
So, why do we change, right? The rate of change of technology is increasing, it's getting 

exponentially faster. As we go forward over the years, it's going to continue to pick up. And the 

good news is for somebody like me, I've got six, eight, 10 years before I have to retire, and at 

that point, yes, I can keep up with technology over the next 10 years. But some of our teammates 

have got technology is going to be changing on them for the next 30, 40 years of their life. As 

humans, we need to figure out how are we going to accept that rate of change? How are we 

going to embrace it? We all accept change at a different pace, right? And some of you, again, 

have seen this curve with me before, right? The early adopters, the innovators, the early majority. 

Most of us assume and plan for that we're going to have to do everything for the late majority, 

right? So, we're going to do it for roughly about 85% of the people, that's what we plan for. 

                And that's really not what we should be focused on. We should be implementing and 

be iterative and be incremental. So, we start out focusing on maybe the first 15% of the folks that 

we're targeting or the folks that we want to help us with this change. And then as time goes on, 

we should iterate further and include more and more and more. But this acceptance is important. 

I've struggled at times thinking somebody that was in the late majority, I was thinking they were 

resisting, they were fighting, they were going to do everything they can. And in reality, I believe 

now that most of them were probably late majority. It just took them a lot longer to accept the 

change. And so, we need to consider that as we're going forward, who are we talking to? What 

are they? And who are we bringing along? And how are we rolling it out? It's really important 

we do this and we consider this whole curve and not just the early adopters. 

                Again, I threw this slide in because I love this slide and I love telling this story, right? 

Kodak developed the first digital camera in 1974. They blew it, right? You can't describe it any 

other way. The Kodak chairman did not want to cannibalize his revenue. And his revenue 

coming in was from what? It was from chemicals and paper, right? Chemicals for the photo 

processing, the development of the photos, and then the paper to actually print it on. And that's 

what they made their money on. Well, they filed for bankruptcy in 2012, right? And Apple sold 

125 million phones, iPhones, with digital cameras in 2012. Most of us don't own a digital camera 

anymore most of us have an iPhone or an iPad and we've completely replaced our cameras. What 

would have happened if Kodak would have taken a different view of that and rather than sitting 

on it had gone ahead and patent it? And gone ahead and started licensing it out? What would 

Kodak be today? They'd be completely different. 

                I think that applies to us as well, we need to be thinking about change individually and 

as an organization and how do we accept it? How do we adopt it? Again, through this change 

slide as well, just so you've got a definition. Some of you probably have seen this before but 

we're talking about change. And you think you wouldn't have to define it, but I felt like I needed 

to define it, right? Change is where something is moving, something's different, right? It's 

moving from one state to the other. And so, it's important we think about change and how does it 

incorporate? How does it affect us? William Bridges says, "It's not that changes that do you in. 

It's a transition." Think about that for a second. How many of us had to change jobs for whatever 

reason? We've been left, we've been told by an organization that they don't want us to attend 

work anymore, right? Because of one reason or another. Whether it's the pandemic, whether it's a 

reduction in force, company going under, whatever it might be. 



                It's not that we get upset with the new state or we don't want to get to the new state, it's 

how we're going to get there. It's that journey forward that really causes us to really get anxious, 

to really get fearful, to be insecure. And so, there's an acronym out there that is used quite a bit 

that's called VUCA. And VUCA is what we really fear, right? It's what causes us to be nervous, 

it's what causes us to be unwieldy, it's what causes to be fearful, to be anxious. It's where all of 

our emotions come from. And what is VUCA? VUCA is volatility, uncertainty, complexity, and 

ambiguity. So, think about the last change you went through, whether it's your organization got 

bought, we implemented a new system. We don't know what's going to happen when we're 

working from home, we don't know when that's going to end or we have to go in. We don't know 

what it's going to be like when we have to go into work, right? 

                You can really take those four things volatility, uncertainty, complexity and ambiguity 

and bundle them together and that's where our emotions come from. And we as people, we don't 

think with logic and reason at first, we always react. We react emotionally and instinctively and 

it can get in our way, right? Causes us to be blind to the positives that can occur. I've been lucky 

in that every change I've been through, once I've got through it, it's been positive, I found good 

things. Angie's List decided that they were going to be acquired by HomeAdvisor. That at first 

that made me nervous, it made me anxious. I've got my own business because of it, right? And 

I've had two good years of doing what I really love. 

