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testimonials

Ready?...Time for a change?

Fire!...Use this book!

Aim…Armed with science, real world examples, and a deep un-
derstanding of the complex emotional web that de!nes us as 
individuals, INSIDE CHANGE is a mandatory ‘People 101’ course 
for all innovators, leaders, change agents, and everyone work-
ing to transform the future.

– Leigh Anne Cappello, Vice President, Future Now, Hasbro, Inc.

Finally, a book that integrates the basic human function of 
emotions into a viable action plan for organizational transfor-
mation! Its innovative step-by-step guide combines emotional 
intelligence and organizational change techniques providing 
leaders with an e"ective tool that will assist them in competing 
in a rapid-change global environment.  INSIDE CHANGE should 
be required reading for leaders at all levels of an organization.

– Dr. Thomas G. Seiler, JD, CPA, Professor of Accounting, College 
of Business, Franklin University

INSIDE CHANGE is a solid, powerful book for every leader.  The 
typical  business approach to change just doesn’t work – this 
book will show you a  better way.

– Alan Deutschman, author of Change or Die and Walk the Walk

INSIDE CHANGE provides a powerful and whole-minded ap-
proach to organizational transformation. Blending cutting-
edge neuroscience with rock-solid business logic, this book will 
change the way you lead.

– Daniel H. Pink, author of A Whole New Mind and DRIVE
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testimonials

If your business needs to go from discussing change to execut-
ing change this is a must read.  Inside Change will be your road-
map for results.

– Je" Kinsley, HR Manager, FedEx LAC

An excellent book that will help you understand the ‘magic’ of 
leadership; managing your EQ to facilitate positive change in 
organizations that would bring people along.

– Nehad Tadros, Regional HR and Training Manager-GCC, 
ARAMEX (UAE)

It’s a pleasure and an honour to me to present this book that at 
last approaches in a complementary way “the two half of the 
sky”.  In fact, it is not possible to face a change without consid-
ering logic and rationality, but not even, at the same time, the 
emotional aspects of it.

– Luigi Boaretto, Chemical Company, Italy

Free excerpt - please see www.insidechange.net to order



title

Inside Change:  

Transforming Your Organization 
with Emotional Intelligence

Joshua Freedman & Massimiliano Ghini, MBA

Foreword by Chip Conley

EMOTIONAL INTELLIGENCE PRESS

Free excerpt - please see www.insidechange.net to order



copyright

INSIDE CHANGE:   
Transforming Your Organization with Emotional Intelligence

© 2010 Joshua Freedman and Massimiliano Ghini

ALL RIGHTS RESERVED

No part of this publication may be reproduced or distributed in 
any form or by any means, or stored in a database or retrieval 
system, without the prior written permission of the publisher.

Cover Design by Mark Lee, Incite Partners

ISBN : 978-1-935667-03-2

Library of Congress Control Number: 2010905212

Printed and bound in the United States

Six Seconds Emotional Intelligence Press 

San Francisco, California

www.6seconds.org/tools

Free excerpt - please see www.insidechange.net to order



contents

Contents
Foreword by Chip Conley . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .ix

Introduction . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . xv

Part I:  Background
1. The Problem . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 3

2. The Solution . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .23

3. The Science . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .55

Part II:  Change MAP
4. Phase 1: Engage . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .81

5. Phase 2: Activate . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .129

6. Phase 3: Re#ect . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .173

Part III:  YOU
7. Tools for Emotions . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .205

8. Using Power . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .221

9. You as a Change Leader . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .227

End Notes  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .240

Indexed Contents . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .248

Acknowledgements . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .253

About the Authors . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .254

Free excerpt - please see www.insidechange.net to order



|  1

Part I
Background

The change model and processes that we’ll share in this book 
grew from three important sources:

The real challenges that colleagues and clients face 1. 
when making change are primarily on the people-
side.  In Chapter 1, we’ll present a summary and the 
“case” for the need to improve the way business ap-
proaches change.

The process that has worked in addressing these is-2. 
sues.  In Chapter 2, we’ll show you the components of 
the Change MAP.

Current neuroscience that provides critical new 3. 
perspectives to understand people and change.  In 
Chapter 3, we’ll review this science and make it rel-
evant to the challenges of change.

