uncertain future 

for many people in which areas of responsibility are 

affected or altered significantly. An enormous need 

for information and supportive activities requires 

very careful planning. People can become para-

lysed, each one putting themselves first, and they 

can waste energy guarding their own territory. You 

must also allocate more time and be more accessi-

ble. This should also apply to management teams 

and management activities.  

A management that has consistently and persistent-

ly worked to form a basic sense of security in the 

organisation, marked by openness, honesty, respect 

and caring for the individual, will have an excellent 

foundation from which to face the changes. In simple 

terms, people who are in sound physical and mental 

condition are more resilient to stress. It is important to 

uphold the organisational self-confidence and create 

the conditions to sustain it throughout the change 

process. This can be achieved through a lucid, open 

culture in which active measures are taken to give 

each other feedback and allow group reflection. 

PARALYSIS AND EXCLUSION

In conjunction with more radical changes, the se-

verity of the situation and the weight of the issues 

on the table can lead to agonising over a decision. 

The decision-making and communication routes do 

not always function as before. More line managers 

may be directly involved, or perhaps they them-

selves will be leaving their positions when the new 

organisation takes shape. They often feel excluded. 

It is vital that managers and employees do not feel 

excluded from the flow of information. If people are 

forced to live in a vacuum of absent information, ru-

mours surface and it becomes difficult to construc-

tively pursue the essential issues.

 

The most crucial issues in the entire planning effort 

include the questions ”Why?” and ”How does this 

affect me as a person?”. Management must prepare 

a concise and straightforward message that every-

one can support and which explains why the com-

pany will undergo the change and defines the goal. 

VISIONS MOVE US FORWARD …

It is a huge benefit to your change efforts if you can 

consistently and persistently work with one vision 

and an attractive image of the future. An excellent 

vision clarifies the general direction in which the 

company will move toward, it motivates the employ-

ees to act in that direction and it helps co-ordinate 

all crucial activities. The more you can work with 

images of the future, visions, targets, etc, the more 

distinctly you can answer the questions ”Why” and 

”What’s in it for me?”.  

It is essential to give a clear, comprehensive picture 

but it is equally important to work with a relevant 

picture of the present situation. 

…AS DOES EMPLOYEE PARTICIPATION…

A fundamental concept in all change efforts is in-

volvement. Good planning makes it easier to start the 

change. During the initial phase, it is appropriate to 

limit the planning to a change team, preferably the 

Need to allocate more time  
and availability.

Empl�e� need to feel included  
in the information �ow.

“Why” is a crucial qu�tion to answer.

A clear, understood and shared pi�ure  
� the pr�ent situation and vision  
is the k�.

4  Planning
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management team. They should work on the princi-
ple of providing information as openly and honestly 
as possible. It may, however, be necessary to keep 
certain information secret for business reasons. 

All important information should be presented to 
those concerned at the same time and as early as 
possible. We will address how you can work with 
information and communication in conjunction with 
change in a later chapter. 

…AND INSIGHT INTO HUMAN  

REACTIONS. 

To be able to help and support separate individuals 
and groups in the new situations that arise during 
the course of change, both you as leader and your 
employees need to be aware of and understand how 
people react in the face of change and that there 
are different stages. Everything cannot be factored 
into the chaos that sometimes arises, which means 
it is also about being able to live with uncertainty in 
the face of the unknown. Building up confidence in 
the new situation is a gradual process. 

PLAN SUPPORT ACTIVITIES 

Support systems are something we need to review 
and develop regularly (see              My support 
system). Support activities may be required when 
dramatic changes are being made. As leader, you 
must plan in advance since an emergency situation 
can arise and quick, efficient support can be dif-
ficult to find. It is also important that you prepare 
several types of support activities and the option 
of adapting them to the individual. Remember also 
that support activities are as important for those  

remaining in the organisation as they are for those 
that have to leave. 

The following are examples of support activities:

•  adviser-led group discussions (for both  
 managers and employees)  
•  professional conversation partners (internal and  
 external) 
•  outplacement support
•  financial counselling 
•  change process and crisis management training
•  extra physical activities 
•  family counselling 
•  support from friends
•  employment clubs 
•  self-strengthening activities 
•  life and career planning 
•  wake for the old organisation 
•  rewards 

Support activities, particularly for those  

remaining with the company 

•  crisis management 
•  goals and personal development dialogues 
•  goals and vision teams
•  team-building for new or re-formed teams 
•  rewards for efforts and loyalty 

USE YOUR SUPPORT FUNCTIONS 

There is a great deal of qualified help and support 
available, both internally and externally. Make sure 
you contact the support functions available to you 
and find out what they can offer. Below is a brief 
presentation of the primary support functions. 

Anticpate the human reactions.

Be proactive with su�ort!

The Dynamics of Change 

EXERCISE
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Human resource staff generally have extensive ex-
perience and training in how people react to change 
and is one of the first support functions you should 
contact. They are familiar with the organisation, usu-
ally from a perspective that differs from the one we 
have acquired during our time as leaders in the or-
ganisation. The HR staff can also help with impor-
tant legal and administrative issues that arise. 

Depending on previous relationships, union organ-
isations are also a potential support function.  It is 
essential that the work is done with mutual con-
sensus. The unions can serve as support groups 
and provide extra security by safeguarding the em-
ployees’ needs and rights. If good relationships are 
formed and promoted during the company’s nor-
mal circumstances you will have a wealth of confi-
dence to draw on when times are hard and dramatic 
changes need to be made. 

A highly qualified support function that is often for-
gotten in this context is corporate healthcare ser-
vices. They usually have a good idea of how the or-
ganisation’s individuals are feeling. Many talk about 
their emotional state during a visit. In some cases, 
employees make appointments to talk about how 
they feel and find someone to whom they can talk. 
Corporate healthcare services have expertise in cri-
sis support and can be an enormous asset in deal-
ing with people who fall outside the normal pattern 
for crisis management and need extra support. 

An important support function we do not normally 
consider is our employees’ families. Families are of-
ten the only form of security when everything around 

us feels as if it is in a state of chaos. The support that 
a family can offer is extremely valuable if the entire 
family has general knowledge about an individual’s 
loss curve. It can therefore prove extremely valuable 
if we can offer families this type of input. 

Last but not least, leaders also need support for 
their own thoughts and emotions. It can often feel 
lonely and the notion ”I’m probably the only one that 
feels this way” is not uncommon. It is important to 
have a network of other managers that allows us to 
reflect and express our feelings. We often wrestle 
with the same issues for which we need to find 
solutions. If you are not already part of this type of 
network it is a good idea to start one. 

As leader you also have a need to speak in private 
with someone. Do not be afraid to contact one of 
the above support functions for a private discussion. 
In some cases it may feel better to speak to an ex-
perienced behavioural scientist or psychologist. Do 
not be afraid of this type of contact as it could well 
be worth the time you invest. 

STAKEHOLDER ANALYSIS 

When drawing up new visions, strategies, goals and 
structures, it is important to know the stakeholders 
and their expectations. Maintain a dialogue in which 
you check what the mutual expectations are in deal-
ing with the new circumstances and challenges. The 
final document is not what is most important here 
but the process in which we work to merge our ex-
pectations (see                 Stakeholder analysis).  

4  Planning

EXERCISE
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FORCE FIELD ANALYSIS 

A force field analysis is a good tool when you face a 
difficult situation. The analysis is a way of visualising 
and mapping the forces and energies that exist in 
needs, desires, fears and other emotions present in 
the individuals concerned. The analysis visualises 
the forces working for or against a given change 
(see                   Force Field Analysis).  

BALANCED SHORT-TERM PLAN 

You also need to work with short planning horizons 
in conjunction with major changes that demand in-

dividual growth and adjustments. This is because 
there are so many unexpected reactions and events 
that surface on both the visible content level and 
the invisible process level. It is a good idea to have 
a rolling three-month plan that you review and  
update once or twice a month with your change team, 
depending on how much impact the change has on 
individual people in the organisation. 
(See Balanced plan.) 

ISSUES FOR REFLECTION 

1. What vision or long-term goal do you have for the change you  

 are facing? Is it known, understood, manageable and attractive?

2. What forces exist for and against the change you are facing?

 

3. Who are the stakeholders with expectations of the change and  

 are these expectations known and shared by all concerned? 

4. What type of support systems (individual and collective) do you  

 have or need in order to manage the transition?

??
?

The Dynamics of Change 
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Your ability to communicate with others in conjunc-

tion with changes is very often the deciding factor in 

terms of whether the change is a success or not. It 

is through dialogue and understanding that you cre-

ate an acceptance for the change and it is through 

communication you can capture the apprehension 

and uncertainty that people facing change feel. 

Throughout the entire change process everyone will 

have a greater need to talk and vent issues, emo-

tions, frustrations, dreams, possibilities, ambiguities, 

rumours, etc. The overall objective is to keep every- 

one informed, even if the specific goal of each 

meeting varies as you progress through the various 

phases of the change process. 

Begin by determining in the management team to 

what degree you want employees to participate in 

the change. If you feel the change will demand a 

high degree of individual ability to set goals and di-

rection as well as learning, then it is best to choose 

a form of communication that involves a high de-

gree of involvement. The diagram below can help 

you decide. 

How you present your message, what you say and 

how you discuss things with your employees will be 

decisive. Demands for more information and com-

munication will also increase in conjunction with 

the change. Your employees will want to be involved 

and influence their situation. As manager you are 

in charge of making sure communication functions 

satisfactorily throughout the entire change process.  

Tim� � change call for more  
communication.

Picture 12

Use this picture to discuss and decide to what degree you would like to involve your employees.

Source: The Fifth Discipline Fieldbook

Demand on 

individual ability to 

set direction and 

learning

Degree of active participation

Depends on the 

manager’s leadership 

ability.

Telling

Selling

Testing

Consulting

Co-creating

Demands leadership 

skills within the group.

5 Communication

Empl
e� will want to be involved.
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PRIMARY – NON-PRIMARY 

There are normally many issues that need to be 

questioned, planned and led in conjunction with or-

ganisational changes. As leader, it is easy to believe 

that the primary communication issue is what struc-

ture, organisation scheme, work instructions or con-

trol systems we need to create in order to get the 

employees to embrace the change. And since much 

of the leader’s daily focus is on budgets, financial 

and strategic targets, it is easy to believe that if we 

get this in place and inform our employees then 

we will be able to handle the change. But change 

from a human perspective means that the individual 

is primarily interested in questions such as ”What 

are my new duties?”, ”Who will I be working with?”, 

”What is expected of me in terms of new skills, new 

behaviour?”, ”What type of help and support will I 

receive?”, ”Who is my new supervisor and what will 

he/she think of me?”.

AVOIDING RUMOURS 

Insufficient and distorted information obstructs good 

change efforts. Rumours spread quickly during the 

change process. Rumours exist to a greater or lesser 

extent in most organisations and it is difficult to say 

exactly where they begin and where they end. 

Rumours are often a way of relating to power and 

authority in the organisation – a form of counter- 

power that runs alongside, and sometimes in direct 

contrast to the official information. 

Rumours arise due to lack of information and of-

ten because the message is misinterpreted. There 

is a significant risk that the message will be 

misinterpreted and misunderstood, particularly in 

taxing situations such as a reorganisation. It is 

therefore vital to repeat the message, even if this is 

tedious for the person giving the information.

When a group of employees is uncertain, with threats 

hanging over them, rumours can be a way of creating 

unity. Partaking of the rumour process is a way of 

belonging to the group and creating a ’we’ feeling. 

Rumours spread because there are always active 

instigators and messengers who get satisfaction 

from the rumours. Many rumours spread not be-

cause the messenger believes them but because 

they may be amusing, shocking, attract attention or 

afford a higher status to the messenger. 

Rumours can contribute to simplifying and categoris-

ing situations, making them easier to understand. They 

can also connect events that would appear isolated 

and random. Rumours can surface if the information 

provided does not satisfy preferences, alleviate or con-

firm concerns or contribute to resolving conflicts. 

Long information and decision-making chains in 

an organisation contribute to distorting information. 

Spreading information through different routes can 

diminish the veracity of the original message. It is 

therefore essential to keep an open dialogue on 

various levels in the organisation that allows man-

agers and employees to deal with the consequenc-

es of the message. 

In summary, we can note that rumours blossom 

when an organisation undergoes change processes 

Rumours are a way to maintain 
power and authority and to  
create unity.

Primary are ”�o?”, ”�pe�ations 
on me?”, ”help and su�ort”,  
”new behaviours”.

The Dynamics of Change 
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and the employees feel they are losing control over 

their own futures. The spread of rumours flourishes 

in organisations where decisions are taken over the 

heads of the employees, where employees do not 

participate or are involved in the change process 

and resistance to change arises. 

The spread of rumours can be kept at a mini-

mum in an organisation where internal information 

works and where openness and participation exist. 

True and direct information is an element of good 

change efforts. One way of connecting with emo-

tions and rumours in conjunction with change is to 

open change meetings with ”Diagnostic questions”. 

This will help you listen more actively. Read more 

about how in 

ESTABLISHING A GOOD CLIMATE  

FOR COMMUNICATION 

A really good climate for effective and credible com-

munication can best be created when everyone in 

a leadership position conducts themselves in an 

open and honest manner over an extended period 

of time.

Openness and honesty is particularly important dur-

ing change processes. Openness and honesty are 

also essential to maintain credibility and instil trust in 

the new situation. You can prevent rumours, concerns, 

misunderstandings and even mistakes by establish-

ing an open and steady flow of communication. 

Many managers often avoid presenting uncomfort-

able messages. They claim to be too busy with too 

much to do to have time to spend with their employ-

ees. But studies indicate that if the managers do 

not invest time in their employees early on, they will 

end up spending more time sorting out all the prob-

lems that arise due to misunderstandings and ru-

mours. You will be able to nip a lot of problems in the 

bud if you are emotionally present and make yourself 

more available. It is vital that you prioritise the times 

set aside for information and conversations. 

You have several different communication channels 

at your disposal: information meetings, newsletters, 

e-mail, video conferences, personal discussions etc. 

There are pros and cons with all channels. 

Use the one that you feel most comfortable with but 

remember that you must leave room for discussion, 

either individually or in a group. Remember to also 

update employees working abroad. The organisa-

tion’s customers also need to know what is happen-

ing. Keep them updated at regular intervals. 

A FEW ESSENTIAL APPROACHES 

Meet your staff in person. Allow yourself time 

to meet your staff when you inform them about 

the planned changes. Give them the chance to ask 

questions. Make it easy for them to express what 

they feel and allow spontaneous reactions. It is a 

good idea to prepare a written document that con-

firms what you have said. This is particularly impor-

tant when dealing with major changes of a distress-

ing nature.

Tell the truth. The more informed your employees 

are, the less apprehensive they will feel. If you do 

not have the information yourself - tell them so. You 

Participation and openn� minimise 
the spreading � rumours. 

Make room for qu�tions and  
discu�ions.

Prepare a wri�en document.

5 Communication

EXERCISES

Continue to inform even if no new 
information is available.
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will be more credible if you explain openly  what you 
know and do not know. Encourage questions and 
try to find answers to the information you do not 
have. Arrange meetings as soon as you have new or 
complementary information to share. It is better to 
spread too much information than vice versa. Also 
remember to give feedback on how the change ef-
forts are progressing.  

Express your emotions. Do not shut out your em-
ployees from how you feel. They want to know your 
reactions. You will gain more recognition and under-
standing. This also helps establish a more open com-
munication in which your employees feel comfortable 
expressing their feelings. If it is appropriate, talk about 
how the change will affect you personally. 

Before you meet your group, make sure you 

are well prepared for the following:

•  Describe the various stages of the change  
 in detail as you know it. 
•  Explain what effect the change will have on  
 your employees.
•  Open the floor to questions and try to  
 involve everyone. 
•  Listen to your employees and treat them  
 with dignity and respect. 
•  Share your own feelings (if appropriate). 
•  Ask for help and support in implementing  
 the change. 