                But that period of about a year where we were for sale and then ultimately acquired 

and that process of being acquired for that year, it was pretty tense at times. We didn't know, my 

wife and I, didn't know exactly where we were going to end up or where are we going to live? 

What were we going to do? And I went through the challenges of trying, at first, of trying to find 

a job. What kind of job would hire me at this point in my career? Trying to figure out what 

companies want to hire me. So, we went through a tense period. Typically, once you get through 

the transitional period, change generally is good and it ultimately presents new opportunities. 

 

So why does change fail? Well, two out of three change initiatives or strategic initiatives for an 

organization fail. Why is that? It's humans. At the end of the day, it's humans. We can't control 

humans. We can't control what they do. And so it makes it very difficult for us to plan out and 

map out the exact path we're going to go through for strategic initiative and organizations 

typically aren't aware that they have a limit on how many things that can be going on at once. 

                Even if you have scads and scads of people and you're hiring consultants, you've got a 

limit in terms of how much change an organization can consume at any one point in time. And so 

when we come in with these strategic initiatives where "We're all going to take the entire 

company to Agile in six months." Those don't work. They don't work because we're forcing it 

down people's throats. We're not giving people an opportunity to change. We're not giving them 

an opportunity to become comfortable with that change and understand what that means to them 

and come to grips with what their emotions are. So humans are the reason why strategic 

initiatives fail. Typically. 

                70% of all changes fail. I've talked about the Standish report, the Standish Chaos 

report, time and time again. This particular statistic I got from looking at John Kotter's website, 



70% of all changes fail, 30% of all changes succeed. So it's not anything new with Agile. It's 

nothing Agile did, it's not like we have a higher rate of success or a lower rate of success. It has 

to do with the fact that, fundamentally, we're going to fail. We stand a 70% chance of that failure 

occurring. 

                So when we think about traditional thinking, right? We think about the key for many 

people in the organization is we're going to think about getting everybody heading in the same 

direction. Well, maybe everybody's not ready to head in the same direction at the same time. 

Right? They're all coming from a different point, they're starting from a different place. And we 

often refer to those change management initiatives, whether it's change management, we talk 

about Lean Sigma, program management, Nexus, scaled Agile framework, Less. I refer to them 

as herding cats and that's really what it's kind of like, how do we herd the cats? How do we get 

people all going in the same direction at the same time? And I really do think the answer is: you 

can't. You have to take a different approach. 

                But yet most of us feel like that we are unicorns. We feel like we're not going to live 

that first value of the Agile manifesto. We don't remember that people and interactions are more 

valuable to us than processes and tools. So we come in with our Agile, our last framework or our 

safe framework or our change management by Kotter approach, or we come in with [PROSY 

00:03:25] and their detailed plans, and then we start forward and we lead by gut feel, gut feel 

being, "Because I know you, my gut's telling me that you're with me or you're against me." But 

that's not what we really find. What we really find is that people don't really tell us where they're 

at. They don't tell us because they're scared of their job, it's their livelihood. They want to feel 

comfortable and they want to feel safe. 

                And so we as leaders, we all think we're unicorns, but unicorns are imaginary. Right? 

We can't do that. We don't have ESP. We can't really tell what people are thinking all the time. 

It's important that, as you go forward, you recognize that fact, that if somebody tells you 

something, tells you, "Oh yeah, I'm great. I'm on board." They really may not be. They may have 

some higher things, some higher value or some principle, that they're trying to protect. Maybe 

they're trying to protect their job. Maybe they don't like confrontations and they don't want to 

have a confrontation with you as their boss. So you have to think about it. We have to get past 

that idea that "I, as a seasoned change professional can operate by my gut." It just doesn't work. 

So let's now talk about human change and how that occurs. So there are three brains that we can 

talk about. The reptilian brain, this is your fight or flight part of your brain, right? It's the part 

that when something happens, you're threatened, you turn around and run. It's the part of your 

brain that keeps you breathing at night while you're sleeping. It's the part of your brain that gives 

you, whenever something changes, right? When you touch the stove, it's the part of your brain 

that tells you, "You need to pull your hand back if it's hot," right? It's the oldest part of the brain, 

it's been there forever, and it's the part that keeps us going. It's important we remember that 

because that part of the brain is integral to what we experience when we're going through a 

change process. 