Part I: Background
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2  |  Inside Change

Growth demands 

a temporary surrender 

of security. 

– Gail Sheehy
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Chapter 1. The Problem

What do you think of when you hear CHANGE?  Excitement?  
Anxiety? Frustration?  Exhaustion?  Almost certainly you have 
some feelings about this loaded topic, and even people who 
thrive on change acknowledge that it’s incredibly challenging.  
And it’s accelerating.

Organizationally, navigating change is a growing issue. The per-
centage of CEOs expecting substantial change is higher than 
ever; 65 percent in 2006 to 83 percent in 2008.1  While the need 
is growing, the rate of success is not keeping up.  

In 1996, John Kotter published his best seller Leading Change 
and stated that 70% of change e"orts fail.  Now over a decade 
later, despite hundreds of “change breakthroughs” shared in 
books and conference talks, the percentage of failure remains 
about the same. In a 2008 McKinsey survey of thousands, 
people reported that 2/3 of change e"orts failed. In IBM’s 2009 
“Making change work” study of more than 1500 change leaders 
worldwide, IBM found that 60% of change e"orts failed.  

Clearly change is not an easy process. Why?  What makes it so 
di$cult?  And how do real managers see these issues?

We invited leaders to identify the key challenges in the work-
place today in Six Seconds’ ongoing Workplace Issues survey.  
The research explores perceptions of people in organizations, 
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4  |  Inside Change

from team leaders to executives in a broad range of industries, 
and entities ranging from under 20 to over 10,000 people.  

The survey !nds that… 

“Soft” issues such as change and leadership are 3 times 
as prevalent as “hard” issues such as !nance.  

50% of Leaders are concerned about managing 
change.

Emotional dynamics of team- and non-team-members 
were the most important challenge.

Only 8% report that they’ve received training to e"ec-
tively deal with the issues they’re facing.2

This last point is staggering.  In the US alone, in ONE year, com-
panies spend US$130 billion on learning and development,3  
but less than one in ten respondents in our survey is getting the 
training they need to deal with the issues they’re facing today?  
Something is missing.

To explore this further, last year we asked dozens of groups of 
managers around the world to identify the most important 
methods needed for their organizations to be more e"ective at 
change; we gave them 10 minutes to brainstorm.  Group after 
group came up with a set of very reasonable answers, includ-
ing:

Create urgency

Get people committed

Make a clear plan

Make the results visible

Get quick wins

It’s a great start.  What we’ve seen in groups over and over is 
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that today managers know a lot about change.  But at the same 
time, 60-70% of change e"orts are failing.  Something is wrong!  
Digging deeper, what we’ve heard is:

Managers know WHAT to do in change, they don’t know 
HOW.  

They are clear that there are certain key steps, but getting them-
selves and others committed to those steps is the heart of the 
challenge.

Meanwhile the pace is increasing. Around 1940, Eric Johnson, 
president of the US Chamber of Commerce, issued a shocking 
proclamation: "knowledge is doubling every ten years.”4 Then 
came the internet.  By 2004, we were down to information dou-
bling every 18 months.5  IBM Global Technology Services pre-
dicts that by now information is doubling every 11 hours, with 
business email growing at a rate of 25-30% annually.6 Complex-
ity is increasing at an accelerating rate, but our capacity for 
change is not.  No wonder change is such a pressing issue!

It seems that there is a widespread understanding of the need 
but lack of answers on how to meet it. We know change is im-
portant, we know people issues are important.  Meanwhile we 
keep doing the same old processes and training people the 
same old ways, probably because we don’t see real alternatives.  
This is a serious warning for companies. 

We are living extraordinary times but we’re stuck using 
ordinary answers. 

We are creating an increasingly complex and accelerating world 

Free excerpt - please see www.insidechange.net to order



6  |  Inside Change

and we don’t know how to manage it – unless 30-40% success 
is satisfactory. In other words, even when leaders understand 
the right thing to do, it’s unlikely those e"orts will work because 
of execution problems. Considering how much money, people 
power, technology and time we are putting in change manage-
ment e"orts, it seems like we might want to re-allocate our in-
vestments!

Obstacles to Change
Clearly it’s time to re-think the problem.  Why are we still 
struggling with change?  Is it an innate human prob-
lem?  There’s plenty of evidence that change is pos-
sible; in fact, humans are actually marvelous at change. 
7  But we get stuck.  What are the traps?