ACTIVE LISTENING 

Many managers are so busy informing their employ-
ees about the change that they talk throughout the 
entire meeting and allow little or no room for ques-

tions and answers. The secret behind successful 
change leadership is not only to speak openly and di-
rectly, but also to listen carefully to what is being said 
– and sometimes even to what is not being said but 
is in the air. Active listening not only highlights what is 
said, it also brings out the emotions and state of the 
organisation that is behind and below the surface. 

Active listening shows your employees you are willing 
to understand and welcome the considerations and 
emotions that they want to express. So: 
Be attentive with your entire body. Face and 
concentrate fully on the person in question. Do not 
sit sorting or reading through your own papers. 
Maintain eye contact. Listen to what the person 
is saying and be observant of your employee’s phys-
ical expressions. Try to interpret the body language 
with what is being said.  
Show an interest. Repeat now and then what the 
person has said to verify that you have understood. 
Ask with open questions.  It often takes time 
to explain yourself or describe your emotions in an 
honest and comprehensible manner. Open ques-
tions require more than a yes or no answer. (What 
was your first reaction to the change? What affect 
do you think it will have on our team? What in your 
opinion are the pros and cons of this change?) 
Listen to the emotions behind the words.  
There is always a feeling or attitude behind what a 
person says. If you think that the person feels some-
thing that is not evident in the spoken words, follow 
up with questions such as ”Are you upset about this 
change?” or ”How do you feel about this change?” 
Confirm and clarify what you have heard. Make 
sure you have understood the message correctly by 

Dare to share your feelings.

Show that you are willing to li�en  
to b�h concerns and feelings.

The Dynamics of Change 
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repeating it. Try to summarise and define the most 

important aspects. 

When you let go of your fear of facing what is dif-

ficult, you release energy and it is easier for you to 

create a human meeting based on your own empa-

thy and compassion. 

ASK DIAGNOSTIC QUESTIONS 

It is a good idea to open all meetings intended to 

communicate or work on the change with a few di-

agnostic questions to sound out where the group 

is in relation to the change. You should also be 

prepared to adjust or completely disregard your 

scheduled agenda if it does not meet the group at 

the same level you expected. It is essential that you 

as leader show that you are listening and taking in 

what your employees are thinking and feeling about 

the change. This does not mean you have to do 

exactly what they say, but it is important to show 

you care about how they feel and think. The ability 

to show compassion and care is crucial to building 

trust. Read more about how to work with diagnostic 

questions in 

RESISTANCE 

It is natural to face resistance in all change 

pro-cesses. This stems from our basic psycholog-

ical need to find security in an uncertain situation. 

The old, familiar patterns and routes are the secu-

rity we seek.  

By discovering and examining the roots of the re-

sistance with your employees, you can find a way to 

meet and deal with them. This is by no means an 

easy task. It takes time and you need to be prepared 

for many discussions with your employees. 

LIVE AS YOU SPEAK 

An important and sometimes decisive factor in 

communication is what you as leader do after you 

have conveyed your message. To reinforce credibil-

ity and induce your employees to follow your lead, 

you need to be prepared to live out your words in 

your actions. On the one hand, you need to follow 

the process planned in conjunction with the change 

– on the other hand, you follow your own basic val-

ues when you implement the change. Both aspects 

require careful consideration and planning, both 

yours and that of the management group. If feel-

ings, thoughts, words and deeds harmonise, your 

behaviour will be congruent – linked – and you will 

be perceived as genuine and credible.

MANAGERIAL BEHAVIOUR TO AVOID 

Not everything will go as planned, be ready on time 

or mean that everyone is satisfied and positive 

about how the change is being implemented. There 

are a few traps we want to warn you about: 

1. You cannot reach consensus in a major 

change process.

2. Avoiding or ignoring resistance. Resistance is 

usually not a pleasant experience. It feels like every-

one is angry with you and views you as the culprit. 

This condition is normally temporary. Denying resis- 

tance only makes it stronger and prolongs it. Include 

the resistance instead. Take a close look at it by  

listening and having an exploratory discussion. 

Show sincere inter�t and concern. 

Examine r�i�ance tog�her with 
your empl�e�. 

Walk your talk – be true to your  
own valu�. 

5 Communication

EXERCISES
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3. Hatchet man and saviour at the same time. 

As manager you can find yourself on two sides and 

you must avoid being the one holding the axe and 

offering comfort at the same time. If you must notify 

an employee of something that risks upsetting him/

her, make sure there are others on hand to assume 

the role of caregiver. 

4. Forced team-building exercises. When the 

change process is under way, you as leader may feel 

the team should participate in team-building exer-

cises to function effectively again. It is usually point-

less to embark on team-building exercises when the 

team is in the shock, reaction and early coping stag-

es. What the team needs instead is to deal with the 

loss and sorrow that it feels, complain, and compare 

with other members of the team before it can begin 

building up trust and collaboration again.

5. Emphasising productivity. Some managers 

believe that if they demand extremely high produc-

tivity in the midst of change turbulence, they will get 

it. The employees may respond in the short term 

but the effect tends to ebb and even diminish. You 

cannot ignore the psychological reactions that are 

part of the process. The risk is that the organisation 

will get bogged down, everything collapses and no 

one believes in the new situation. 

6. Don’t push it. Your employees might need more 

time to think about the situation. You as manager 

must be sensitive to how hard you are progressing. 

7. Don’t trivialise. Humour is good but never trivial- 

ise a fear or question from an employee. 

THE TOUGH CONVERSATION 

It is no easy task to tell an employee that he or 

she is being transferred, given new assignments or 

needs to accept a cut in pay. We know from experi-

ence that many managers and leaders try to avoid 

such discussions.  

Most difficult is telling an employee that he or she 

will be dismissed. There is no way of avoiding the 

fact that the employee will feel threatened, both 

with regard to existence and identity. He or she will 

want to defend themselves. Defence mechanisms 

are our protection against threats and often stem 

from a fear of not being good enough and not be-

ing accepted. Our defence mechanisms also kick in 

when we don’t have a channel for our most impor-

tant needs and values. 

What makes this discussion particularly difficult 

is that you as leader must be willing to face the 

emotions that arise during this conversation: pain, 

apprehension, and anger. You need to be able to 

accept and carry not only your employee’s emotions 

but also your own. It is a question of having the 

courage to share the loss and grieve together. 

Words are not what mean the most in difficult con-

versations but the emotions you convey. Your em-

ployee needs to feel your empathy and that means 

you must be emotionally present throughout the 

discussion. 

Developing our empathetic capability requires con-

siderable self-awareness and knowledge of how 

people react in crisis. The Dynamics of Change 
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The earlier you inform your employees about the 
change, the greater the chance for them to take 
part in the process. This will allow you to find mutual 
solutions much quicker, and it will be easier for your 
employees to move on.

Before you start the important discussion, think 
through what you know about your employee’s work 
and private life. Think and speak in terms of oppor-
tunities and measures. 

The best way to be supportive during the difficult 
discussion is to try to maintain an even dialogue 
where you listen actively, where you instil trust and 
support for the future, where you can allow room 
for emotions and where you are prepared to face 
resistance and defence. Be as honest and distinct 
as you can. 

Remember, in most cases it is not more knowledge 
you need but practice and experience in conducting  
the difficult discussion.

FOCUS ON…

When you have a difficult discussion, remember: 

you are more help: less help:

Concentrate more on the person …than the problem.

The discussion is more about emotions …than facts.

The present, Now, should be more central… …than the past.

Better if your employee leads the discussion and decides  
what the most important topics are… …than if you lead and choose

Try to mirror and reflect the other person’s emotions…  …than asking or assuming.   
  (which can lead to a dead end).

If possible, also accept negative emotions (concern, anxiety,  
dislike, aggression)… …and not just positive emotions.

Do not solve the problems of others, but help them find new  
ideas and ways of thinking… …instead of giving expert answers  
  taking over or promising too much.

Source: B Dahlbom-Hall

Em�ional pr�ence is more  
important that facts.

Prepare for carefully for di
cult 
discu�ions.

5 Communication
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ISSUES FOR REFLECTION 

1. What do you feel that you and your management group should  

 focus on to communicate your change better?

2. Do you feel secure and decisive in handling ”difficult conversations”?  

 If not, how can you develop this ability?

 

3. Do you allow enough time and space for understanding and discussions  

 with your employees? 

4. What do you find most difficult in a face-to-face meeting in a change  

 dialogue?

??
?

The Dynamics of Change 
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We all react differently to organisational changes,  

positively as well as negatively. It is when the change 

is seen as a loss that it can be viewed as a threat or 

crisis. Examples of types of losses that arise during 

organisational changes include: 

•  Loss of colleagues, managers, co-workers  

 and friends

•  Loss of power and opportunity to influence 

•  Loss of security and status

•  Loss of expected future scenario 

• Loss of resources

Some of these losses can be perceived as less 

significant and dramatic for some but can be com-

pletely overwhelming for others if there is a loss of 

purpose and strong reactions. These losses lead to 

reactions of grief that may be associated with strong 

emotions, counter-forces and resistance. These re-

actions often follow a cyclical course encompassing 

the different phases described below.  

Our most familiar behaviour patterns are often in-

sufficient when we find ourselves in new, unforeseen 

situations. In times of crisis we feel that we are not 

good enough, experience a sense of abandonment 

and feel that most things are chaotic. Our identities 

are threatened; we are thrown out of balance and 

we lack energy. 

People react di�erently to di�erent 
typ� � lo��.

Picture 13

The loss cure – human reactions during phases of change and transformation. 

Source: J Kullberg

Persons enter 

a new life 

situation wich 

he or she 

perceives as 

threatening

Defence,

Denial, Escape

Unable to act

Period of sorrow

New ideas

Test new ideas

Towards new 

stability

Accept reality

Our reaction pa
ern is quite  
predi�able.

6  Human Reactions 
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Shock 

The shock phase can last from a few seconds to 

days. We are often blocked and cannot take in what 

is happening. Reality is perceived as chaotic. We feel 

like strangers and deny realities. Feelings of confu- 

sion, fear and anxiety dominate. Afterwards, we can 

have difficulty remembering what really happened in 

certain situations. 

Reaction

The reaction phase is when we are forced to open 

our eyes to what has happened. At the same time, 

we are wrestling with the information and defend-

ing ourselves against the new, uncertain reality. The 

question “why” repeats itself. We revert to familiar 

ways and patterns to resolve the conflict. We mo-

bilise our energy and we turn feelings of bitterness, 

anger and aggression both inwards and outwards. 

It is important to describe emotions with words, 

though it is difficult and taxing. 

Repair

The repair phase can go on for a long time – any-

where from a few months to a few years. During this 

time we slowly begin to accept reality and this leads 

us to new ideas and choices. We realise that we 

cannot live in the past. Our defence drops and we 

begin to rise to higher energy and activity levels. Our 

overwhelmed and damaged self-esteem begins to 

recover and our betrayed hopes are addressed. 

When we get this far we say we have reached phase 

four, the new orientation phase. 

New orientation

In the new orientation phase we notice that we 

have developed and grown. We have learned more. 

We are more confident about the new. Apprehen-

sion and confusion has subsided. We test new ideas 

and ways of acting. By going through crisis we of-

ten emerge stronger and better equipped to meet 

new changes. We generally say that we have gone 

through a second-degree learning phase - we have 

relearned instead of learning new.

Chaos and confusion. 

The Dynamics of Change 

Ask. “Why”.

Bi�ern� and a�r�ion.

Defence drops and self-
teem  
r�urns.

Look ahead and try new things.

LEADING THROUGH THE LOSS CURVE 

On the following pages we will delve into the reactions and grieving process that arises when an individual 

perceives the change as dramatic. We also describe how you as the leader can read the signals and re- 

actions, but also how to lead and support. 

THE DIFFERENT PHASES OF THE LOSS CURVE
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THE SHOCK PHASE – DENIAL  

The shock phase can begin suddenly when an em-

ployee is told about dismissal or a dramatic transfer. 

But it can also arise gradually as an employee finds 

out about a change via rumours or random infor-

mation. If it is possible to control, it is better for the 

individual and for the manager to handle the first, 

more controlled situation. The shock phase can last 

anywhere from a few seconds to a few days. 

It is a type of paralysis, often marked by mechanical 

behaviour and general distraction. The person is void 

of emotions and often described as ”capable”, ”strong” 

and ”silent”. In reality, he/she is shutting out reality, has 

difficulty processing information and under the sur-

face the entire person is in a state of inner turmoil.

  

Conscientious, rational actions can be difficult, 

even impossible. Feelings of confusion, fear and 

anxiety dominate. We can have difficulty remember-

ing what really happened and was said afterwards.  

Signals and reactions 

Those around us may not even recognise a state of 

shock; it does not have to be particularly dramatic, 

and appears only in small behavioural deviations. 

There are several different psychological defence 

mechanisms that subconsciously step in to help 

the individual through the day, but which conceal 

the actual, unstable inner state. The mechanisms 

are often very difficult to distinguish and resemble 

discrete behavioural disruptions: 

•  A person can regress, revert to an earlier develop- 

 ment phase and become childish, irresponsible  

 and perhaps helpless. 

•  Denial of events is common. 

•  It is easy to excuse one’s own role in events,  

 to project or blame others. A person who spreads  

 conspiring rumours can believe that a dismissal  

 is due to a conspiracy against him or others.  

 Strong aggressive emotions can surface. 

•  Identification can also occur and this means the  

 reverse, that the person assumes the good qualities  

 of others. For those who identify too strongly with  

 their work, dismissal can have disastrous rami- 

 fications for their self-perception and identity. 

•  Rationalisation is when the person justifies  

 their behaviour with reasons that are socially  

 more acceptable than the true reasons. There  

 may be a need to conceal egotistical needs that  

 are at the root of certain actions.  

•  Some people isolate themselves, become insular  

 and reject support from others.

•  Others want to be strong, suppressing or  

 repressing their reactions. But ”getting it together”  

 can be dangerous since the suppressed reactions  

 surface later as physical or mental symptoms  

 that can be difficult to trace. 

•  Escapism, illusion or daydreaming from the truth  

 is a common trick for pretending that things  

 are alright. Common behaviour in groups include  

 ”business as usual” and focusing on the past.  

 The energy in the group turns inwards; communi- 

 cation comes to a halt, which can take the form  

 of the end of shared coffee breaks. When people  

 begin to safeguard their own interests, they can  

 begin guarding their territories and it is easy to  

 misunderstand each other. There could appear to  

 be a high level of activity, but this need not mean  

 that things are being done effectively. 6  Human Reactions 

Confusion, fear and anxi�y.

Defence m�hanisms step in to help.

Energy turns inwards, communica-
tion slows down and people safe-
guard their own inter�ts.
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Supporting and leading 

Is it essential you provide feedback that everyone 

is working with the right things, instead of doing 

things right. There is a huge need for communica-

tion. Make sure you have time in your schedule for 

discussions and questions that arise. What you as 

manager do to ease and shorten the shock phase 

is to talk frankly and openly with your employees 

about what the information and decisions involve, 

try to visualise the context and offer new opportu-

nities in the face of the new situation. This can be 

done in group meetings and individual discussions. 

Try to give information to as many people as pos-

sible at the same time. But when drastic transfers 

or dismissals are an issue, you must first have indi-

vidual discussions with the people involved, before 

the information is announced at a large meeting or 

in writing. Your employees must have the chance to 

ask questions, particularly those affected by drastic 

transfers, managerial changes, or when people face 

dismissal. It is also wise to distribute written infor-

mation that confirms and cements the information 

about the decision you need to announce. 

Follow up information actively. If the organisation is to 

be dismantled or staff dismissed, immediately sched-

ule regular talks, preferably once a week with those 

concerned. Be attentive to the need for support and 

information. Those being dismissed may need to meet 

you in private to talk about the situation. The support of 

co-workers is also essential in this context. 

It can be difficult to face a person in shock. There is 

no right or wrong. The most important thing is that 

you are there and prepared to listen actively to both 

emotions and thoughts. 

In summary, your role during the shock phase is to be 

accessible, listen, maintain contact, provide as much 

available information as possible, keep your eyes open 

for new conflicts brewing or behavioural changes and 

encourage co-workers to support each other. 