                The next part of the brain is the mammal brain. This is where the emotions come from. 

This is where we feel. This is where we have empathy. This is where we... Once we get fearful, 

the reptilian brain kicks in. But it's the part of the brain that makes us where we love. It's the part 



of the brain that makes us compassionate and makes us who we are, differentiates us really from 

the reptiles. And then the third one is the human brain, and that's where logic and reasoning 

come in. That's where we can go through and we can solve complex problems, where we can 

deal with complexity when it comes up. And so you have those three brains. The trick is that 

when the mammal brain gets the emotions kick up, the trick is, which way are you going? Are 

you going toward the reptilian brain, fight or flight? 

                Or are you going toward the human brain, where I'm going to be logical about this? I'm 

not in grave danger right now. Let's reason this out and figure out what we're going to be. Which 

way are you going to go? And initially, what we find is most people go to the reptilian brain. 

Now, let's talk about that. We do that, and often, we plead that we're not responsible for our 

actions. But Elisabeth Kubler-Ross believes differently, and I believe this as well, right? We are 

solely responsible for the choices we make, and we have to accept the consequences of every 

deed, work, and thought throughout our lifetime. We can't control everything around us, but we 

can control ourselves. And so how we react or how we don't react drives how we end up and 

helps make some of our choices. 

                Elisabeth also came up with this model that I love, that talks about denial, anger, 

bargaining, depression, and acceptance. So when change occurs, typically, we will go into 

denial. We'll go in and say, "Oh, that's not going to happen to us. In February, mid-February, 

toward the end of February, I was in denial about COVID-19. It's not going to impact us. We'll 

be all right. We'll just be a little bit more careful." And then it hits, the change hits and all of a 

sudden, work starts drying up. People are busy. Everybody's so busy doing, getting themselves 

acclimated at home that they don't have time to talk. We don't have time to connect. You talk to 

people and they're frustrated, right? They've got kids running around at home that used to be at 

babysitters, and they're working at the dining room table and just on and on and on. 

                Their anger starts to come through, and then we start bargaining with it, trying to 

figure out, "Oh, it's okay. It'll only be for a couple of weeks." And then we start figuring out, 

"Well, wait a minute. This is going to be longer term than that. It's going to be longer term. 

We're going to be here for a while." And eventually, we come out of that and we get acceptance. 

And over time, that's what happens. We move from looking to the past, the good old days, right? 

We've all heard about the good old days when ice cream cones were a nickel, and gas was a 

quarter, a gallon of gas was a quarter. Well, there was a lot of other things that we didn't have at 

that point in time that were bad. We block those things out. 

                And so as we go forward, we have to shift from looking to the past to looking to the 

future. And once we get to acceptance, once we get to the point where we're looking forward, 

that's when real change can occur. So we have to help our teammates and ourselves get through 

this cycle. This model is one of those that it moves back and forth, depending on where you are. 

You can move. It's not necessarily completely linear though. That's the way I've got it depicted. 

You move back and forth. So how are you going to traverse this curve? And how are you going 

to acclimate to it? The people that get to acceptance sooner than the others are the ones that have 

the easier time. They're the ones where the opportunity is. They're the ones that don't have to 

worry about necessarily all the challenges that might come on with this change happening. 



                And I've got to throw in my buddy, George Box's slide. All models are wrong, some 

are useful. I said that before, not everybody goes through every single stage. Sometimes, we skip 

stages and we moved back and forth. But generally, we're going to go through those stages. And 

we need to think about that as we're going forward. What stage, as a leader, in your organization? 

Where are you at on the curve? We're always trying to figure out where our team is and where 

certain individuals are. Where are our key players? Where are they at? What about where are we 

in this process? Because if we're not all the way to acceptance, then how in the world can we 

expect our teammates to get to acceptance? We have to lead them there. 