We began our exploration for this book with an extensive search 
of “thought leadership” on change, and found three common 
assumptions that may be at the heart of the problem:

Change is linear – change starts, ends, and is com-1. 
plete.

Leave emotions at the door – change is primarily a 2. 
cognitive process.

Organizational change is driven by system change – 3. 
change starts with structures, policies, models, etc.

It’s our view that these assumptions are tragically #awed, and 
that by seriously re-evaluating these ideas, we can arrive at a 
dramatically more e"ective approach to change.  In exploring 
these three common misassumptions, you’ll see the thinking 
that underlies the Change MAP and the solution we’ll share 
later in the book.

Free excerpt - please see www.insidechange.net to order
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Misassumption 1. Change is linear 

Once upon a time, perhaps, change occurred “once in a while” 
to tune up operations; today change is the norm.  It’s amusing 
to talk to clients about the strings of mergers and acquisitions 
they’ve experienced in the last few years.  A typical story: “I’ve 
been through 5 M&As in four years – and I’m still doing the same 
job at the same desk for the same clients.”

The notion of “a change” just doesn’t !t this reality.  We need to 
focus on “changing” or “changeability” – a constant process of 
learning, innovation, and adaptability.  Not only is each orga-
nization constantly in change, at the same time the context is 
in #ux – globalization, climate, regulation, economic meltdown, 
generation gaps, increased transparency… If we could only per-
fect the crystal ball we’d have a great market!  Until then, even 
knowing the right direction a day ahead is a real challenge.   So, 
we have a chaotic, uncertain environment that’s going fast – 
and faster.  The old view of a linear change just won’t work.  We 
need a cycle that can be rapidly deployed to create a system of 
continuous growth and adaptability.

The conventional, linear, approach to change is to get ready, 
aim, and then !re.  This is great in theory and terrible in practice.  
In the “ready-aim-!re” approach, planners (perhaps a project 
team and a few expensive consultants) create a roadmap and 
senior managers allocate resources to make a plan.  Then, they 
“aim” - spending weeks and months developing a “great” strate-
gy, usually accompanied by hundreds of powerpoint slides and 
a massive excel workbook.  When it comes time to “!re” - im-
plement - everyone is surprised that the “perfect plan” doesn’t 
work immediately, so they throw that out, hire new consultants 
and start writing a new one.  And likely, the new plan will be 
made in a vacuum, be out-of-date by the time it launches, and 
then use so much resource in planning that there’s nothing left 
for follow-through. 
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8  |  Inside Change

Ready, Aim, Fire is a linear process that blocks change-
ability.

How to Solve This Misassumption

The common explanation is that “people resist change.”  That’s 
sometimes true, but our experience is that people are more 
likely to resist a bad process than the change itself.  They might 
actually like change, but don’t like “being changed.”  The fact 
is people thrive on change, people are incredibly versatile and 
nimble, they change all their lives over and over, and growth is 
one of the most stimulating and enriching opportunities in the 
human experience.  So we’re not talking about making dino-
saurs do the polka.  It’s not an impossible situation – rather, we 
need to underline the importance of structuring the change. 

We need a way to conceptualize change as a living pro-
cess with built-in mechanisms for continuous re!ne-
ment.

 
In the “ready-aim-!re” framework, projects tend to sit in “ready-
aim” and rarely get to “!re.”  Frustration builds, then a senior exec 
comes in waving a hatchet to make change happen and there’s 
“!re” “!re” “!re” – without much aim.  Clearly all three would be 
valuable – ready, aim, !re – but perhaps the order is wrong.

Misassumption 2. Leave emotions 
at the door

We often hear leaders say, in essence, “People will change when 
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they understand this is better for the company and better for 
them.”  The basic belief is that a clear, logical business case will 
create change. Change managers are often engineers trained to 
break the complex down into a rational structure.  That would 
work well if people were rational.  But people are not, purely, 
rational… especially in change!

How do you feel when you hear the word “change”?  It’s a ques-
tion we regularly ask clients.  Some react with optimism and 
excitement while others feel anger or fear.  