REACTION PHASE – RESISTANCE  

The shock phase and reaction phase are normal-

ly referred to as the emergency phase since they 

deal with issues such as repression, denial, resist-

ance and critical reactions. This is why we devote so 

much time to these initial phases. 

The reaction phase begins when the person con-

cerned is forced to face what has happened and no 

longer tries to run away from it.  

Emotions normally take over in the reaction phase. 

The situation now is taxing, empty and mechanical. 

Irritation, fear, keeping a stiff upper lip. Something 

feels wrong but is it me or everyone else? 

The inner pressure looks for release, often expressed 

in very strong emotions that are sometimes difficult 

for outsiders to understand. A lot of energy is spent on 

resistance and defence. The reaction phase is often 

referred to as the defence phase or censor phase. 

Employees can often use strenuous self-control 

to maintain a behaviour pattern that feels empty,  

or complete a task that feels questionable.

Em�ions take over and are  
som�im� incomprehensible.

Strong and primitive defence  
m	hanisms.

Make sure you are available.

Provide information as early  
as po�ible and allow time  
for qu�tions.

The Dynamics of Change 
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Signals and reactions 

The entire psychological apparatus undergoes a 

sudden conversion during the reaction phase. Its 

task is to integrate reality as functionally as possi-

ble. When mobilised, the individual defence mecha- 

nisms of certain employees can react primitively. 

The person affected tries to find meaning in the 

inner chaos that arose in conjunction with the over-

whelming message. The question why repeats itself. 

As does the lamentation of how absurd and unfair 

it is that this is happening to me and us. It may be 

difficult to find an existential meaning if there ap-

pears to be no way out of the nightmare. The pro-

cess eventually advances from irrational to rational 

behaviour. This can be induced through dialogue, 

conversations and support. The reaction phase can 

be a vast rollercoaster ride filled with grief, anger 

and hope. 

At this stage we can observe responses such as 

aggression, blame, anxiety and depression. It is not 

uncommon to hear ”what difference does it make? 

The company doesn’t care about us any more! I have 

devoted my soul to this company and look what I 

have to show for it…” 

During the reaction phase productivity often falls 

drastically and the employees are often out of bal-

ance and negative. Many experience troubles in their 

personal relationships and have trouble sleeping. 

The group escalates its unity against a common 

enemy. This unity is part of gathering strength and 

arguments to launch at the decision-makers in an 

attempt to nullify or reverse the decision. They can 

form groups, gather facts, write petitions or protest 

lists, find evidence in the form of mappings or sur-

veys that can be used as counter arguments. A lot 

of the fact-gathering is biased since they are only 

looking for information that supports their belief. 

This is, however, a good process since it helps ap-

preciate and value positively all measures taken. 

Supporting and leading 

You must be able to deal with critical situations and 

not back away from things that appear unpleasant. 

You need to be there for your employees during this 

phase. You need to be accessible and listen, even 

if it takes time. 

You also need to show that it is fine for your em-

ployees to vent their emotions. You will be able to 

deal with resistance easier if you also accept neg-

ative and critical bursts of emotion. In so doing you 

will facilitate forward motion in the change curve. 

Being able to ”get it out of your system” is impor-

tant during the reaction phase. When people are 

dismissed, both those that will need to leave and 

those remaining in the organisation feel guilt and 

bitterness. 

The individual needs to address their emotions and 

grief in order to accept the new reality. As leader you 

should help as much as possible, but remember too 

that many forms of help are needed in the reaction 

phase. It is unreasonable to expect one person to be 

a pillar through every phase and for all factors. You will 

need someone who can provide comfort and warmth, 6  Human Reactions 

�e qu�tion “Why?” is �en  
repeated.

Productivity could fall drastically.

Don’t wait – deal with the situation 
dire�ly.

It must be acceptable to show  
feelings.

Prepare for many di�erent typ�  
  helpers and sourc�   su�ort.
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EXERCISES

someone who can encourage, someone to bolster 

performance, someone to initiate fun activities, and 

someone who can provide structure and ask ques-

tions.                          includes an exercise that provides 

the opportunity to map out your support system, and 

that of others, and how it can be used. 

Emotional outbursts can recur and linger as trying 

behaviour or physical problems. If you suspect that 

someone really has difficulty unravelling their emo-

tions you should contact your HR contact or some-

one at corporate healthcare. There are also external 

contacts that can serve as a sounding board and 

support for people in crisis. 

Remember to continue to inform everyone in your 

organisation as much as possible. Do not underes-

timate the need for information, communication and 

the chance to ask questions even in this phase. 

It might also be appropriate to consider if you can 

organise some rituals that give your employees the 

chance to say goodbye to the old and welcome the 

new. Field trips, activities that give the chance to 

meet the ’new’, like a new boss, visits to the new 

workplace – all can be elements that contribute to 

people being receptive of the new situation. 

Your practical role as manager is more active as 

listener, explainer and observer. 

THE REPAIR PHASE – EXPLORATION  

Once we begin to accept our new reality we also 

begin to see new opportunities. You will see that 

your employees start to regain their desire to work 

and have a belief in the future. Even if this phase 

can still be perceived as positive chaos it is also re-

ferred to as the exploration and examination phase. 

Your employees have a distinct desire to deal with 

the new. This is often so extensive that some can 

perceive it as new chaos. It is up to you to stimulate 

new ideas and make the most of this new creativity. 

Signals and reactions

Strong emotional elements can also exist during 

the repair phase that now target new logical targets. 

Your employees will feel a huge need to go to the 

boss and say what they feel. There may be a pent-

up need to express what has been concealed and 

sort out the new situation. Conflicting opinions and 

trying discussions may occur but these discussions 

will probably not have the same unreasonable na-

ture seen during the reaction phase. 

A common recurrent question is ’How?’ This indi-

cates a willingness to start trying new approaches, 

attitudes, methods and correlations. 

There may be signals that your employees are ex-

aggerating their preparations. There is a frustration 

– people want so much in this phase but there is 

still confusion and chaos and it can be difficult to 

concentrate on work. There is a lack of connection.

Your job is to provide direction and gather energy 

towards a common goal. 

Supporting and leading 

There is still a need for a listening and accepting The Dynamics of Change 

Constantly inform and invite for 
qu�tions.

A�ange “rituals” to say goodbye and 
to welcome the new situation.

Belief in the future and d�ire  
to work r�urns.

�e qu�tion “How?” is �en  
repeated.
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support group. As leader you may need to repeat a lot 
of the factual information you have already said and 
help your employees analyse what has happened so 
that they can put their situation in context. 

If employees still unreasonably criticise the chain 
of events or individual managers, point out this ten-
dency. Reinforce thoughts related to possible alter-
natives (but do not say: Let’s try and forget this and 
move on…). 

For the repair phase to be as forceful as possible 
and lead to positive, lasting actions that look for-
ward, the climate in the group and the organisation 
has to allow for trial and error. There is a risk that 
attempts will be short-term and lack context instead 
of having strategically motivated steps. It is your job 
to support and encourage new thoughts and ideas. 
The trick is to be both creative and strategic. If you 
can be happy with ”this is the first time we’ve tried 
the fifth time” you increase the chance for everyone 
to learn something new.

Active initiatives such as feedback and reflection 
are particularly important in this phase. Particularly 
fortifying and encouraging feedback that helps el-
evate the individual’s self-esteem and motivation. 
This also helps the individual to take more risks and 
expand his or her own safety zone. Group reflection 
accelerates learning and visualises the individual 
development processes. 

You can also actively contribute to the change cli-
mate by encouraging and pointing out proposals for 
improvements. Carefully monitor any projects that 

start. Set short-term goals. Hold brainstorming and 
planning exercises. 

The objective is to help your employees see events 
in perspective and be able to conclude the repair 
phase themselves and proceed to the new orienta-
tion phase. 

NEW ORIENTATION PHASE  

– COMMITMENT  

The new orientation phase is a direct continuation 
of the repair phase and covers the time one year 
after the event and onwards. We have dealt with our 
lost dreams of how we wanted life to be. We often 
notice that we have grown as a result of the crisis 
and our self-esteem is stronger than ever. We have 
the courage to try new ideas and ways of acting. We 
are often better equipped to face new changes. 

Signals and reactions

Your employees are now ready to join forces behind 
a common plan. They are willing to review their ob-
jectives and make plans for how to achieve these 
objectives. The question ”what should we do to find 
the best solution” is heard more often. 

New challenges are viewed from a positive and loy-
al perspective. The climate is positive and active – 
there is a lot of job satisfaction, purpose and overall 
satisfaction. 

Supporting and leading 

Management’s primary task is to promote more 
long-term objectives in the organisation and to unite 6  Human Reactions 

Self-�teem g�ing stronger.

A common qu�tion is ”What is the 
b�t solution?”

Allow trial and e�or. Reinforce 
the positive.

S� short-term o�e�iv� and follow up.
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all personnel around important assignments. To en-

hance unity as well as efficiency, it is wise to invest 

in team-building activities in the new or reformed 

team. This can include reviewing visions and values, 

or clarifying the group’s mission. 

Show appreciation for the work done during the change 

process. Try to find some type of reward in recognition 

of your employees’ efforts, ambitions and loyalty.

Follow up how the change efforts have been im-

plemented and how your employees are feeling. 

Reflect on what worked well and what could have 

been done better. Evaluate the point of improving 

change-process skills for the next time.

REACTIONS ON THE GROUP AND  

ORGANISATION LEVELS

The patterns can be found even within groups and 

organisations. In the organisational change process 

we normally talk about four central phases that re-

late to the transition grid.

Apprehension and confusion are 

greatest during the first two phases af-

ter the planning phase, as is the lack of 

trust and ability to learn. In the last two 

phases trust can be rebuilt, learning 

becomes easier and self-esteem and a 

belief in the future blossom. The model 

illustrates how energy levels vary; in the 

upper half the energy is external toward 

customers and receivers, in the lower 

half energy is internal in order to create 

a unifying force in the organisation. In 

management work it is about balancing 

the energy so that customers receive 

the service they require even when 

the organisation is busy with internal 

change processes. 

The individual counter-forces can be seen as an 

effect of the subconscious life that the organisation 

lives. Most organisational theories omit emotions. 

They are considered irrational and the organisation 

is expected to only follow financial and technical ra-

tionales. But we know and must begin to recognise 

that emotions are part of the interaction and part 

of the organisation process. There is nothing irra-

tional or weak about emotions. The subconscious  

Picture 14

The direction of energy and time in different phases of the transformation. 

Source: Flora/Eklind.

Denial

Resistance

Commitment

Exploration

Transition Grid

The Dynamics of Change 

Energy focus is internal during  
r�i�ance and �ploration.

Work with long-term o�e�iv� and 
development � a team spirit.
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life in every organisation contains some degree of 

anxiety and every individual needs to deal with this. 

Changes in duties and the organisation affect our 

identities and relations to others, which can create 

anxiety that must be diverted. Organisations nor-

mally do this through new activities that cause new 

anxiety. This process is self-generating and hap-

pens more often today. 

We often hear the expression ”that’s the way things 

are done here” and this can explain the collective 

defence. Both organisations and individuals have a 

two-faced mask – a Janus face. One side of the 

mask shows relatively no anxiety but behind the 

mask may be the face of paralysis and lifelessness. 

It is easy to change structures but it is difficult to 

change thought behavioural patterns. Changes can 

have the opposite effect of what is wanted - in other 

words, what you want to change may also be re-

inforced. If you work with group dynamics you will 

notice that the group always satisfies emotional 

needs; needs such as warmth, security, belonging, 

appreciation, admiration, reflection, competition, 

dominance and submission. 

Everyone can feel apprehension and anxiety. These 

emotions can surface in change situations. Man-

agers often have to face both their own anxiety 

and that of others prior to difficult conversations 

with employees. The manager can easily become 

a vessel for other people’s anxiety. And the anxiety 

of others can also awaken the manager’s anxiety. 

There are also managers who are anxiety-carriers in 

themselves and who prefer to devote themselves to 

pretend activities, shutting themselves away in their 

rooms, refusing to go to meetings, and remaining 

occupied elsewhere. These are actions to reduce 

their own anxiety instead of confronting situations 

where the organisation’s uncertainty takes many 

forms. Some hide their anxiety by fleeing, like mak-

ing unnecessary business trips. 

6  Human Reactions 

Beware � the need to satisfy  
em�ional needs.

Try NOT to take on �her people’s 
anxi�y.
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ISSUES FOR REFLECTION 

1. Where are you on the loss grid? Where are your employees?  

 (see  Diagnostic Questions)

2. Think back on a significant change in your life. What was most difficult  

 for you to deal with?

 

3. How should you as leader act to meet your employees’ apprehension  

 and anxiety in connection with what for them are significant changes? 

4. What is your most common form of defence when your self-image and  
 behaviour is questioned?

??
?

EXERCISE



7

STRESS
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Stress wears down relationships. Organisation is 

accomplished through relationships. So what are 

the consequences of stress? 

Changes, both desired and undesired, trigger 

many different reactions. All major changes can be 

trying and overwhelming. We can experience transi-

tions as exciting and challenging or frightening and 

threatening. Major changes can be a source of joy 

and sorrow, anger and feelings of guilt.

Stress, changes and elevated levels of anxiety go 

hand-in-hand. Stress means strain. Stress helps 

us mobilise both physical and emotional forces to 

counteract the demands that arise in a threaten-

ing situation. A reasonable amount of stress helps 

channel energy and is often a positive factor, both 

for the individual and the business. 

STRESS HAS PHYSICAL EFFECTS…

In stressful situations the body mobilises hormones 

and adrenaline, which are then secreted into the 

blood. This causes breathing, muscular strength, 

heart rate and the ability to concentrate being re-

adjusted for a fight or flight response. The stress 

reactions begin automatically, regardless of whether 

the initiating factor is real or imagined. If you feed 

your nervous system with thoughts of dangers and 

threats, the body and the psyche react as if you are 

exposed to a definite physical threat.

…AND HAS INTERNAL AND  

EXTERNAL ORIGINS

Factors that induce stress are called stressors, and 

there are both external and internal stressors. The 

inner stressors are the most common and originate 

in you not living up to the ideals and demands you 

place on yourself at work or in your private life. Or 

that your most important needs or values are not 

being satisfied. Uncertainty born of thoughts, ideas 

and suggestions that you have not fully understood 

can have the same effect. 

External stressors may be a ”hopeless boss”, poor 

information, rumours or a poor working environment. 

The most powerful stressor of all is The Unknown. 

The Unknown can conceal a danger and is viewed 

as a threat to your situation. 

The exercise ”The Psychological Contract” pre-

sented in                  is a way of encouraging re-

flection. It can also serve as an eye-opener and a 

way of initiating a dialogue between manager and 

employee about what your invisible contract looks 

like. Remember that this must always be done on 

the individual’s own terms.  

STRESS IS TIRING AND DISRUPTIVE

Long-term stress relationships can cause prob-

lems since they consume energy, create frustration 

and drain our mental batteries. Stress research 

shows that too many changes in a brief period can 

lead to physical or mental illnesses. Stress wears 

down both out physical and mental well-being. 

Stress is tiring. If a tired organism does not have 

the chance to recover naturally through sleep, re-

laxation and rest, there will eventually be a risk 

to life and health, and diminished physical and 

mental capacity. More and more diseases are 

Change and str� �en go  
hand-in-hand.

Wears down physical and mental 
wellbeing – need time to r�over.

7 Stress

Hormon� and adrenaline are  
mobilized regardl� if the situation  
is real or imagined.

Str� could come �om own demands 
or ­ernal factors.EXERCISES
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considered to be the result of long-term stress or 

stress-related. 

SUPPORTING AND LEADING 

As a leader you will be tested through organisation-

al and personal stress in conjunction with changes. 

Key questions you need to ask are: 

•  How can I as a leader create a sense of security? 

•  How can I as a leader help my employees to  

 better understand the unknown? 

•  How can I as a leader adjust my employees’  

 workloads?