                And we have to figure our way forward, while at the same time, keeping track and 

helping those folks along. And that's the true sign of a leadership. In my opinion, that's a true 

sign of a leader. A leader is not somebody that shows up when there's a catastrophe going on. A 

leader even shows up when things are going well. But how do they transit... A leader's somebody 

that can help you transition from things are going well to things are going bad, and then back 

again. And so who shows up when things are bad? Is it the good part of you or is it the bad part 

of you? And so we got to figure that out ourselves. And so from looking at ourselves, looking at 

the mirror and trying to figure out where we are, it's important we do that and consider that. 

                Everyone's unique. So each person goes through that change curve in their own 

timeframe, in their own way, and moose through that at their own pace. Remember the 

acceptance curve that I showed a little bit earlier. Everybody moves through that. Everybody 

accepts things at a different pace. So what we have to try to figure out is, how do we support 

those people as we go forward? And how do we help them? Is it more training? Is it cultural? Do 

we need to send them to boot camps? Do we need to have brown bag lunch series? Do we need 

to have open training classes? What do we need to do? News Weekly newsletters, town halls. 

There's all kinds of things you can do, but how do you do that? And how do we help them? 

                So ask yourself, when change occurs, do you give up something to get something else, 

generally? Do you have to unlearn something? For some period of time? Yeah. You have to 

unlearn your bad habits or learn a new way of doing it. You have to adjust to things that are 

different. And you also have to temporarily give up your cushion of comfort. You have to give 

up our safety blanket or our security blanket. We're going to learn something new. We're not 

going to know everything on day one. 

                It's going to take... We're going to go back and have to learn. So how do we do that? 

Are we doing that? Are we comfortable with that? If you know that you're comfortable and 

you're giving up that cushion of comfort, that can provide some comfort to you, that can make 

you more easily willing to accept the change that's coming. I know I'm going to be 

uncomfortable with this. I know I'm not the only one in this boat. Everybody else is with me. 

We're all going to be uncomfortable for a while, but let's work through that. Let's talk about that. 

So ask yourself that. 

Okay, so now we're going to move into the part that I'm really excited about. This is about the 

whole you. So I've got to give props before I start. I was having a conversation a couple weeks 

ago with a buddy of mine, Brent Shop, who is the client success director at Purpose.HQ. And as I 

was talking to Brent, I've been working with these guys now for several months, and we've been 

talking about the idea of assessments and how you get to emotional intelligence and what the 



predictive index is and the value of the disc profiles and intagrams and on 16 behaviors and all 

this stuff that's out there. 

                And as I was talking to Brent about it, one of my frustrations was, I kind of went to a 

different spot and said, "I'm having a hard time explaining what beLithe is about. What is it we 

do? We train on emotional intelligence, servant leadership, difficult conversations, agile testings, 

scrum, teach you how to be a scrum master, a product donor, how to work remotely, how to be a 

good manager. But I was missing that, the metaphor that allowed me to be able to explain it to 

people in a way that I understood." And Brent mentioned to me out of the clear blue, "You need 

to be thinking of this in terms of your head, your heart and your briefcase." And I was like, 

"What the heck? What are you talking about?" So he went on to explain to me that ... that's not 

moving. There it goes. That the head, that we need the whole you. Whoops, sorry. System's a 

little slow today. One more. Okay. 

                So we need our head. So what's our head consist of? What's the heart and what's the 

briefcase? And that we need to think about those things. Traditionally what do we think about? 

When we interview somebody, what do we look at? What's the first thing you do? You look at 

the resume and you say, "Okay, what have you done? What certifications have you got? What 

degree do you have or not have? Where have you worked before? Have you worked for 

somebody I know? Have you worked at a company where I know somebody and I can call them 

and find out about you?" We focus on the briefcase. We touch a little bit on the head, a little bit. 

How they think. And you do that as well as you can possibly do in an hour interview. But we 

rarely deal with the heart. 

                And taking that and applying it to change management, we're changing up the 

environment. We're changing up the way people are going to do their work. We're going to 

realign people and they're going to work in a different place. They're going to maybe work with 

different teammates. Role's going to be modified. And so do they have the right acumen for that? 

Not just do they have their credentials. Can they write Java, code in Java? Do they understand 

what Power BI is? Do they understand data structures? Whatever those briefcase things are, that 

knowledge thing, that book learning stuff, can they apply it? 