We recently did a keynote for 1000 future leaders and asked:  
How many of you are excited when you hear the word “change?”  
One person raised his hand. Maybe that’s extreme, but it’s 
telling.  The bottom line: people have strong feelings about 
change.

CHANGE is not a neutral word!

 
Part of the problem with conventional change e"orts is that 
they come on the heels of many other similar e"orts – and most 
of those have fallen short.  So people “know” this new change 
won’t work.  Even when there is a logical plan, even when there’s 
a beautiful powerpoint outlining the path forward, people’s 
trust in change has been eroded.  So change leaders need to 
use emotional intelligence to connect at a heart-level (and they 
need the strategic intelligence to connect at a head-level too).

One of our clients was going through a complex restructuring 
process and was meeting with one of the world's largest con-
sulting !rms.  The consultant showed this slide to underline the 
importance of the emotional dynamics in change process. His 
message: if you want to have success in a change you need to 
manage the emotional side of the business.

Free excerpt - please see www.insidechange.net to order



10  |  Inside Change

Impressed and surprised, our client said: “Great! Finally we’re 
discussing the core issue. So how can we transform resistance 
in adaptation? How do we make sure we stay on that ‘commit-
ment’ path?” 

The consultant’s profound answer: “That’s the magic of leader-
ship.” 

Imagine our surprise to discover that you have to be magical 
to be a great leader!  In essence, the consultant was saying, “I 
don’t know.”  Which is a pity because he put his !nger on an 
absolutely critical point.  The fact is that “downward path” to-
ward resistance and rejection is the biggest risk in any change 
process, this destructive spiral erodes performance and makes 
future change even more di$cult – and it’s all about emotion.

There is a great deal written about the cognitive side of change 
– how to think through change, how to analyze change, how to 
strategically position change e"orts.  No question that is impor-
tant, but it’s incomplete, because change is not simply a cogni-
tive experience.  It would be easier if people were rational; “it’s 
better for you to exercise,” ZAP people would exercise!  “We can 

Announcement 
of change

Denial, 
isolation

Bargaining, 
delusion

Acceptance

Adaptation

Commitment

Anger, 
uncertainty

Fear

Failure

Resistance

Reactions to Change

as presented by a major consulting !rm
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increase performance by implementing LEAN in one quarter,” 
ZAM there’d be a full LEAN process in place.  But people are not 
only rational, so we need to understand the impact of emotions 
in the process.

Are emotions a killer app in managing change? The research is 
emerging; for example, one study of 615 people in government 
and private companies a"ected by huge organizational chang-
es in Australia:  44% of the resistance to change is explained by 
emotions and assumptions.8

In another study, a variety of change-drivers were analyzed in-
cluding reward, job satisfaction, participation, history of change, 
etc., to see what contributes to commitment to change.  By far 
the strongest predictor is emotional involvement (r=.423), the 
next strongest is a history of successful change (r=.267).  So 
emotional involvement is almost twice as strong a predictor as 
any other factor – even having previously succeeded.  Reward 
wasn’t even statistically signi!cant.9

How to Solve This Misassumption

The key is to be more intelligent with emotions.  Emotional intel-
ligence provides the capacity to accurately see and understand 
these feeling dynamics, and then to create e"ective solutions.

The value of emotional intelligence in people-performance is 
evident in many studies;10 one example is research we conduct-
ed in healthcare which showed that people with higher emo-
tional intelligence cope better with job complexity and with 
stress in the workplace, two issues that often arise with change 
– and the e"ect was greater in more senior roles.11

On the lighter side, one powerful emotional tool is humor.  An 
interesting study by Bovey and Hede shows that people who 
use humor to cope with anxiety have less resistance to organi-
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12  |  Inside Change

Emotions & Stress in Healthcare

As in many demanding jobs, health care is stressful work 
with high-stakes challenges, a fast pace, and complex re-
lationships.  In the face of these pressures, professionals 
must carefully manage their reactions and interactions to 
achieve optimal outcomes. How important is emotional 
intelligence (EQ) for managing these dynamics?  How does 
EQ a"ect stress and performance?

To test this, two assessments were administered:

SEI – Six Seconds Emotional Intelligence Assessment.  

SPA - Stress Perception Audit 

The study !nds three important conclusions:

Emotional intelligence predicts high perfor-
mance

Stress reduces performance

Emotional intelligence mitigates the e"ects of 
stress.