•  How can I as a leader create self-determination  

 and co-creativity in the transition process? 

Stress research also shows that self control has  

a stress-reducing effect. Ask yourself: 

•  How can you as a leader create an open,  

 supportive climate in the work team?

•  What type of support do the people in my  

 team need? 

•  What types of defence and defence mechanisms  

 can I see in the people in my team? 

DANGEROUS STRESS 

Dangerous stress in working life is caused by a 

combination of major trials at work and low control 

of the situation. 

•  Not having enough time to do a good job. 

•  Not knowing what to do or who should do what.

•  Not receiving feedback on a job well done. 

•  Not having the chance to make complaints to  

 the boss. 

•  Being responsible for something over which  

 you have no control. 

•  Having objectives that differ from those of  

 the boss. 

•  Not being proud of what you have accomplished. 

•  Being responsible for other people who do not  

 live up to their responsibilities. 

•  Not being allowed to demonstrate what  

 you know. 

To reduce stress and harm in conjunction with 

changes we need to create situations where peo-

ple are empowered and in control of their own sit-

uation. Feeling the existence of social support and 

predictability in the transition process is important. 

Most people want to know that their actions have 

purpose and context.

Research shows that people place more demands 

on themselves as a result of the many organisa-

tional changes in working life, escalating profitabil-

ity demands and constant employee performance 

evaluations. 

Today’s businesses have become less tolerant of 

less effective employees and managers and de-

mand competence development. They have also 

become more rigorous in their recruitment process-

es, which also exerts more pressure on employees.  

MANAGERS NEED TO BE MORE AWARE 

There must be greater awareness, particular-

ly among managers, that many people identify 

strongly with what they do and how they perform. 

People with high performance-based self-esteem 

Empowerment and feeling in control 
reduc
 str�.
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over-adapt to the system and can end up in a state  

of emotional crisis due to exaggerated demands.  

A person who constantly subjects himself or her-

self to extreme demands does not know his or her 

limit, which increases the risk of mental illness, ex-

haustion and burn-out. We can ask ourselves what 

our performance culture is like at our workplace – is 

it healthy and can we change it? Managers need 

to become better at identifying the type of people 

whose lives are built on performance. 

7 Stress

High performing people run a higher 
risk 
 burnout.
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ISSUES FOR REFLECTION 

1. How do you prevent, repair and handle stress at your workplace? 

2. What stress reactions can you see today among your employees? 

 

3. Reflect on the following questions/statements:   

 a. Does someone you know feel that you work too much?   

 b. Do you give yourself enough time to recover after periods of hard work?   

 c. ”Stress is the spice of life or the kiss of death” 

??
?



8

FIRM 
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Creating understanding and acceptance. Fear 
and insecurity spread in times of uncertainty, when 
organisational change generates a sense of loss. 
In conjunction with organisational changes, when  
facing new structures and demands, it is essential 
that leaders can also provide clarity and stability in 
the prevailing confusion and chaos. In such situa-
tions we must be able to handle and convert neg-
ative emotions and experiences based on fear – in 
other words, go from apprehension to hope.  

Even you as a manager may need to address your 
own apprehension or sense of loss. It is therefore 
vital that you deal with your emotions and talk about 
them. Important support groups for you as a leader 
include your own superior, other managers, close 
friends or a coach. 

The value of the individual is not linked to perfor-
mance as is the case with the functional value of 
an organisation (functional value tends to objectify 
people while the value of the individual sees the in-
dividual subjectively). It is important to allow people 
to retain their dignity, even in trying organisational 
situations, and to show respect. This demands hu-
mility, an ability to listen to others and acting with 

integrity. It is vital to be careful and take people seri- 
ously during difficult conversations.  

In other words, it is a question of how you deal with 
human encounters. Emotions play a prominent role 
in what happens and has happened in transition 
pro-cesses. They are the basis for how we address 
and interpret the next change or reorganisation we 
face. We therefore feel that the ability to create an 
understanding, to act with a consultative approach 

and possess emotional 
intelligence are a few im-
portant factors in being 
able to manage change.  

CREATING UNDER-

STANDING 

Active communicative 

leadership that conveys 
lucid information and si-

multaneously clarifies new roles and mandates that 
arise in conjunction with changes is essential. It is 
common to see a loss of purpose, which makes 
people cling to old patterns. Participation, mental 
support and arranging arenas where issues can be 
discussed and negotiated are important. The tran-
sition process is filled with major challenges when 
it comes to using planned measures to influence 
people’s understanding. 

In our experience, managers, through their strong 
roots in traditional thinking, often fall into the trap 
of wanting to realise new thinking via traditional 
communication. This is often done with repeated 
presentations of arguments, descriptions, preferably 

Provide clarity and stablility.

 From apprehension to hope 

   Powerlessness – Participation
   Fear of making mistakes – Encouragement to accept responsibility
   Isolation – Dialogue
   Fear of being dismissed – Support for career development
   Fear of change – Shared vision
   Mistrust – Trust, hope

Deal with and talk about your own 
em�ions.

Show r�pe� by li�ening and being 
human.

Em�ions are important.

Participation, mental su�ort and 
arenas for dialogue are important.

8 Firm Leadership 
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coupled with elegant overheads. Unfortunately, the 

result is often that the employees do not under- 

stand management’s intentions. They continue to 

act from their present level of comprehension and 

no significant change occurs in the daily activities. 

Management may then interpret this as if the em-

ployees are obstinate and slow and lack the will to 

change and the ability to think in new ways. Manag-

ers do not realise that people act from their percep-

tion of the information and situation, or how people 

change their perception and what it takes for this 

to happen.  

Research shows that our actions are not actually 

governed by external factors such as rules and in-

structions, defined visions or values, which is what 

is assumed in traditional leadership. Instead, our ac-

tions are governed by how we perceive these rules, 

visions and values. In other words, rules, visions or 

values per se are not central but how the people in 

the organisation interpret them given their under-

standing of their work and of the company. 

Understanding-based leadership demands that 

leaders establish a trusting interaction with em-

ployees, where they together reflect on and cre-

ate an understanding for what the work involves. 

In this way leadership assumes the nature of a 

dialogue and a social process, where people in 

interaction with each other expand their under-

standing instead of a person that tells others 

how things should be done. This approach can 

be threatening since it diminishes their formal 

position of power. The ability to use dialogue as 

an approach requires an inner security and self 

confidence with the ability to be consultative in 

one’s leadership. 

CONSULTATIVE LEADERSHIP 

It is unfortunately all too common for leaders to 

adopt a control attitude and give immediate expert 

answers. Consultative leadership is instead aimed 

at trying to produce day-to-day knowledge and be-

gins from the employees’ position. It is a Socratic 

method based on the leader asking the employees 

questions and arriving at a solution to problems 

through dialogue with the leader providing help to 

self-help. People are helped to assume responsi-

bility for their own life situation and their futures. 

In all teaching we know that people learn best if 

they are allowed to think for themselves and reflect 

on their answers, and that the greatest progress 

is made if motivation comes from within. We learn 

best if we are allowed to think for ourselves and 

find our own solutions and answers. Others can 

help us in the process, which is precisely the aim 

of consultative leadership. 

The consultation becomes a problem-solving ses-

sion during which a person is helped to see what 

they have missed so far. This means you always 

have to start from where the individual is and this 

demands both modesty and compassion. 

The purpose of the consultation is to provide new 

ideas and support a direction of action for the em-

ployee. It has become more common nowadays to 

call this approach coaching. In principle, the two 

methods are based on the same teaching philos-

ophies: help to self-help and that people accept  

People act on their perceptions � the 
new rul�, vision and valu�.

Understanding com� through  
dialogue.

Start �ere your empl�e� are.

People learn b�t if th� are allowed to 
think for themselv� �rst.

It’s about help to self –help.
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responsibility for their own life situation and future. 

In both consultation and coaching the employees 

are central and the discussion is geared towards 

creating an open dialogue based on trust and mu-

tual confidence. Below are a few rules to consider 

when consulting or coaching: 

• ask more questions than you give answers 

• be supportive but also be bold enough to  

 ask the difficult questions 

• involve both the heart and the brain,  

 thoughts and emotions 

• work with both fact/content issues and with  

 process issues 

• have the courage to provide personal feedback  

 at the end of the discussion 

Both consultative leadership and coaching require 

emotional maturity on the part of the leader con-

ducting the discussion. Without this maturity there 

is a risk that we avoid confronting the other person’s 

apprehensions and that we misunderstand/misin-

terpret the emotions that surface in a discussion. 

EMOTIONAL INTELLIGENCE 

We can never understand anyone better than we 

understand ourselves. That is why you must con-

stantly develop your perception of your own feelings 

to better home in on and understand the feelings 

of others. This is a basic prerequisite if we are to 

comprehend and become aware of emotional group 

processes. Individuals, groups and organisations are 

living systems. The driving force behind living sys-

tems is energy. Emotions are energy. In order for 

you as a leader to achieve new goals and channel 

people’s energy you must first connect with their 

feelings. 

Emotional intelligence is based on several factors 

that concern both personal and social competence. 

Personal competence determines how we behave 

towards others. Social competence governs how we 

handle relationships. 

Among the most important factors on the personal 

level is self-insight, which includes emotional aware-

ness, correct self-assessment and self-confidence, 

self-steering, which includes self control, reliabili-

ty, thoroughness, adaptability and innovativeness, 

as well as motivation, which includes a will to per-

form, commitment, initiative and optimism. In social 

competence we find empathy, which is the ability 

to understand others, develop others, being service- 

minded, able to handle differences and having an 

awareness of power relationships in a group, as well 

as social capacity, which includes influencing, com-

munication, leadership, teamwork, co-ordination 

and collaboration, building up a ’togetherness’ and 

an ability to be a change catalyst. 

VALUE-BASED LEADERSHIP

We all have inner convictions and principles that 

govern us in everyday situations. These inner convic- 

tions are grouped into what we often refer to as our 

values. Our personal values steer our daily decisions 

and actions, both consciously and subconsciously. 

To open up and welcome change, every individual 

must have the chance to see how their individual 

values reason both with how the changes are im-

plemented and with the desired ’new’ that we face. 

You understand �hers by how you 
understand yourself.

To �ee energy you need to conne�  
to people’s feelings.

It is b�h about self knowledge and 
social comp�ence.

8 Firm Leadership 
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As leaders, we discuss and plan how we will han-

dle a change by filtering our decisions through our 

values, which we then build on and argue for when 

we communicate our plan to those concerned. To 

succeed, you must allow time and place for con-

tinuous reflection and dialogue about the planned 

change in which those concerned have the chance 

to connect the desired change to their personal val-

ues and ambitions. 

To be perceived as an honest and credible leader 

you must be open and clear about your own val-

ues and your actions must be persistently consist-

ent with your expressed values. You must also try 

to free yourself from personal values governed by 

pronounced self-interest and fear. These can be dif-

ficult to see and it takes courage to address them 

with the help of people around you through active 

coaching and feedback. 

CREATE BALANCE AND ENERGY 

To create a sense of purpose and context, our per-

sonal value system must coincide with the value sys-

tem of the organisation and society. The result other-

wise is a sense of imbalance and exclusion. Current 

value systems are often shaken in conjunction with 

change. As a change leader you must create an are-

na to discuss a new balance in the value system.  

Leadership that constantly welcomes an open di-

alogue to create a common value foundation both 

for the implementation of the change and for the 

desired future situation is also based on the best 

conditions for every individual to feel both motivated 

and strong enough to welcome the change. 

Motivation and driving forces come from circum-

stances where you feel your self-image and identity 

have room in the new situation and that the people 

around you validate this self-image. When these 

three conditions – self-image, other people’s view 

of you and your personal value system – harmonise 

with our surroundings, we find a sense of purpose, 

a feeling of context and we have energy to deal with 

the challenges we face. 

Long-term successful leadership is possible when 

we are in balance with ourselves and feel an inner 

harmony with our lives and relationships with others. 

The ability to be genuine and authentic in our lead-

ership is based on an inner security and stability and 

that we are rooted in ourselves. Inner leadership is 

reflected in outer leadership. To be inspired in our 

work and lives is to be true to ourselves, our passions, 

our convictions and our courage. Leadership based 

on genuine self-esteem often instils respect and 

credibility. Genuine self-esteem comes from personal 

maturity and from reflecting on our experiences and 

through insight into our own values, perspectives and 

behaviour patterns. 

Managers are responsible for dealing with both soft 

and hard parameters. The soft, which we have high-

lighted and emphasised in this document, are about 

being able to communicate and handle reactions 

that normally arise in change situations.  

A HIGHLY EFFICIENT MANAGEMENT TEAM

Our experience underlines the importance of not 

only having strong individual leaders but also a 

highly efficient and finely tuned management team.  

Our valu� govern our d�isions.

Allow time and arenas to refle
 on 
our valu�.

Be open with your own valu�.

Personal and organisational valu� 
must be in alignment to create  
meaning and dire
ion.

Be true to yourself.
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A management team that also speaks with one voice 
and acts in the interests of the whole organisation. 

We see change patterns on the individual level sim-
ilar to those on the group and organisational level. 
In times of turbulent change, the focus and energy 
of the management team could easily be directed 
at the internal structure and with less focus and 
energy directed outwards, towards customers, the 
market and employees.

In times of change, when priorities conflict, anxiety 
and concern are easily generated among members of 
the management and internal conflicts and sub-op-
timisation could easily arise. In such a situation, we 
have seen that the management team can easily fo-
cus on, and put too much faith in, the structural side 
when in reality it is more important to strike a balance 
between the structural and cultural aspects.

To make it easier for the management team to  
act optimally in times of change the following are 
recommended:
• Have a clear, common vision and view of the  
 totality (see                   10), with a distinct gap  
 between the present situation and the desired   
 future situation.
•  Have clear, consistent prioritisations regarding  
 the way the change process should be led in  
 practical terms (see                    7). In some  
 cases a specially appointed change team  
 is required.
• Create time for reflection and learning in order  
 to bring about individual and collective under- 
 standing and actions (see                    8).
• Create a common view within the group of the  
 forces working for and against the change and  
 how these forces can be dealt with consistently  
 (see                    5).

EXERCISE

EXERCISE

8 Firm Leadership 

EXERCISE
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ISSUES FOR REFLECTION 

A definition of leadership during transition: 

”To see what is happening in and around what you do and  

to have the ability and courage to act accordingly”

Use this definition as your basis and consider the following statements  

about your own leadership and that of others during times of change.

”You do not see what is happening and therefore cannot act”

”You see what is happening but lack the knowledge and courage  

to do what is needed”

”You do not understand what is happening, but act according to  

standard routines”

”You do not have enough levels in time and space to be able to judge  

the consequences of your actions”

”Imbalance in those around us prevents you from being competent” 

??
?



9

BUILDING 

A  FOUNDATION 

FOR  CHANGE





75  

Changes in the world around us occur more often,  
more forcefully and are more difficult to predict 
than before. 

We come from a time where the work culture has 
been based on control  but we need to develop more 
flexibility and more rapid learning. In the future we 
will need to be able to handle more decentralised 
organisations with more local freedom and self- 
operating, self-governing groups. To succeed we 
must build more on people’s motivation. Sources of 
energy are about finding ways as a leader to create 
opportunities for employees to participate and gain 
acceptance. This means creating an organisational 
culture that strives instead of being steered toward 
common visions and goals. It means trying to make 
actual changes in behaviour patterns. The way to do 
this is to create effective learning processes where 
people realise, embrace and act according to new 
behaviour patterns. 

The task of management is more and more about 
developing strategic awareness, initiating new com-
petence and new commitment and supporting inde-
pendent individuals who can act on new customer 
requirements and problems that arise in conjunction 
with changes. This also means we need to under-
stand human behaviour on a deeper level and realise 
there are a number of values that we need to address 
in the new imbalances instigated by changes. 