                Do they have the right abilities from a cognitive standpoint, not cognitive meaning 

they have a huge brain, but cognitive from the standpoint of can they learn quickly? Are they a 

slow learner or a quick learner? Do they have to know everything about everything? Do they 

have to fully understand the topic before they're willing to move forward, or are they willing to 

move forward with part of the information? How do they behave? So what behaviors do they 

have? Behavior is logical. It's logic based off of emotions. So from a behavior standpoint, do 

they react? Do they behave in a way that we would expect? 

                And then the heart. So what's the heart? It's really the you, it's the why. It's why you 

exist. What's your own personal mission? What are your own morals values? So we need to 

consider all three of those when we do change management as well, when we've got a big 

strategic change initiative. We have to consider all of that. And remember that we're talking 

about a group of individuals that's all in different spots. Each one of them has a different set of, 

they think about things differently. They have different emotions, different values, and they've 

got different experiences. So we have to think about that as we're going forward with change. 



                So the head, as I talked about, is really behavioral drivers and cognitive ability. This is 

one of the hardest things to change, individual behavior drives. How do we react to things? How 

do we apply them? This is where emotional intelligence comes in, when we talk about behaviors. 

It's where to a certain degree where this comes from. We're trying to understand what your 

communication style is and what motivates you and how you apply it. Your cognitive capacity as 

an individual, you're stuck with what you've got for the most part. Over the longterm, you can 

create, you can improve your memory function by doing games and activities and focusing on 

that. But you're kind of stuck with what you've got. 

                And then from the head standpoint, how people behave and how they apply their 

internal rules to the emotions they're feeling, that's one of the most important. You can have the 

biggest brain in the world, and if you don't apply, if you tick everybody off around you, you're 

probably not going to work well in a team. You're probably not going to stay with an 

organization very long. So determining how behavioral drives us is one of the most important 

things. You have to have some cognitive ability as well. You have to be able to retain the 

knowledge and you have to be able to learn. And the speed that you learn is important as well, 

especially as we're iterating forward, as we're going forward and things are changing. You have 

to be able to learn. 

                Oops. So consider. Some things to consider with the head. Consider that you need a 

safe environment. You need to have an environment where people can experiment and learn. 

You need to adopt empiricism. So you as an individual need to learn to gain knowledge from 

your experiences, learn from what the, learn from your past. Learn from your organization's past. 

You need to model ideal behavior. So it's not a do as I say, not as I do kind of approach. We need 

to model the behavior that we want around us. 

                We need to consider individual mentoring and coaching. Now, this is going to, as a 

leader, this is one of the most time-consuming pieces. If you have to mentor your team and coach 

your team, that can suck up a lot of time. But it's worth it because individually they're all coming 

from a different spot. So you have to, at least in the beginning, help them get started, help them 

deal with the change individually. You have to make yourself available. 

                You need to consider small experiments. And not just small experiments where you 

just randomly do something, but if I do this, what's the outcome going to be? What's the outcome 

going to be? And learn from it. Okay. I thought that if I did this, this would be the reaction. It 

wasn't. So I won't do that. Maybe I should think about that before I do that again. You should 

also recognize success. So when we're going through change, celebrate the small victories. 

Celebrate the small steps forward. It's important you do that. It's important you recognize where 

you've come from. During the last five or six months, I've been down in the dumps about I 

should be working for a corporation. I should fold this business thing up. It's difficult. It's hard. 

But yet there's a lot of small successes. And when we think about it, we're in it for those 

successes. So recognize it. Remember where you came from. Realize where you're at in your 

journey. It's important you do that. 

                Your heart is your, and I talked about this a little bit, your heart is your values, your 

passions, your interests, your shared beliefs, your why. What's your passion for your company? 

Are we passionate about where we're at? I'm going to keep picking on Angie's List. When I 



interviewed an Angie's List and they walked me through to kind of show me the place where I'd 

be working and where the various departments, where they were giving me the tour. One of the 

things I noticed was everybody had a, not everybody, but probably one out of five people had a 

shirt on that said Angie's List [inaudible 00:09:28]. For them. And it's like they had the passion. 

They were willing to wear the company shirt. 