A reasonable inference emerges that one of the primary 
bene!ts of high EQ is the increased ability to function well 
even under stress.  

Interestingly, the most senior group in the study – those 
with the most supervisory and leadership responsibili-
ties – are the ones where emotional intelligence made the 
most di"erence.   This !nding suggests that in increasingly 
complex jobs, EQ becomes increasingly important.11

Free excerpt - please see www.insidechange.net to order



The Problem  |  13

zational change.12

It’s even more evident in personal changes.  Ask anyone who 
has tried and failed at dieting.  Being healthy is really simple:  
Eat less, exercise and sleep more, drink water.  Rocket science, 
right?  Everyone who’s tried to lose weight KNOWS this – but 
many of us struggle for years to do it.  As Bruce Lee said:

Knowing is not enough, you must apply;  
willing is not enough, you must do.

But what does it take to go from knowledge to action?  Emotion 
is the missing link – at home and at work, it’s the critical ingredi-
ent to propel people into doing.

 Emotions drive people, people drive performance!

 
One of the key emotional drivers in change is trust; it’s like a 
speed governor that limits (or unlocks) action.  When she tells 
you that we need to change, do you trust your boss?  Robert 
Hurley recently surveyed 450 executives in 30 companies from 
around the world and his !ndings are worrisome: half of all 
managers don’t trust their leaders.13 Hurley also reported 
another survey from Golin Harris showing 69% of respondents 
agreed with the statement “I just don’t know who to trust any-
more.” Yet trust is crucial if we want people to “come along with 
us” on the change journey, so this balance has to shift (or at 
least we’d better make sure our team members are in the 31% 
who know who to trust!).

Taking trust as a benchmark, the “emotional currency,” if you 
will, we need leaders who use authenticity rather than #ash. An 
example is the incredible turnaround of IBM in the 1990s.  As 
Lou Gerstner, the CEO in charge for the change, described in his 
book, Who Says Elephants Can’t Dance?, the real problem was 
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that team members had lost faith in the company. Gerstner saw 
his responsibility was to inspire people about the opportunity 
to be a great company again.  

Put yourself in Gerstner’s shoes for a moment.  Clearly reinvigo-
rating “Big Blue” won’t succeed by simply rewriting the mission 
statement and moving the same old boxes on an org chart.  You 
would need to create a massive emotional transition to create 
a new culture. To realize this shift people need to sense your 
commitment and feel your authentic passion. They need to 
trust you. And that’s all about emotions! 

It’s also worth noting that Gerstner came to the job as a “typi-
cal MBA engineer” type with no particular gift at rhetoric.  He 
wasn’t a “heroic” leader.  While the old-style charismatic leader 
can give a great locker-room speech and !re people up, this 
relationship-based change leadership requires a more subtle 
process.  When people are coming from hopelessness and dis-
trust, their radar is up. Again, they “know” that the change won’t 
work.  They don’t trust the system, so they’re actively looking for 
another snow job.  Authenticity beats slick.

Finally, while sincerity is key, the emotional component is not 
su$cient by itself.  Change will be derailed by a lack of buy-in, 
but it is equally useless to launch change without a good plan.  
We’re not advocating that “heart over head” replace the worn-
out “head over heart” mindset, rather we’re calling for a partner-
ship of head+heart+hands.

Misassumption 3. Organizational 
change is driven by changing  
systems

We were delivering training to a group of senior MBA professors 
in a highly regarded university, and gave them a challenging 
exercise where they had 10 minutes to plan, and then couldn’t 
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talk during the implementation (though they could communi-
cate nonverbally).  They made a “great” plan, but did a miserable 
job on the challenge.  In the debrie!ng, we asked what went 
wrong:  “We had an excellent strategy, but there was an execu-
tion problem.”  We pressed back: “Was it really a great strategy 
if you couldn’t follow it?” They were adamant that the strategy 
was optimal despite the failure.

In the same way, organizational change projects are usually 
planned and structured at a systemic level only to break down 
at the human level.  In their seminal research about change, 
McKinsey found that the real problem is on the people side: 
50% of change failure lies in resistance to change and a lack 
of example from the senior managers. In other words, chang-
ing an organization is not about writing a new organizational 
chart or rede!ning the mission statement; it’s about facilitating 
people to change.