SHARED VISION, MISSION AND VALUE 

PLATFORM 

We need a stable platform that can support the or-
ganisation when the winds of change begin to blow 

if we are to prepare an organisation to stand strong 
in the face of future transition demands. A stable 
platform takes time to build and it is created by 
consistent and persistent value-based leadership. 
Leadership that regularly makes sure the organisa-
tion takes time to question its old and existing work-
ing methods in order to decide mutually and devise 
a preferred value platform, roles and ambitions. This 
means time for reflection and switching from a ”do” 
time dimension to a ”be” dimension. 

By encouraging an active dialogue about the or-
ganisation’s vision and mission, we create both a 
distinct direction but also a deeper meaning. The 
meaning that answers the question why applies to 
both the company’s overall ambitions and the indi-
vidual change. Understanding and acceptance grow 
strong from a broad, open and regular dialogue. 

Stability requires that every individual also incor-po-
rates the company’s vision and mission into their 
own personal vision and mission. This is one of the 
important building blocks in the individual’s psyco-
logical contract with the organisation. Another sig-
nificant block and source of energy is the individu-
al’s own clarity about his/her own value system. The 
individual value system is more important than the 
company’s expressed value system when it comes 
to the individual’s purpose and motivation for doing 
a good job. By stimulating active conversations and 
regular feedback concerning behaviour (to match 
the individual’s personal value system with that of 
the organisation) we can bring about stability, cred-
ibility and trust, not only in the organisation but in 
others and in one’s self.  This creates strong ”psy- 9 Building a Foundation for Change

Need to enhance ��ibility and 
learning.

Value based leadership is the  
foundation.

Allow time to switch �om “do” to “be”.

Help your empl�e� to internalise 
your vision and mi­ion.
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chological contracts”, which together provide a sta-
ble platform and energy to face the transitions. 

A strong foundation requires regular checks and main- 
tenance. An important, and sometimes decisive tool in 
this context, is open, reinforcing, honest and frequent 
feedback. Reinforcing feedback gives the individual 
stronger self-esteem. A feedback culture not only accel-
erates the organisation’s development and learning but 
also builds stronger collective self-esteem. 

REDUCE FEAR AND FOSTER TRUST 

In brief, this is a question of reducing fear and fos-
tering trust in the organisation. Fear and anxiety go 

hand-in-hand with freedom and encountering the 
unknown. Fears can be about loss of identity (such 

as survival anxiety and learn-
ing anxiety). Fear can also 
emerge in a culture where 
we blame others because 
we are afraid of losing face 
or accepting responsibility. 
It can also be a question of 
excessive control and exces-
sive bureaucracy because we 
do not trust each other or 
that we keep information to 
ourselves and do not speak 
openly about what we see 
or feel. As leader you must 
be attentive to these signals 
and fears and have the cour-
age to face your organisation 
with the ambition of driving 
out the causes of this behav-
iour. A crucial starting point 
on this journey is to consider 
whether you as leader are the 

cause of the fear in those around you. This is why 
it is important to create a culture marked by active 
feedback and openness.

Trust stems from consistent, nurturing actions 
based on expressed ambitions and value platforms. 
The foremost source of energy is the participation 
and creativity of people in which self-chosen meas-
ures and commitment to mutual assignments are 
important. Dialogue results in unity and gives us the 
energy to work toward new goals and actions. 

Picture 15

You need to have a good balance between your own self image, your values system  

and others view on you.  

Source: K Plank.

Energies in Progression

Motivation
Growth

Development

Energies in Regression

Energy leaks.
Obstacies of growth/
Personal development

My personal 
value system

Value system of a Group/
Organisation/Society

Self image/

Identity

Other people’s

view of me/us
Balance/Imbalance

Alignment

Balance Imbalance

Reinforce d�ired behaviour  
with feedback.

Be a�entive to fear and have the 
courage to face it.
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If we view leadership as a creative process in which 

every situation is unique, the result is contingent 

on continuous interaction between leader and em-

ployee as well as the external world. We are all co- 

creators of our culture and changes. The keys to 

this creation are in the meeting between people 

and the dialogue itself.  

For trust to grow requires that you as leader are 

distinct and consistent with what you want while at 

the same time showing you care by actively and re-

spectfully listening to your employees.  

Understanding is something that people gain 

through experiences and reflecting on these expe-

riences. This is why people’s actions are governed 

by their understanding of the system and routines in 

the context in which they belong. An altered under-

standing is not something that can be commanded 

or conveyed by using some refined technique. Every 

person creates their own understanding of reality.

Leaders can stimulate and influence this creation 

process. In a genuine dialogue, the leader is as vul-

nerable to influence as those the leader is seeking 

to influence since these dialogues require an ap-

proach and communication process that can reduce 

the leader’s position of power. The paradox however 

is that the leader who can be vulnerable and has 

the courage to acknowledge insecurities and fears 

gains strength and impact. 

Picture 16

Manipulation is distinguished by a great deal of will and little love. You are prepared to do anything. 

Apathy stems from little love and little willingness. 

Harmony without goals often stems from an inability to say no and too little willingness. 

Genuine caring is a combination of a great deal of willingness and a great deal of love.

Source: R May and P Moxnes

Apathy Manipulation

Harmony without goals Genuine caring

We are all part � creating our  
culture.

Understanding stems �om  

perienc� and refle�ions.

9 Building a Foundation for Change
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AND FINALLY…

Finally, a few words to those of you who want to 

build up a culture that can remain strong through 

future changes. In the transition process, manag-

ers are obliged to handle hard parameters such as 

factual issues that answer the question what will be 

done. Managers also need to handle soft parame-

ters, what we call process issues, which answer the 

question how.  In addition, they need to answer the 

question why – the value-creating and purpose-cre-

ating dimension. 

Factual issues can be addressed with logic and ra-

tional thinking. Process issues need to be handled 

with emotional intelligence. The value-creating and 

purpose-creating dimensions require an under-

standing on a deeper level that deals with people’s 

existential questions, such as Why? What is the pur-

pose? How will this affect my life? When we move 

between these different dimensions we need to 

move courageously beyond our comfort and securi-

ty zones. We are talking about spiritual intelligence.  

It is important to work with what is visible and what 

is invisible. We also need to address the individual 

and the collective. We cannot just work with one of 

these four dimensions. We must develop and adapt 

simultaneously to the other three for the new cul-

ture we long for to evolve. See it as a prerequisite 

for an entire system transition with the human per-

spective in the middle.  

The table below offers a few words to take with 

you as you embark on building a strong culture as a 

platform to stand on, better equipped next time the 

winds of change blow…

                                    Good luck!

You must handle it all; What,  
Why and How.

Be prepared to leave your  
comfort zon�.
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Individual Collective

O
b

je
c
ti

v
e

 /
 V

is
ib

le

Treat others as you want to be treated
Create a shared picture of the business vision, 

goal and mission

Ask for feedback on your own behaviour  

and view it as a gift

Create understanding for the business and the 

desired business outcome

Review, develop and maintain your support 

system

Create effective communication through open 

strategic dialogues

Have the courage to ask for help Create conditions for continuous learning

Develop a leadership characterised by respect, 

trust, teamwork, and fair play

S
u

b
je

c
ti

v
e

 /
 I

n
v
is

ib
le

Reflect continuously on your own actions 

and leadership
Build your organisation identity

Develop good self-image, self-esteem and 

self-confidence

Create a common value platform for an attractive 

and competitive culture

Understand yourself and your own driving 

forces 
Create openness and readiness for change 

Be clear in your own values
Create an open climate to deal with apprehension 

and fear 

Stay true to your needs, values and dreams
Understand that resistance is natural before you 

gain understanding
9 Building a Foundation for Change
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ISSUES FOR REFLECTION 

1. Describe the most typical characteristics of your present culture.  

 How much fear exists? How much trust? 

2. What are the most important changes that need to be made to  

 bring about a stronger, more competitive culture? 

3. Do you feel your organisation has a known, cemented and attractive  

 vision conducive to meaning and direction? 

 

4. What are your own personal visions, missions and values?

??
?



10

EXERCISES 
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Your ability to identify, initiate and create the dia-

logue that will help your employees transform their 

mindset, values and beliefs into new behaviour pat-

terns is a critical factor for success. These patterns 

will help them to envision themselves physically and 

mentally in the change you are about to take on. 

This last chapter contains a few key exercises that 

we have found very helpful. The first key question 

for you to think about is ”What dialogues do I need 

right now to help my employees to progress in their 

transformation?” Based on your answer, you may 

find some of these exercises helpful.

The idea is for you to work through these exercises 

by yourself with your organisation. Do not hesitate 

to ask for help or assistance from your human re-

source department or external consultants. This is 

especially important if you feel insecure or imbal-

anced yourself. Remember, asking for help is a sign 

of strength.

The exercises are presented on one page along 

with helpful slides or handouts. Previous chapters 

include suggestions on when it is best to use these 

exercises. 

    Exercises:

 1.  Your ”Psychological Contract” – Is it strong or weak? ........................................................................................84

 2.  The Change Curve – Our present picture .............................................................................................................................................86

 3.  Diagnostic Questions – How do your employees feel?..........................................................................................88

 4.  Support System – A self-assessment  ......................................................................................................................................................89

 5.  Force Field Analysis – Resisting or driving forces? .........................................................................................................92

 6.  Stakeholder Analysis – Create shared expectations ...................................................................................................94 

 7.  Balanced Action Plan – Both content and process ........................................................................................................95 

 8.  Team Reflection – Conditions for learning ..........................................................................................................................................97

 9.  Learning Levels – Where are we? .........................................................................................................................................................................99

 10.  Future Dialogue – Preferred and Probable ..................................................................................................................................101 

10 Exercises 
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s 

a
n
 e

xp
e
rt

 _
_

 N
e
w

 c
h
a
lle

n
g
e
s

 _
_

 F
re

e
d
o
m

 _
_

 F
a
ir
 t

re
a
tm

e
n
t

 _
_

 A
u
th

o
ri
ty

 _
_

 D
ra

w
 a

tt
e
n
ti
o
n
 t

o
 p

e
rf

o
rm

a
n
ce

 _
_

 C
a
ri
n
g

 _
_

 H
a
n
d
lin

g
 c

o
n
fl
ic

ts

E
th

ic
s
, 
m

o
ra

ls
, 
m

a
n

a
g

e
m

e
n

t 
p

h
il
o

s
o

p
h

y

 _
_

 R
e
sp

e
ct

 a
n
d
 d

ig
n
it
y

 _
_

 V
ie

w
 o

f 
p
e
o
p
le

 _
_

 V
ie

w
 o

f 
th

e
 o

rg
a
n
is

a
ti
o
n

 _
_

 V
ie

w
 o

f 
co

-d
e
te

rm
in

a
ti
o
n

 _
_

 M
a
n
a
g
e
m

e
n
t 

p
h
ilo

so
p
h
y

 _
_

 I
n
vo

lv
e
m

e
n
t 

in
 o

b
je

ct
iv

e
s

 _
_

 I
n
vo

lv
e
m

e
n
t 

in
 o

rg
a
n
is

a
ti
o
n
a
l c

h
a
n
g
e
s

 _
_

 M
e
a
n
in

g
fu

ln
e
ss

 
 

N
B

! 
Yo

u
 d

o
n
’t 

h
av

e
 t

o
 s

h
a
re

 y
o
u
r 

re
su

lt
s 

w
it
h
 a

n
yo

n
e
 e

ls
e
, u

n
le

ss
 y

o
u
 w

a
n
t 

to
!

W
h

a
t 

is
 r

ig
h

t?

W
h

a
t 

is
 w

ro
n

g
?

Yo
r 

sk
ill

s 
 

a
n
d
  

d
is

p
o
si

ti
o
n

Jo
b
  

re
q
u
ir
e
m

e
n
ts

Yo
u
r 

n
e
e
d
s

D
e
m

a
n
d
s 

a
n
d
 

re
q
u
ir
e
m

e
n
ts

  
o
f 

th
e
  

o
rg

a
n
is

a
ti
o
n

Yo
u
r 

va
lu

e
s

W
o
rk

  
a
n
d
  

o
rg

a
n
is

a
ti
o
n



8
6

  

E
X

E
R

C
IS

E
 2

T
H

E
 C

H
A

N
G

E
 C

U
R

V
E

 –
 O

U
R

 P
R

E
S

E
N

T
 P

IC
T

U
R

E

W
h
e
n
 p

e
o
p
le

 f
a
ce

 c
h
a
n
g
e
 w

e
 s

h
a
re

 a
 s

im
ila

r 
p
a
tt

e
rn

 o
f 

re
a
ct

io
n
, w

h
ic

h
 c

a
n
 b

e
 i
llu

st
ra

te
d
 i
n
 w

h
a
t 

is
 k

n
o
w

n
 a

s 
th

e
 c

h
a
n
g
e
 c

u
rv

e
, o

r 
e
ve

n
 b

e
tt

e
r, 

th
e
 t

ra
n
sf

o
rm

a
ti
o
n
 c

u
rv

e
. I

t 
is

 v
e
ry

 h
e
lp

fu
l i

f 
th

e
 t

e
a
m

 

yo
u
 a

re
 le

a
d
in

g
 t
h
ro

u
g
h
 a

 p
e
ri
o
d
 o

f 
ch

a
n
g
e
 h

a
s 

a
 m

u
tu

a
l u

n
d
e
rs

ta
n
d
in

g
 a

n
d
 v

o
ca

b
u
la

ry
 t
o
 d

e
a
l w

it
h
 

th
e
ir
 in

d
iv

id
u
a
l 
tr

a
n
sf

o
rm

a
ti
o
n
. T

h
is

 e
xe

rc
is

e
 h

e
lp

s 
yo

u
 a

n
d
 y

o
u
r 

te
a
m

 t
o
 c

re
a
te

 t
h
a
t 

sh
a
re

d
 p

ic
tu

re
 

a
n
d
 id

e
n
ti
fy

 w
h
e
re

 y
o
u
 a

ll 
a
re

 c
u
rr

e
n
tl
y 

o
n
 t

h
is

 c
h
a
n
g
e
 c

u
rv

e
. I

t 
is

 v
e
ry

 e
ff

e
ct

iv
e
 t

o
 u

se
 t

h
is

 e
xe

rc
is

e
 

o
n
 a

 r
e
g
u
la

r 
b
a
si

s 
th

ro
u
g
h
o
u
t 

th
e
 e

n
ti
re

 p
e
ri
o
d
 o

f 
ch

a
n
g
e
. T

h
is

 h
e
lp

s 
yo

u
 a

n
d
 y

o
u
r 

e
m

p
lo

ye
e
s 

to
 

m
a
n
a
g
e
 a

n
d
 d

e
a
l 
w

it
h
 y

o
u
r 

o
w

n
 a

n
d
 e

a
ch

 o
th

e
r’s

 m
e
n
ta

l 
a
n
d
 e

m
o
ti
o
n
a
l 
st

a
te

 a
n
d
 r

e
a
ct

io
n
s.

 T
h
e
 

g
re

a
te

r 
th

e
 i
m

p
a
ct

 t
h
e
 c

h
a
n
g
e
 h

a
s 

o
n
 e

a
ch

 i
n
d
iv

id
u
a
l’s

 i
d
e
n
ti
ty

, t
h
e
 d

e
e
p
e
r 

a
n
d
 s

tr
o
n
g
e
r 

th
e
 r

e
a
c-

ti
o
n
s.

 T
h
e
 w

a
y 

e
a
rl
ie

r 
ch

a
n
g
e
s 

h
av

e
 b

e
e
n
 h

a
n
d
le

d
 a

ls
o
 h

a
s 

a
 m

a
jo

r 
im

p
a
ct

 o
n
 h

o
w

 e
a
ch

 i
n
d
iv

id
u
a
l 

d
e
a
ls

 w
it
h
 t

h
e
 c

h
a
n
g
e
. 

P
u

rp
o

s
e

 a
n

d
 o

b
je

c
ti

v
e

• 
To

 c
re

a
te

 a
 m

u
tu

a
l p

ic
tu

re
 a

n
d
 u

n
d
e
rs

ta
n
d
in

g
 o

f 
th

e
 c

h
a
n
g
e
 c

u
rv

e
 a

n
d
 w

h
e
re

  

 
w

e
 s

e
e
 o

u
rs

e
lv

e
s 

a
t 

th
e
 m

o
m

e
n
t. 