                I've worked for companies that as soon as I was done with that company, I burned the 

shirts. I've thrown them away. They're in Goodwill, whatever. When I was passionate about 

companies, I've kept them and I've still got a couple of shirts. I still got my old Baker Hill shirt 

that I had years and years ago. It's been, golly, it's probably been 15 years since I've worked for 

Mark. I've still got that shirt, because I'm passionate about it. I still have some passion for it. 

                And that's what we're talking about with heart. We're talking about interests, when 

your interests are aligned with the culture. If you're looking for a company friendly organization 

and you find that company, you're aligned with that culture. They think about the family. They 

think about how you, what their impact is on you. And if you're looking for that kind of thing, 

your heart's going to be into it. You're going to be motivated. You're going to be engaged. 

                We want to make sure that your heart has to be into it to enjoy the job over time. 

We've all seen people that have quit but still show up every day. That's not what we're talking 

about with heart. We're talking about people that it's almost a crime to get paid to go to work. I 

enjoy it that much. That's what we're talking about. And that's what we need to consider. 

                And then motivation triggers. So what motivates you? What are your motivations that 

drive you? Are you interested in mastery, purpose, control, autonomy, any of the other 10 or so 

motivators that are out there? What motivates you? It comes from your heart. It comes from 

where you're at. 

                And then your heart needs to be compatible with your coworkers. You have to be 

aligned. We want people that are aligned with, from a heart standpoint, we want people aligned. 

We want them to have respect for each other. We want them to be able to understand each other 

and to get along. You've seen it before where you've got folks that aren't aligned with the 

organization, but are still there. And there's nothing but friction and arguments and intolerance. 

And so we want to be compatible with our coworkers. 

                Things you should consider from a heart standpoint. You should, when change occurs, 

provide opportunities for them to grieve. It's okay that after the big announcement that we got 

bought, it's okay. Expect the fact that people are going to stand around the coffee cooler, the 

coffee machine, coffee cooler, the water cooler or the coffee machine, and are going to lament 

about the good old days. And they're going to talk about the missed opportunities. It's okay. 

You've got to let people have that opportunity to get that out. 

                You need to have empathy for them. You need to understand that people are all 

coming in at this differently. They'll have different values, morals, principles. They're all going 

to have, they're all going to react differently. Some are going to react a little bit more harshly 

than others. A little bit more, it's going to be a little bit more raw. So have empathy for them. 



                Try to get rid of the VUCA. Try to get rid of the volatility, uncertainty, complexity, 

and ambiguity. You may not have all the answers. Say that. I don't have all the answers right 

now. Here's when I, if you think that you're going to know something by a given date, tell them 

that. Tell them when you think you're going to know that. Be as transparent as you possibly can. 

                Be honest. Don't lie to them. Do not lie. Even if you know a change is coming, don't lie 

about it. Don't deny it's going to happen. Paint an honest future. Be sure you don't sugar coat it. 

Be sure that you lay it out there and that you say exactly what you think the future is going to be, 

when you're ready to do that. 

                The number five, being honest, really strikes home to me. I was working with a group 

of people out of the pyramids and I was a site leader and we got everybody together. We had a 

company, a group meeting on a Thursday. And so we got everybody together. And we went 

through the normal thing where we talked about sales and op, what was going on with operations 

and how we were going with our development cycles and the whole bit. And I got a question 

from a guy who said, "There's rumors that there's going to be a RIF coming up." And I was early 

in my career and I panicked and said, "No, there's no RIF coming up that I know of." And as it 

turned out, and I just reacted, right, I was emotional. And what happened was a few days later, 

we had a RIF. I lost the trust of that group probably for a year and a half. It took me a year and a 

half to get them back from that lie. It's just not worth it. 

                So if you can't, if you know something's happening and somebody asks you a question, 

if you can't tell them the truth, to say, "I can't talk about it. I'm not allowed under, based on the 

organization, you know I'm not allowed to discuss that with you." Just be honest. And if you're 

honest with people, they'll respect you. And if you're honest about the change, how you're feeling 

with them, that you're going through the same thing. They will start to have empathy for you. 

And that's really where that T word, trust, comes from. It's when I have empathy for you and you 

have empathy for me, then we begin to trust each other. We begin to believe that we're all doing 

it for the best part of the organization, not for just myself. And so it's important you think about 

that. 