To
 e

n
a
b
le

 u
s 

to
 s

e
e
 a

n
d
 a

g
re

e
 o

n
 w

h
a
t 

a
ct

io
n
s 

 

 
a
re

 a
p
p
ro

p
ri
a
te

 t
o
 a

id
 o

u
r 

in
d
iv

id
u
a
l t

ra
n
sf

o
rm

a
ti
o
n
.

• 
A

t 
th

e
 e

n
d
 o

f 
th

is
 e

xe
rc

is
e
 y

o
u
 s

h
o
u
ld

 b
e
 a

b
le

 t
o
 s

e
e
 v

a
ri
o
u
s 

ty
p
e
s 

o
f 

re
a
ct

io
n
  

 
a
n
d
 b

e
h
av

io
u
r 

in
 y

o
u
r 

g
ro

u
p
. 

S
te

p
s
 t

o
 t

a
k

e

1
.  

P
re

se
n
t/

re
vi

e
w

 t
h
e
 p

re
se

n
t 

st
a
tu

s 
o
f 

th
e
 c

h
a
n
g
e
 y

o
u
r 

te
a
m

/o
rg

a
n
is

a
ti
o
n
 is

 f
a
ci

n
g
  

 
a
n
d
 n

e
e
d
s 

to
 d

e
a
l w

it
h
. M

a
ke

 r
o
o
m

 f
o
r 

a
n
d
 e

n
co

u
ra

g
e
 q

u
e
st

io
n
s 

a
n
d
 c

o
n
ce

rn
s.

2
.  

P
re

se
n
t 

a
n
d
 w

a
lk

 t
h
ro

u
g
h
 t

h
e
 f

o
u
r 

p
h
a
se

s 
o
n
 t

h
e
 c

h
a
n
g
e
 c

u
rv

e
. E

n
co

u
ra

g
e
 q

u
e
st

io
n
s 

 

 
a
n
d
 c

la
ri
fi
ca

ti
o
n
. T

ip
: H

a
n
d
 o

u
t 

a
 t

e
xt

 d
e
sc

ri
b
in

g
 t

h
e
 f

o
u
r 

p
h
a
se

s.
 I
f 

yo
u
 f

e
e
l u

n
co

m
fo

rt
a
b
le

  

 
a
n
d
 in

se
cu

re
 w

h
e
n
 p

re
se

n
ti
n
g
 t

h
e
 f

o
u
r 

p
h
a
se

s,
 s

a
y 

so
. B

u
t 

e
m

p
h
a
si

se
 t

h
a
t 

yo
u
 t

h
in

k 
it
  

 
is

 v
e
ry

  
im

p
o
rt

a
n
t 

to
 d

is
cu

ss
 t

h
e
 p

h
a
se

s 
in

 o
rd

e
r 

to
 b

e
 s

u
cc

e
ss

fu
l w

it
h
 t

h
e
 c

h
a
n
g
e
.  

3
.  

A
sk

 e
ve

ry
o
n
e
 t

o
 d

ra
w

 t
h
e
 c

h
a
n
g
e
 c

u
rv

e
 o

n
 a

 b
la

n
k 

p
ie

ce
 o

f 
p
a
p
e
r 

a
n
d
 p

u
t 

a
n
 ”

x”
 w

h
e
re

  

 
th

e
y 

fe
e
l t

h
a
t 

th
e
y 

a
re

 in
 r

e
la

ti
o
n
 t

o
 t

h
e
 c

h
a
n
g
e
 c

u
rv

e
. T

h
is

 s
h
o
u
ld

 b
e
 d

o
n
e
 in

d
iv

id
u
a
lly

.

4
.  

D
ra

w
 t

h
e
 c

h
a
n
g
e
 c

u
rv

e
 o

n
 t

h
e
 w

h
it
e
b
o
a
rd

 o
r 

fl
ip

ch
a
rt

 a
n
d
 in

vi
te

 e
ve

ry
o
n
e
 t

o
 c

o
m

e
 f

o
rw

a
rd

  

 
a
n
d
 p

u
t 

th
e
ir
 ”

x”
 o

n
 it

. E
xp

la
in

 t
h
a
t 

th
is

 is
 v

o
lu

n
ta

ry
. 

5
.  

Ta
ke

 t
im

e
 t

o
 r

e
fl
e
ct

 w
it
h
 y

o
u
r 

g
ro

u
p
 o

n
 t

h
e
 p

ic
tu

re
 y

o
u
 n

o
w

 h
av

e
 a

n
d
 a

sk
 y

o
u
rs

e
lv

e
s:

 

 
Is

su
e
s 

fo
r 

re
fl
e
ct

io
n
: W

h
a
t 

d
o
e
s 

it
 t

e
ll 

u
s 

a
b
o
u
t 

o
u
r 

g
ro

u
p
? 

W
h
a
t 

m
u
st

 w
e
 t

h
in

k 
a
b
o
u
t 

 

 
d
u
ri
n
g
 t

h
e
 n

e
xt

 p
e
ri
o
d
 in

 o
rd

e
r 

to
 m

a
n
a
g
e
 o

u
r 

tr
a
n
sf

o
rm

a
ti
o
n
 o

p
ti
m

a
lly

?

6
.  

G
iv

e
 e

ve
ry

o
n
e
 a

 f
e
w

 m
in

u
te

s 
to

 r
e
fl
e
ct

 in
d
iv

id
u
a
lly

 o
n
 t

h
e
se

 q
u
e
st

io
n
s.

 A
ft

e
r 

a
 w

h
ile

,  

 
e
n
co

u
ra

g
e
 t

h
e
 g

ro
u
p
 t

o
 s

h
a
re

 in
 p

a
ir
s 

w
h
a
t 

th
e
y 

h
av

e
 w

ri
tt

e
n
. C

lo
se

 b
y 

sh
a
ri
n
g
 y

o
u
r 

 

 
re

fl
e
ct

io
n
s 

w
it
h
 t

h
e
 w

h
o
le

 g
ro

u
p
. W

ri
te

 k
e
y 

co
m

m
e
n
ts

 a
n
d
 c

o
n
cl

u
si

o
n
s 

o
n
 t

h
e
 w

h
it
e
b
o
a
rd

  

 
o
r 

fl
ip

ch
a
rt

 s
o
 t

h
a
t 

e
ve

ry
o
n
e
 c

a
n
 r

e
a
d
 t

h
e
m

.

7
.  

D
is

cu
ss

 a
n
d
 a

g
re

e
 o

n
 t

h
e
 a

ct
io

n
s 

th
a
t 

a
re

 n
e
e
d
e
d
.

T
im

e
 n

e
e

d
e

d

Yo
u
 w

ill
 n

e
e
d
 2

0
-3

0
 m

in
u
te

s,
 in

cl
u
d
in

g
 t

h
e
 in

tr
o
d
u
ct

io
n
, e

xe
rc

is
e
 a

n
d
 r

e
fl
e
ct

io
n
. 

E
xp

e
ct

 t
o
 n

e
e
d
 m

o
re

 t
im

e
 t

h
e
 fi

rs
t 

ti
m

e
 y

o
u
 d

o
 t

h
is

 e
xe

rc
is

e
 w

it
h
 y

o
u
r 

g
ro

u
p
.



THE CHANGE CURVE

Potential feelings and thoughts of people and groups undergoing change

Acceptance  
of reality,  

looking ahead

Inability to act

Denial, escape

Dejection

Ideas

Testing new things

New stability

Faced with  
a new  
situation

Many changes take 
place at the same 
time and these 
changes can also  
be difficult

Source: J Kullberg
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8
8

  

E
X

E
R

C
IS

E
 3

D
IA

G
N

O
S

T
IC

 Q
U

E
S

T
IO

N
S

 –
 H

O
W

 D
O

 Y
O

U
R

 E
M

P
L
O

Y
E

E
S

 F
E

E
L
?

W
e 

al
l r

ea
ct

 d
iff

er
en

tly
 t

o 
ch

an
g
e,

 b
ut

 it
 is

 v
er

y 
co

m
m

on
 t

ha
t 

w
e 

ju
dg

e 
th

e 
ex

pe
ct

ed
 r

ea
ct

io
n 

fr
om

 
ot

he
rs

 b
as

ed
 o

n 
ou

r 
ow

n 
th

ou
g
ht

s 
an

d 
fe

el
in

g
s.

 F
or

 a
 b

et
te

r, 
up

da
te

d 
pi

ct
ur

e 
of

 h
ow

 y
ou

r 
g
ro

up
 

fe
el

s 
an

d 
th

in
ks

 a
t 

th
e 

m
om

en
t 

w
e 

ad
vi

se
 y

ou
 s

ta
rt

 y
ou

r 
m

ee
tin

g
s 

w
ith

 t
he

se
 o

pe
ni

ng
 d

ia
g
no

st
ic

 
qu

es
tio

ns
 t

hr
ou

g
ho

ut
 t

he
 e

nt
ire

 c
ha

ng
e 

pr
oc

es
s.

 T
he

 d
ia

g
no

st
ic

 q
ue

st
io

ns
 a

re
:

1
. 
 

H
o

w
 a

re
 y

o
u

 f
e

e
li
n

g
 r

ig
h

t 
n

o
w

?
 H

o
w

 d
o

 t
h

in
k

 y
o

u
r 

c
o

ll
e

a
g

u
e

s
 f

e
e

l?

2
. 
 

If
 a

n
y,

 w
h

a
t 

a
re

 y
o

u
r 

m
a
jo

r 
”
e

n
e

rg
y
 l
e

a
k

s
”
 t

o
d

a
y
?

 W
h

a
t 

a
b

o
u

t 
y
o

u
r 

c
o

ll
e

a
g

u
e

s
?

3
. 
 

W
h

ic
h

 m
a
jo

r 
is

s
u

e
s
 d

o
 y

o
u

 w
a
n

t 
to

 d
is

c
u

s
s
 a

t 
th

is
 m

e
e

ti
n

g
?

P
u

rp
o

s
e

 a
n

d
 o

b
je

c
ti

v
e

• 
To

 c
re

at
e 

a 
be

tt
er

 a
nd

 m
ut

ua
l u

nd
er

st
an

di
ng

 o
f 

th
e 

g
ro

up
’s

 p
re

se
nt

 c
on

ce
rn

s 
an

d 
fe

el
in

g
s.

 
• 

A
t 

th
e 

en
d 

of
 t

hi
s 

ex
er

ci
se

 y
ou

 s
ho

ul
d 

be
 a

bl
e 

to
 li

st
en

 b
et

te
r 

an
d 

al
ig

n 
yo

ur
 p

la
nn

ed
 a

ct
io

ns
.

S
te

p
s
 t

o
 t

a
k

e

1
.  

A
ft

er
 c

om
pl

et
in

g
 t

he
 in

tr
od

uc
tio

n 
ph

as
e 

of
 y

ou
r 

m
ee

tin
g
 (

e.
g
. P

ur
po

se
, O

bj
ec

tiv
e 

an
d 

 
 

A
g
en

da
) 

yo
u 

sh
ou

ld
 e

xp
la

in
 t

he
 p

ur
po

se
 o

f 
th

is
 e

xe
rc

is
e.

 
2

.  
W

rit
e 

th
e 

qu
es

tio
ns

 o
n 

th
e 

w
hi

te
bo

ar
d 

or
 f

lip
ch

ar
t. 

3
.  

G
iv

e 
ev

er
yo

ne
 a

 f
ew

 m
in

ut
es

 t
o 

re
fle

ct
 in

di
vi

du
al

ly
 o

n 
th

es
e 

qu
es

tio
ns

 a
nd

 w
rit

e 
do

w
n 

th
ei

r  
 

an
sw

er
s 

on
 a

 p
ie

ce
 o

f 
pa

pe
r. 

A
ft

er
 a

 w
hi

le
, e

nc
ou

ra
g
e 

th
e 

g
ro

up
 t

o 
sh

ar
e 

in
 p

ai
rs

 w
ha

t 
 

 
th

ey
 h

av
e 

w
rit

te
n.

 C
lo

se
 b

y 
sh

ar
in

g
 y

ou
r 

re
fle

ct
io

ns
 w

ith
 t

he
 w

ho
le

 g
ro

up
. W

rit
e 

ke
y 

 
 

co
m

m
en

ts
 a

nd
 c

on
cl

us
io

ns
 o

n 
th

e 
w

hi
te

bo
ar

d 
or

 f
lip

ch
ar

t 
so

 t
ha

t 
ev

er
yo

ne
 c

an
 r

ea
d 

th
em

.
4

.  
Ta

ke
 t

im
e 

to
 r

ea
lly

 u
nd

er
st

an
d 

w
ha

t 
is

 b
ei

ng
 s

ai
d.

 A
sk

 f
or

 c
la

rif
ic

at
io

n 
an

d 
pa

ra
ph

ra
se

  
 

to
 e

ns
ur

e 
th

at
 b

ot
h 

yo
u 

an
d 

yo
ur

 g
ro

up
 h

av
e 

un
de

rs
to

od
 w

ha
t 

ha
s 

be
en

 s
ai

d.
 

5
.  

If 
th

e 
re

sp
on

se
 a

nd
 r

ea
ct

io
n 

is
 v

er
y 

st
ro

ng
 t

o 
th

es
e 

qu
es

tio
ns

, y
ou

 m
ay

 n
ee

d 
to

 r
ec

on
si

de
r  

 
yo

ur
 o

rig
in

al
 a

g
en

da
 a

nd
 s

pe
nd

 t
he

 r
es

t 
of

 t
he

 m
ee

tin
g
 t

ry
in

g
 t

o 
un

de
rs

ta
nd

 a
nd

 li
st

en
in

g
  

 
to

 t
he

 g
ro

up
’s

 c
on

ce
rn

s.
 R

em
em

be
r, 

yo
u 

do
 n

ot
 n

ee
d 

an
 a

ns
w

er
 t

o 
al

l q
ue

st
io

ns
. I

f 
yo

u 
ar

e 
 

 
un

ab
le

 t
o 

an
sw

er
, s

ay
 s

o.
 It

 is
 a

ls
o 

im
po

rt
an

t 
th

at
 y

ou
 s

ho
w

 in
te

g
rit

y 
an

d 
ar

e 
co

ns
is

te
nt

 in
  

 
yo

ur
 b

el
ie

fs
 a

nd
 m

es
sa

g
es

. T
he

 k
ey

 p
ur

po
se

 o
f 

th
e 

m
ee

tin
g
 is

 t
o 

lis
te

n 
an

d 
sh

ow
 y

ou
 c

ar
e.

6
.  

C
on

cl
ud

e 
th

e 
se

ss
io

n 
by

 re
ad

in
g 

al
ou

d 
yo

ur
 c

on
cl

us
io

ns
 fr

om
 w

ha
t h

as
 b

ee
n 

di
sc

us
se

d 
 

 
an

d 
w

he
n 

an
d 

ho
w

 y
ou

 in
te

nd
 to

 re
ve

rt
 to

 th
e 

is
su

es
. B

e 
op

en
 to

 c
om

m
en

ts
 a

nd
 a

dj
us

tm
en

ts
.

T
im

e
 n

e
e

d
e

d

Yo
u 

w
ill

 n
ee

d 
2

0
-3

0
 m

in
ut

es
, i

nc
lu

di
ng

 t
he

 in
tr

od
uc

tio
n,

 e
xe

rc
is

e 
an

d 
re

fe
ct

io
n.

 
Th

e 
tim

e 
w

ill
 d

iff
er

 d
ep

en
di

ng
 o

n 
ho

w
 o

ft
en

 y
ou

 a
sk

 t
he

se
 d

ia
g
no

st
ic

 q
ue

st
io

ns
, 

th
e 

sc
op

e 
of

 t
he

 c
ha

ng
e,

 t
he

 le
ve

l o
f 

tr
us

t 
in

 t
he

 g
ro

up
, e

tc
.
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 S
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S

S
E

S
S

M
E

N
T

W
e 

al
l n

ee
d 

a 
st

ro
ng

 s
up

po
rt

 s
ys

te
m

, e
sp

ec
ia

lly
 in

 t
im

es
 o

f 
ch

an
g
e.

 B
ut

 it
 t

ak
es

 t
im

e 
an

d 
fo

cu
s 

to
 

bu
ild

 a
nd

 m
ai

nt
ai

n 
a 

g
oo

d 
su

pp
or

t 
sy

st
em

 b
as

ed
 o

n 
m

ut
ua

l 
un

de
rs

ta
nd

in
g
 a

nd
 t

ru
st

. T
hi

s 
m

ea
ns

 
yo

u 
m

us
t 

al
w

ay
s 

m
ak

e 
su

re
 y

ou
 m

ai
nt

ai
n 

yo
ur

 s
up

po
rt

 s
ys

te
m

. M
an

y 
of

 u
s 

ar
e 

no
t 

aw
ar

e 
of

 o
ur

 
su

pp
or

t s
ys

te
m

 a
nd

 h
ow

 im
po

rt
an

t i
t i

s 
fo

r 
ou

r 
m

ot
iv

at
io

n 
an

d 
su

rv
iv

al
. T

hi
s 

ex
er

ci
se

 c
ou

ld
 h

el
p 

bo
th

 
yo

u 
an

d 
yo

ur
 g

ro
up

 t
o 

se
e 

an
d 

un
de

rs
ta

nd
 y

ou
r 

pr
es

en
t 

su
pp

or
t 

sy
st

em
, b

ut
 a

ls
o 

to
 id

en
tif

y 
ar

ea
s 

fo
r 

im
pr

ov
em

en
t. 

In
 t

im
es

 o
f 

ch
an

g
es

 in
 o

ur
 d

ai
ly

 s
itu

at
io

n 
w

e 
ne

ed
 d

iff
er

en
t 

fo
rm

s 
of

 s
up

po
rt

 f
ro

m
 

pe
op

le
 in

 o
rd

er
 t

o 
g
et

 t
hr

ou
g
h 

th
e 

pe
rio

d 
of

 t
ra

ns
iti

on
. O

ur
 s

up
po

rt
 s

ys
te

m
 s

ho
ul

d 
co

ns
is

t 
of

 s
om

e-
on

e 
w

ho
 c

ha
lle

ng
es

 u
s,

 p
ro

vi
de

s 
ne

w
 p

er
sp

ec
tiv

es
, e

nc
ou

ra
g
es

 u
s,

 c
om

fo
rt

s 
us

 o
r 

si
m

pl
y 

sp
en

ds
 

tim
e 

w
ith

 u
s.

 N
o 

on
e 

pe
rs

on
 c

an
 a

ss
um

e 
al

l t
he

se
 d

iff
er

en
t 
ro

le
s,

 w
hi

ch
 is

 w
hy

 w
e 

ne
ed

 t
o 

lo
ok

 o
ve

r 
ou

r 
su

pp
or

t 
sy

st
em

 a
nd

 id
en

tif
y 

w
ho

 a
nd

 w
ha

t 
su

pp
or

t 
ea

ch
 p

er
so

n 
ca

n 
of

fe
r.

P
u

rp
o

s
e

 a
n

d
 o

b
je

c
ti

v
e

• 
To

 c
ol

le
ct

iv
el

y 
re

vi
ew

 o
ur

 in
di

vi
du

al
 s

up
po

rt
 s

ys
te

m
 a

nd
 e

m
ph

as
is

e 
th

e 
ne

ed
 t

o 
co

ns
ta

nt
ly

  
 

bu
ild

 a
nd

 m
ai

nt
ai

n 
a 

g
oo

d 
su

pp
or

t 
sy

st
em

. 
• 

A
t 

th
e 

en
d 

of
 t

he
 e

xe
rc

is
e 

ev
er

yo
ne

 s
ho

ul
d 

be
 a

bl
e 

to
 e

xa
m

in
e 

th
ei

r 
in

di
vi

du
al

 s
up

po
rt

  
 

sy
st

em
 a

nd
 id

en
tif

y 
th

ei
r 

in
di

vi
du

al
 n

ee
ds

 f
or

 im
pr

ov
in

g
 t

he
ir 

su
pp

or
t 

sy
st

em
.

S
te

p
s
 t

o
 t

a
k

e

1
.  

In
tr

od
uc

e 
th

e 
pu

rp
os

e 
an

d 
ob

je
ct

iv
e 

of
 t

hi
s 

ex
er

ci
se

. 
2

.  
E

xp
la

in
 th

e 
ne

ed
 fo

r 
a 

st
ro

ng
 s

up
po

rt
 s

ys
te

m
 a

nd
 th

e 
di

ff
er

en
t t

yp
es

 o
f s

up
po

rt
 y

ou
 m

ay
 n

ee
d.

3
.  

H
an

d 
ou

t 
th

e 
as

se
ss

m
en

t 
of

 ”
M

y 
S

up
po

rt
 S

ys
te

m
”. 

A
sk

 e
ve

ry
on

e 
to

 t
ak

e 
so

m
e 

tim
e 

to
 

 
co

m
pl

et
e 

th
e 

as
se

ss
m

en
t 

(a
pp

ro
x.

 1
5

 m
in

). 
4

.  
G

iv
e 

ev
er

yo
ne

 a
 f

ew
 m

in
ut

es
 t

o 
re

fle
ct

 in
di

vi
du

al
ly

 o
n 

th
es

e 
re

su
lts

 a
nd

 a
sk

 t
he

m
 t

o 
w

rit
e 

 
 

do
w

n 
th

ei
r 

co
nc

lu
si

on
s 

on
 a

 p
ie

ce
 o

f 
pa

pe
r. 

A
ft

er
 a

 w
hi

le
, e

nc
ou

ra
g
e 

th
e 

g
ro

up
 t

o 
br

ea
k 

in
to

  
 

pa
irs

 a
nd

 s
ha

re
 w

ha
t 

th
ey

 h
av

e 
w

rit
te

n 
(t

hi
s 

is
 v

ol
un

ta
ry

). 
C

lo
se

 b
y 

sh
ar

in
g
 y

ou
r 

re
fle

ct
io

ns
  

 
w

ith
 t

he
 w

ho
le

 g
ro

up
. W

rit
e 

ke
y 

co
m

m
en

ts
 a

nd
 c

on
cl

us
io

ns
 o

n 
th

e 
w

hi
te

bo
ar

d 
or

 f
lip

ch
ar

t 
 

 
so

 t
ha

t 
ev

er
yo

ne
 c

an
 r

ea
d 

th
em

.
5

.  
A

sk
 e

ve
ry

on
e 

to
 r

ev
ie

w
 t

he
ir 

su
pp

or
t 

sy
st

em
 a

nd
 id

en
tif

y 
w

ha
t 

fo
rm

s 
of

 s
up

po
rt

 t
he

y 
fe

el
  

 
ar

e 
m

os
t 

im
po

rt
an

t 
fo

r 
th

em
 a

t 
th

is
 t

im
e.

 E
nc

ou
ra

g
e 

th
em

 t
o 

lis
t 

at
 le

as
t 

2
-3

 n
am

es
 n

ex
t 

 
 

to
 t

he
 m

os
t 

im
po

rt
an

t 
ite

m
s.

6
.  

C
on

cl
ud

e 
th

e 
se

ss
io

n 
by

 e
nc

ou
ra

g
in

g
 e

ve
ry

on
e 

to
 d

ef
in

e 
w

ha
t 

th
ey

 w
ill

 d
o 

ov
er

 t
he

 n
ex

t 
 

 
m

on
th

 t
o 

im
pr

ov
e 

th
ei

r 
su

pp
or

t 
sy

st
em

. A
g
re

e 
on

 w
he

n 
an

d 
ho

w
 y

ou
 in

te
nd

 t
o 

fo
llo

w
 u

p 
 

 
an

d 
re

fle
ct

 o
n 

th
e 

g
ro

up
’s

 p
ro

g
re

ss
.

T
im

e
 n

e
e

d
e

d

Yo
u 

w
ill

 n
ee

d 
4

5
 m

in
ut

es
, i

nc
lu

di
ng

 t
he

 in
tr

od
uc

tio
n,

 e
xe

rc
is

e 
an

d 
re

fle
ct

io
n.
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 c
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n 

di
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s 
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rt
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 n
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. S

up
po

rt
 m

ea
ns

 d
iff

er
en

t 
th

in
g
s 

to
 d

iff
er

en
t 

pe
op

le
 a

nd
 t

he
 n

ee
d 

fo
r 

su
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po
rt

 c
ha

ng
es

 a
s 

lif
e 

ch
an
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es
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C

lo
se

 f
rie

nd
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ar
e 

pa
rt

 o
f 

th
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su
pp

or
t 

sy
st

em
. O

th
er

 s
ou

rc
es

 o
f 

su
pp

or
t 

th
at

 w
e 

ne
ed

 f
ro

m
 t
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ar
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lis
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d 
be

lo
w
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nk
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bo
ut

 w
ha

t 
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 o

f 
su
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 a
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 f
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 r
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 c
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 f
or

ce
s 

in
 a

ny
 s

itu
at

io
n 

th
at

 
ke

ep
 t

he
 s

itu
at

io
n 

st
at

us
 q

uo
. I

ts
 u

se
 le

ad
s 

to
 a

 c
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is

 h
ap

pe
ni

ng
 a

nd
 s

ho
w

s 
ho

w
 t

he
 s

itu
at

io
n 

ca
n 

be
 c
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 b
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Driving Forces Restraining Forces3
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EXERCISE 6

STAKEHOLDER ANALYSIS – CREATE SHARED EXPECTATIONS

Since change is an external force, it also has its own pattern of stakeholders. To acquire a good 

picture of all the key stakeholders and their specific demands and expectations it may be wise to 

make a ”stakeholder analysis”. The change initiative is viewed from different perspectives and it is 

sometimes almost impossible to foresee all demands and expectations without involving the key 

stakeholders in a dialogue or discussion to gain a better picture of the present situation.

Purpose and objective

•  To map, review, involve and define the requirements and expectations from the key  

 stakeholders of your change initiative. 

•  At the end of the exercise everyone should have a clear and mutual view of your key  

 stakeholders and their requirements and expectations.

Steps to take

1.  Introduce the purpose and objective of this exercise. 

2.  Explain the need to identify your stakeholders and the requirements and expectations  

 they have on you and your project or change initiative.

3.  Use a blank piece of paper to map out your key stakeholders. Start by writing yourself  

 or your challenge in the middle of the paper. 

4.  Identify every person or group of persons you think has an interest in your project or  

 change initiative. Who are most important?  

5.  Use symbols such as ”+”, ”-” or ”?” to indicate if they are positive, negative or indifferent.  

 How do they influence?

6.  Define what requirements and expectations you have on them – and write what you think  

 their demands are on you or the change initiative.

7.  Make appointments with and meet all key stakeholders to check your relationship.  

 Discuss mutual requirements and agreements. What are the consequences of this  

 discussion?

8.  Make your analysis – how should you handle the negative and positive forces? What will  

 you do with conflicting requirements and expectations? Prepare your own action plan. 

Time needed

You will need 45 minutes for preparation and first draft of the stakeholder analysis. 

After that it depends on how many stakeholders you will meet, estimate 15-30 minutes 

per stakeholder. Then you need about 60 minutes for analysis and planning.
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IMPORTANT ASPECTS IN OUR CHANGE  

PROCESS OVER THE NEXT THREE MONTHS

Write what each team member  

sees as critical activities that  

will have an impact on the  

anticipated change and relate  

this to the timetable.

Write what each team member sees  

as critical impacts the change will 

have on individuals with relations  

to the organisation and relate this  

to the timetable.

Personal/Process

Tasks – Activities

Month Month Month

w. w. w. w. w. w. w. w. w. w. w. w.

Source: T Eneroth and K Plank
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d
 le

a
rn

 a
s 

yo
u
 m

o
ve

 t
h
ro

u
g
h
  

 
th

e
 c

h
a
n
g
e
 c

u
rv

e
. 

• 
 

A
t 

th
e
 e

n
d
 o

f 
th

e
 e

xe
rc

is
e
 e

ve
ry

o
n
e
 s

h
o
u
ld

 b
e
 a

b
le

 t
o
 le

a
rn

 f
ro

m
 w

h
a
t 

is
 h

a
p
p
e
n
in

g
 h

e
re

  

 
a
n
d
 n

o
w

. M
o
ve

 b
e
yo

n
d
 t

h
e
ir
 o

w
n
 s

a
fe

ty
 z

o
n
e
s 

a
n
d
 c

h
a
lle

n
g
e
 a

n
d
 m

a
ke

 r
e
a
l v

a
lu

e
 s

h
if
ts

.

S
te

p
s
 t

o
 t

a
k

e

1
.  

In
tr

o
d
u
ce

 t
h
e
 p

u
rp

o
se

 a
n
d
 o

b
je

ct
iv

e
 o

f 
th

is
 e

xe
rc

is
e
. 

2
.  

If
 it

 is
 t

h
e
 f

irs
t, 

se
co

n
d
 o

r 
th

ird
 t

im
e
; e

xp
la

in
 t

h
e
 f
o
u
r 

d
im

e
n
si

o
n
s 

o
f 

th
e
 T

e
am

 L
e
ar

n
in

g
 W

h
e
e
l.  

 
E

m
p
h
a
si

se
 t

h
a
t 

w
e
 a

ll 
h
av

e
 d

if
fe

re
n
t 

le
a
rn

in
g
 p

re
fe

re
n
ce

s,
 w

h
ic

h
 m

e
a
n
s 

th
a
t 

w
e
 c

o
n
tr

ib
u
te

  

 
b
e
tt

e
r 

a
n
d
 m

o
re

 in
 s

o
m

e
 p

a
rt

s 
o
f 

th
e
 w

h
e
e
l.

3
.  

E
m

p
h
a
si

se
 t

h
e
 d

if
fe

re
n
ce

 b
e
tw

e
e
n
 d

is
cu

ss
io

n
 a

n
d
 d

ia
lo

g
u
e
. D

is
cu

ss
io

n
 is

 b
a
se

d
 o

n
 r

ig
h
t 

 

 
a
n
d
 w

ro
n
g
 s

ta
te

m
e
n
ts

 w
h
e
re

a
s 

d
ia

lo
g
u
e
 is

 b
a
se

d
 o

n
 t

h
e
 b

e
lie

f 
th

a
t 

th
e
re

 is
 n

o
 r

ig
h
t 

 

 
a
n
d
 w

ro
n
g
. G

o
o
d
 r

e
fl
e
ct

io
n
 is

 b
a
se

d
 o

n
 d

ia
lo

g
u
e
 a

n
d
 f

e
a
rl
e
ss

 s
ta

te
m

e
n
ts

 a
b
o
u
t 

w
h
a
t 

e
a
ch

  

 
te

a
m

 m
e
m

b
e
r 

h
a
s 

e
xp

e
ri
e
n
ce

d
 in

 t
e
rm

s 
o
f 

fe
e
lin

g
s,

 t
h
o
u
g
h
ts

 a
n
d
 le

a
rn

in
g
.  

4
.  

W
ri
te

 o
n
 a

 f
lip

ch
a
rt

 w
h
a
t 

yo
u
 w

a
n
t 

th
e
 g

ro
u
p
 t

o
 r

e
fl
e
ct

 o
n
. E

n
co

u
ra

g
e
 c

la
ri
fi
ca

ti
o
n
 a

n
d
  

 
a
d
ju

st
m

e
n
ts

 t
o
 w

h
a
t 

yo
u
 h

av
e
 w

ri
tt

e
n
. T

ry
 t

o
 b

e
 s

p
e
ci

fi
c 

in
 t

im
e
 a

n
d
 s

co
p
e
.

5
.  