                From a briefcase standpoint, I talked about this. This is education, knowledge, skills, 

experience, certifications, licenses. Day one is the skills you have when you show up the first 

day. The complexity of the role comes in when we talk about it, when we talk about the 

briefcase. Have they had roles like this before? Do they have specific experience or depth of 

knowledge that they need? And that's easy to talk about. 

                It's easy to talk about what degrees and what certs we've got. But how do you get past 

that? How do you get deeper than that? How do you know if somebody really knows how to 

apply that knowledge? Again, going back to the whole concept of head, heart, and briefcase, just 

because you have the knowledge doesn't mean you know how to apply it. I mean, we've all 

bumped into people that have trained something and don't know what they're doing. Or come in 

and said, "Oh yeah, you do it this way." They've never done it before. Without specific 

experience, you really don't have knowledge. 

                So what do you do? What do you consider with the briefcase? Some things to consider. 

Skill training. So if you don't have the skills, how do you teach them? How do you give them the 



opportunities to learn? Where it's a culture of learning. You create ... lean coffee is a really good 

way to start with that. You have a lean coffee and get everybody in the room and just let them 

determine or decide what's next. And go and let them do that. 

                Send them to external conferences and meetups. Let them talk to people outside your 

organization that are doing what you want to do, what you want to be. What you aspire to be. 

Have them talk to them about the challenges that they went through. Talk about what the benefits 

are, what the cons of it are, and their journey. It helps to know that other people have been 

through this journey and it is something you can achieve. 

                Think about internal pilots. What are the internal pilots? What are the things we can do 

to just try? What's a hack-a-thon? What happens, can you do a hack-a-thon? Can we take a day 

and just let a group of people go at it and just see what they can come up with. We can use hack-

a-thons as a way to get people to start thinking about how how they would implement it. And 

they can do it in a trial basis where it doesn't really matter if it succeeds or fails. That's what 

we're talking about with internal pilots. So think about those opportunities and how you might be 

able to do that. 

                So I was doing research for this, and the head, heart and briefcase. And I came across 

this quote. And it's really true when you think about it. We're all pattern seekers. And we tell a 

story based on what patterns we see. So if we only see one pattern, we're going to try and use it. 

Going back to that analogy of, if all you have is a hammer, everything looks like a nail. We're 

great at telling stories about patterns, whether they exist or not. So think about that from that 

standpoint. 

                If we don't, if we're not talking about how people are going through the change, they're 

going to make up their own stories. And they're going to tell about the patterns that they ... I've 

talked to somebody who talked to somebody who went through this, and it was horrible. It was 

horrible. They went through and they ended up firing everybody and it was awful. They had to 

work 14-hour days, blah, blah, blah, blah. If you're not filling that gap, if you're not filling that 

communication gap with your teammates, they're going to fill it. They're going to create their 

own stories. They're going to create their own, they're going to create their own results. And so 

you've got to fill that. You got to fill that in. You got to start thinking about how you're going to 

bring them along. How are you going to include them? How they've got to be with you on this 

journey. It's not something you just go forward and hope that they follow. You've got to be with 

them. And again, I love this quote. 

All right. So I'm going to do a quick review and then we'll wrap up here. So remember the one 

thing you control and change, and that is that you control your attitude. And that your attitude is 

affected by stress and it drives your behavior. So remember that. That the only thing you control 

is yourself and how you react and how you deal with it. You can't really control your teammates. 

You can't really control your boss. All you can really do is control how you react. And remember 

that how you react and how you move forward and the behaviors that you set as an example, 

your team will follow. If you have bad behavior, your team will model that. If you have good 

behavior and you're doing the right thing, your team will follow that, too, and they'll respect you 

if you do that. 



                Try to make sure that even though it's a big change, that we're doing small changes 

over big changes. It's can be really hard when we're looking at where we want to end up. 

However, if we look at it, it's just really a series of small changes. And if we can connect what 

we're doing today to what the future behavior is that makes it easy. That makes it easier. When 

we start realizing that only five to 10% of my job's really changing, everything else remains the 

same. And oh yeah, by the way, the skills that I need, I have 90% of the skills I need, so I only 

really have to learn 10%. That makes it more palatable, instead of it just being this big change 

that's coming. 