A
sk

 e
ve

ry
o
n
e
 t

o
 s

ta
rt

 in
d
iv

id
u
a
lly

 f
o
r 

5
-7

 m
in

u
te

s 
a
n
d
 w

ri
te

 d
o
w

n
 t

h
e
ir
 o

w
n
 f

e
e
lin

g
s,

  

 
th

o
u
g
h
ts

 a
n
d
 le

a
rn

in
g
. I

n
vi

te
 t

h
e
m

 t
o
 s

ta
rt

 s
h
a
ri
n
g
. E

n
co

u
ra

g
e
 a

n
d
 r

e
co

g
n
is

e
 e

ve
ry

o
n
e
  

 
w

h
o
 is

 s
h
a
ri
n
g
, e

sp
e
ci

a
lly

 in
 t

h
e
 b

e
g
in

n
in

g
 a

n
d
 d

u
ri
n
g
 t

h
e
 f

ir
st

 r
e
fl
e
ct

io
n
s,

 in
 o

rd
e
r 

to
  

 
d
im

in
is

h
 f

e
a
r 

a
n
d
 b

u
ild

 t
ru

st
 in

 t
h
e
 p

ro
ce

ss
.

6
.  

C
o
n
ti
n
u
e
 u

n
ti
l y

o
u
 f

e
e
l t

h
e
re

 is
 n

o
 e

n
e
rg

y 
le

ft
 in

 t
h
e
 g

ro
u
p
. D

o
n
’t 

b
e
 a

fr
a
id

 t
o
 w

o
rk

 w
it
h
  

 
si

le
n
ce

. T
h
is

 m
e
a
n
s 

it
 is

 f
in

e
 t

o
 s

it
 q

u
ie

tl
y 

fo
r 

a
 f

e
w

 m
in

u
te

s 
w

it
h
o
u
t 

a
n
yo

n
e
 s

a
yi

n
g
  

 
a
n
yt

h
in

g
, j

u
st

 t
h
in

ki
n
g
, f

e
e
lin

g
 a

n
d
 c

o
n
n
e
ct

in
g
.

T
im

e
 n

e
e

d
e

d

T
h
is

 v
a
ri
e
s 

co
n
si

d
e
ra

b
ly

. S
o
m

e
ti
m

e
s 

a
 s

h
o
rt

 1
0

-m
in

u
te

 r
e
fl
e
ct

io
n
 g

iv
e
s 

a
 l
o
t, 

w
h
ile

 i
n
 o

th
e
r 

ca
se

s  

a
n
 e

n
ti
re

 d
a
y 

o
r 

tw
o
 w

ill
 b

e
 in

su
ffi

ci
e
n
t. 

T
h
e
 m

o
st

 i
m

p
o
rt

a
n
t 

th
in

g
 h

e
re

 i
s 

to
 c

re
a
te

 a
 l

a
n
g
u
a
g
e
 a

n
d
 a

 w
a
y 

o
f 

w
o
rk

in
g
 w

it
h
 y

o
u
r 

te
a
m

 t
o
 

a
ch

ie
ve

 t
e
a
m

 r
e
fl
e
ct

io
n
. 
T
h
e
 t

e
a
m

 w
ill

 n
e
e
d
 t

im
e
 a

n
d
 r

e
p
e
ti
ti
o
n
 t

o
 i

n
cl

u
d
e
 i

n
 t

h
e
ir
 s

h
a
re

d
 c

u
lt
u
re

 

h
o
w

 t
h
e
y 

le
a
rn

 t
o
g
e
th

e
r. 

T
im

e
 a

llo
ca

ti
o
n
  

m
u
st

 c
o
m

e
 f

ro
m

 y
o
u
 a

s 
a
 l
e
a
d
e
r 

–
 y

o
u
 n

e
e
d
 t

o
 p

ri
o
ri
ti
se

 

a
n
d
 g

iv
e
 t

h
e
m

 t
h
e
 g

o
-a

h
e
a
d
 t

o
 u

se
 t

im
e
 f

o
r 

re
fl
e
ct

io
n
.



THE TEAM LEARNING WHEEL

More

Concrete

More

Abstract

Co-ordinated

Joint
planning

Public 
reflection

Shared
meaning

More Action More Reflection

Source: Fifth Discipline - Field book
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9
9

  

E
X

E
R

C
IS

E
 9

L
E

A
R

N
IN

G
 L

E
V

E
L
S

 –
 W

H
E

R
E

 A
R

E
 W

E
?

 

T
h
e
 d

e
g
re

e
 o

f 
le

a
rn

in
g
 i

n
 a

n
 o

rg
a
n
is

a
ti
o
n
 c

a
n
 b

e
 c

a
te

g
o
ri
se

d
 i

n
to

 f
o
u
r 

d
if
fe

re
n
t 

le
ve

ls
. 
T
h
e
re

 i
s 

lit
tl
e
 o

r 
n
o
 l
e
ve

l 
o
f 

le
a
rn

in
g
 i
n
 a

n
 o

rg
a
n
is

a
ti
o
n
 c

h
a
ra

ct
e
ri
se

d
 b

y 
lo

w
 r

e
la

ti
o
n
sh

ip
 q

u
a
lit

y,
 f

e
a
r, 

lim
it
-

e
d
 e

xc
h
a
n
g
e
 o

f 
e
xp

e
ri
e
n
ce

s 
a
n
d
 d

e
fe

n
si

ve
 b

e
h
av

io
u
r. 

T
h
e
 fi

rs
t 

le
ve

l 
o
f 

le
a
rn

in
g
 b

e
g
in

s 
w

h
e
n
 w

e
 

b
u
ild

 m
o
re

 d
is

ti
n
ct

 s
tr

u
ct

u
re

s 
in

to
 t

h
e
 o

rg
a
n
is

a
ti
o
n
, s

u
ch

 a
s 

fo
rm

a
l r

e
la

ti
o
n
sh

ip
s,

 w
o
rk

 p
ro

ce
ss

 a
n
d
 

p
la

n
s.

 T
h
e
 n

e
xt

 le
ve

l e
vo

lv
e
s 

w
h
e
n
 w

e
 p

e
rm

it
 c

u
ri
o
si

ty
 a

n
d
 o

p
e
n
n
e
ss

 a
n
d
 d

e
ce

n
tr

a
lis

e
 t
h
e
 d

e
ci

si
o
n
- 

m
a
ki

n
g
 p

ro
ce

ss
. L

e
ve

l 
th

re
e
 i
s 

d
is

ti
n
g
u
is

h
e
d
 b

y 
e
ve

ry
o
n
e
 s

h
a
ri
n
g
 a

n
 u

n
d
e
rs

ta
n
d
in

g
 o

f 
th

e
 m

u
tu

a
l 

vi
si

o
n
 a

n
d
 t

h
a
t 

e
ve

ry
o
n
e
 f

e
a
rl
e
ss

ly
 b

u
ild

s 
a
n
d
 i

m
p
ro

ve
s 

th
e
m

se
lv

e
s 

a
n
d
 t

h
e
 o

rg
a
n
is

a
ti
o
n
. 
P

e
o
p
le

 

a
d
a
p
t 

m
o
st

 q
u
ic

kl
y 

to
 c

h
a
n
g
e
s 

o
n
 t

h
e
 h

ig
h
e
st

 le
ve

l o
f 

le
a
rn

in
g
.

P
u

rp
o

s
e

 a
n

d
 o

b
je

c
ti

v
e

• 
To

 id
e
n
ti
fy

 y
o
u
r 

te
a
m

’s
 a

b
ili

ty
 t

o
 le

a
rn

 t
o
g
e
th

e
r. 

• 
 

A
t 

th
e
 e

n
d
 o

f 
th

e
 e

xe
rc

is
e
 y

o
u
 s

h
o
u
ld

 b
e
 a

b
le

 t
o
 e

xp
re

ss
 w

h
a
t 

yo
u
 a

n
d
 y

o
u
r 

te
a
m

 n
e
e
d
  

 
to

 d
o
 in

 o
rd

e
r 

to
 in

cr
e
a
se

 y
o
u
r 

a
b
ili

ty
 t

o
 le

a
rn

.

S
te

p
s
 t

o
 t

a
k

e

1
.  

In
tr

o
d
u
ce

 t
h
e
 p

u
rp

o
se

 a
n
d
 o

b
je

ct
iv

e
 o

f 
th

is
 e

xe
rc

is
e
. 

2
.  

D
e
m

o
n
st

ra
te

 a
n
d
 e

xp
la

in
 t

h
e
 f

o
u
r 

le
a
rn

in
g
 le

ve
ls

 f
o
r 

yo
u
r 

te
a
m

.

3
.  

A
sk

 e
ve

ry
o
n
e
 t

o
 ju

d
g
e
 in

d
iv

id
u
a
lly

 w
h
e
re

 t
h
e
y 

fe
e
l y

o
u
r 

te
a
m

 is
 t

o
d
a
y 

w
it
h
 1

-2
 s

ta
te

m
e
n
ts

  

 
e
xp

la
in

in
g
 t

h
e
ir
 ju

d
g
m

e
n
t. 

It
 is

 a
ls

o
 f

in
e
 t

o
 s

h
a
re

 y
o
u
r 

vi
e
w

s 
w

it
h
 y

o
u
r 

co
lle

a
g
u
e
s 

a
ft

e
r 

 

 
a
 f

e
w

 m
in

u
te

s 
o
f 

in
d
iv

id
u
a
l r

e
fl
e
ct

io
n
.

4
.  

In
 d

ia
lo

g
u
e
, s

h
a
re

 e
ve

ry
o
n
e
’s

 v
ie

w
s 

w
it
h
 t

h
e
 w

h
o
le

 t
e
a
m

. W
ri
te

 k
e
y 

co
n
cl

u
si

o
n
s 

o
n
 t

h
e
  

 
w

h
it
e
b
o
a
rd

.

5
.  

R
e
fl
e
ct

 o
n
 y

o
u
r 

jo
in

t 
re

su
lt
s.

 W
h
a
t 

a
re

 o
u
r 

st
re

n
g
th

s 
to

d
a
y?

 W
h
a
t 

d
o
 w

e
 n

e
e
d
 t

o
 d

o
  

 
d
if
fe

re
n
tl
y?

  

 
W

h
a
t 

d
o
 w

e
 n

e
e
d
 t

o
 a

d
d
 o

r 
re

m
o
ve

?

6
.  

A
g
re

e
 o

n
 2

-3
 a

ct
io

n
s 

to
 p

u
rs

u
e
 a

s 
a
 r

e
su

lt
 o

f 
th

is
 r

e
fl
e
ct

io
n
.

 T
im

e
 n

e
e

d
e

d

Yo
u
 w

ill
 n

e
e
d
 1

0
-3

0
 m

in
u
te

s,
 in

cl
u
d
in

g
 t

h
e
 in

tr
o
d
u
ct

io
n
, e

xe
rc

is
e
 a

n
d
 r

e
fl
e
ct

io
n
.



WHAT IS THE LEARNING LEVEL IN YOUR ORGANISATION?

Learning level 0

• Low relationship  
 quality
•  Fear of change
•  Poor exchange 
 of experience
•  Defensive behaviour

Learning level 1

• Formal relations
• The change process  
 takes place within  
 a strict framework
• Analytical, logical  
 thinking
• Detailed planning

Learning level 2

• Individuals and groups  
 are allowed to develop
• Trust/openness
• Decentralised activities,  
 propensity to act
• Dealing with conflicts  
 as they arise
• Leads to creation  
 of projects

Learning level 3

• Common visions
• Creating one’s own future
• High relationship quality
 (= functioning like a family)
• Ability to learn from everything

Source: Gregory Bateson
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1
0

1
  

E
X

E
R

C
IS

E
 1

0

F
U

T
U

R
E

 D
IA

L
O

G
U

E
 –

 D
E

S
IR

E
D

 A
N

D
 P

R
O

B
A

B
L
E

D
u
ri
n
g
 p

e
ri
o
d
s 

o
f 

ch
a
n
g
e
 it

 is
 v

e
ry

 im
p
o
rt

a
n
t 

th
a
t 

w
e
 a

llo
w

 o
u
rs

e
lv

e
s 

ti
m

e
 t

a
lk

 a
b
o
u
t 

o
u
r 

in
d
iv

id
u
a
l 

id
e
a
s 

fo
r 

th
e
 f

u
tu

re
. N

o
t 

o
n
ly

 f
o
r 

th
e
 s

im
p
le

 r
e
a
so

n
 o

f 
h
av

in
g
 a

 c
o
m

m
o
n
 v

is
io

n
 s

ta
te

m
e
n
t 

o
n
 p

a
p
e
r, 

b
u
t 

a
ls

o
 f

o
r 

th
e
 s

a
ke

 o
f 

sh
a
ri
n
g
 a

n
d
 d

is
cu

ss
in

g
 o

u
r 

vi
e
w

s 
o
f 

th
e
 f

u
tu

re
. 
T
h
is

 i
s 

h
o
w

 w
e
 c

re
a
te

 a
n
 

a
re

n
a
 f

o
r 

o
u
r 

e
m

p
lo

ye
e
s 

to
 a

lig
n
 t

h
e
ir
 o

w
n
 p

re
se

n
t 

p
ic

tu
re

s 
w

it
h
 t

h
e
 f

u
tu

re
 d

e
si

re
d
 s

ta
te

 t
h
ro

u
g
h
 

d
ia

lo
g
u
e
. I

n
 t
h
is

 p
ro

ce
ss

 w
e
 c

a
n
 s

ta
rt

 t
o
 s

e
e
 ”
w

h
a
t’s

 in
 it

 f
o
r 

m
e
” 
a
n
d
 if

 a
n
d
 h

o
w

 o
u
r 

p
e
rs

o
n
a
l v

is
io

n
s 

fi
t 

in
to

 t
h
e
 v

is
io

n
 o

f 
th

e
 c

h
a
n
g
e
.

P
u

rp
o

s
e

 a
n

d
 o

b
je

c
ti

v
e

• 
T
h
ro

u
g
h
 d

ia
lo

g
u
e
 u

n
d
e
rs

ta
n
d
 h

o
w

 m
y 

co
lle

a
g
u
e
s 

a
n
d
 I
 v

ie
w

 t
h
e
 f

u
tu

re
. 

• 
A

t 
th

e
 e

n
d
 o

f 
th

e
 e

xe
rc

is
e
 w

e
 h

av
e
 s

h
a
re

d
, c

o
m

p
a
re

d
 a

n
d
 d

e
fi
n
e
d
 w

h
a
t 

is
 p

ro
b
a
b
le

  

 
a
n
d
 w

h
a
t 

is
 n

o
t, 

a
s 

w
e
ll 

a
s 

w
h
a
t 

w
e
 f

e
e
l i

s 
d
e
si

re
d
 a

n
d
 w

h
a
t 

is
 n

o
t 

d
e
si

re
d
.

S
te

p
s
 t

o
 t

a
k

e

1
.  

In
tr

o
d
u
ce

 t
h
e
 p

u
rp

o
se

 a
n
d
 o

b
je

ct
iv

e
 o

f 
th

is
 e

xe
rc

is
e
. 

2
.  

E
xp

la
in

 h
o
w

 im
p
o
rt

a
n
t 

it
 is

 f
o
r 

u
s 

a
ll 

to
 h

av
e
 t

h
e
 c

h
a
n
ce

 t
o
 e

xp
re

ss
 a

n
d
 d

is
cu

ss
 o

u
r 

 

 
in

d
iv

id
u
a
l v

ie
w

s 
o
f 

th
e
 f

u
tu

re
.

3
.  

D
iv

id
e
 y

o
u
r 

te
a
m

 in
to

 g
ro

u
p
s 

o
f 

4
-6

 p
e
o
p
le

. A
im

 f
o
r 

a
 g

o
o
d
 m

ix
 in

 t
h
e
 g

ro
u
p
.

4
.  

H
a
n
d
 o

u
t 

th
e
 in

st
ru

ct
io

n
 p

a
g
e
 ”

O
u
r 

im
a
g
e
s 

o
f 

th
e
 f

u
tu

re
”. 

A
sk

 e
ve

ry
o
n
e
 t

o
 r

e
a
d
 t

h
ro

u
g
h
  

 
th

e
 in
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