                You want to be sure that as a leader, you engage others and help them figure out what 

stays and what goes. Again, going back to how much of the job is changing. Build on the 

familiar, build on the things that you know are, that people use. When we look at things like, 

when I look at Scrum, for example, a lot of times I was using Scrum type techniques before I 

knew Scrum even was a thing. I've had projects where we did daily stand ups at some point, 

which are equivalent to the daily Scrum, in Scrum. We would do things like we would break 

things down into small increments that we would deliver to our testers, so that they could go 

through and test. So be sure you're using that. When we talk about trying to connect it to 

something they know. A work breakdown structures not too dissimilar to breaking down user 

stories and estimating. 

                It's about the same thing. We're just tweaking things when you get right down to it. 

We're just doing it a little bit different. And if you don't believe that, if you know it SAF is, a 

Scaled Agile Framework. Scaled Agile Framework is really a collection of best practices that are 

packaged in a given way. There's not, I haven't come across anything yet that's revolutionary in 

SAF, it's just packaging up best agile principles in a little bit different way, and tweaking things a 

little bit. 

                So build on the familiar, build on things people know. Allow people to say goodbye. 

Have goodbye parties for when a certain things going away, it's a small thing, have a party for it 

and celebrate it, and allow people to say goodbye, because there's things that they're going to 

miss. And that there are things that will, it'll help formalize that for them. It helps them 

emotionally get around that. And then remember to iterate, iterate, iterate. Just because we think 

we know where we want to go doesn't mean we know the path to get there. So don't set up big, 

long feedback loops, make them small, make them compact. Iterate, be agile, and that will help 

you a lot. And adapt as you go. 

                Your balance is the key. Balance is the key from the standpoint that the, oops, sorry. 

Went too far. Balance is the key. Make sure that you're balancing the head, the heart, and the 

briefcase. Consider all the aspects. When you start a change initiative, benchmark your current 

and future roles. Look at it from all three aspects. It's important you do that because if you 

benchmark your current roles, now you've got something that you can compare to what you think 

the future is going to be. What's the future role? And you can compare that difference. You got 

something tangible that shows. You used to do this. Here's the way it works today. Be sure that 

you do that. And be sure you measure along the way. Our next webinar is going to be about 

measuring change. How do we measure change as it goes? And so, try to be empirical where you 

can. Try to gather the evidence that you need, that you can, so that you can make decisions based 

on evidence, not just on your gut feel. 



                Be evolutionary, not big bang. So make small changes as you go. If you have a big 

bang that's going, see what little changes you can make along the way, that'll make that big bang 

not quite so big. Maybe even make it more of a dud. See what you can do. Try to evolve things 

rather than just saying, "Okay, today we're going to do whatever". Define and share the vision. 

So be sure that you're communicating what the vision is. You have to keep in mind what the end 

goal is. What are we trying to achieve? Where are we trying to go? It's important you 

communicate that and you keep communicating that. It's not just, we're going to tell them at the 

beginning and assume that everybody knows. As they have time to process, as they have time to 

percolate on it, they're going to come back with questions. So be sure that you give them lots of 

opportunities. And again, be transparent. 

                Okay. And with that, that concludes what I've got for you today. The one thing I would 

just throw out there before I open it up for questions. Our next session is going to be on June 

30th, a Tuesday, and we're going to talk about measuring change. So we're going to get 

empirical. We're going to talk about different kinds of measurements that you can use and how 

you can go about gathering that data. And then from there, the following sessions can be, "Okay 

now, what do you do with that data?" We gathered all this data and it takes a while to get through 

that and understand how we gather it, but then once we gather it, what do we do with it? 

                So, that's going to be the one that follows. With that I will open the floor up for 

questions. You can put them in the chat or I prefer it if you do it in the Q and A. No questions? 

Anybody still there? Still here. Okay. Good. All right. Okay, good. All right. So if you think of 

any questions, you want to talk to me about any of this, I have office hours. You can go to 

www.calendly.com/chris-daily/, and you can schedule me. So I hope everybody has a good rest 

of your week and we will see you the next time. Thanks for coming. 

 

 