IBM developed similar !ndings: change fails primarily due to 
people issues. Over 60% of change leaders identify the real is-
sue as how to change people’s behavior, and 49% think the real 
problem is to be capable of changing the organizational culture.  

Why Change Fails (McKinsey)
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A strategy is only powerful if it can and will be imple-
mented by the people who are responsible for execution. 

How to Solve This Misassumption

Strategy needs to begin and end with people.

This is the reason why Je" Immelt, CEO of General Electric, is 
working hard to create a new culture of change in GE. In a re-
cent interview in Harvard Business Review he said: my job is 
to “drive change and develop others as leaders.” To do that he 
created a change program called LIG (Leadership, Innovation 
and Growth) where for the !rst time all the senior members of 
a business’s management team were trained together. The re-
sults were great; revenues from internal growth increased 9% in 
2007, surpassing Immelt’s goal for the third year.  The question 
is: what’s made the di"erence? The course permitted managers 
to create a shared vocabulary and knowledge about the barri-
ers to change, work on how people change, and then de!ne a 
concrete action plan to change. He created engagement in the 
management team.

Immelt concluded the interview saying, “I still have to push, and 
I think that will always be true. But there are now more people 
pushing with me.”  This is a crucial part of change – when a per-
son is going one way, and has had years of learning a particular 
approach, it’s a big e"ort to redirect that.  Think of it as a physics 
problem; to change the direction of a vector, you have to apply 
a new force. Multiply by 10 for a team, and by a thousand or 
more for a whole organization.  Di$cult change requires mas-
sive e"ort – which will only come from growing a committed 
group.
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So, we have three misassumptions, and three antidotes:

Misassumption Problem Antidote
Change is linear We are not dealing 

with one simple 
change

Create a dynamic 
process for ongo-
ing changeability

Leave emotions at 
the door

Humans are not 
only rational

Become e"ective 
with the emotional 
side

Organizational 
change will occur 
by changing 
systems

Strategies don’t 
work if people 
won’t or can’t 
execute them

Put people at 
the center of the 
planning

At the core, the problem of change is a human problem.  So, if 
we want to really change an organization, we need to under-
stand how people change.   But !rst let’s consider:  Is change 
even possible?

 
Can People Change?
When the stakes are high, life and death for the people or the 
company, change will happen – right? Fast Company senior 
writer Alan Deutschman was surprised that the answer is “no.”  
He was attending a conference on the future of healthcare 
where the Dean of Johns Hopkins Medical School talked about 
what happens to cardiac patients when they’re told to “change 
or die.”  The incident led to an in-depth analysis of individual 
and organizational change with a startling conclusion:  While 
change is possible, the usual approach doesn’t work.

When the doctor stands up in the authority of his lab coat, 
shakes his !nger at you, and tells you all the reasons that you 
have to change or die, he’s relying on a particular paradigm, a 
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tragically #awed “conventional wisdom” that people will change 
through the Three Fs:  Force, Facts, and Fear.

One reason the Force, Facts, and Fear, FFF-driven change fails 
is the inattention to a basic principle of emotional intelligence:  
When people feel pushed, they resist.  When facts and fear 
are used to try and force change, people may comply in the 
short term, but they don’t have a real ownership of the change.  
It’s obedience, not motivation.  In the Six Seconds Emotional 
Intelligence Model, this concept is captured in the competency 
of Intrinsic Motivation.  Without Intrinsic Motivation, people will 
not persevere, even if something is “good for them.”  So an ef-
fective change leader will go beyond logic to engage people at 
a heart level.

 The best news is that change is possible.  It just takes a 
di"erent approach.

 
Extensive research has shown that the most successful change 
actually begins with an emotionally signi!cant relationship.  In 
the 1950s, psychologists at Johns Hopkins University began to 
study what forms of psychotherapy worked, and hundreds of 
studies have followed up on this work. The surprising conclu-
sion:  They all work equally well, or equally poorly – the system 
isn’t the determining factor.  Successful change is determined 
by the relationship; a relationship that creates hope.14  The feel-
ing of hope is essential, and it comes partly from the logical side 
– seeing results – and largely from something less tangible.

When “everything’s perfect,” few people focus on change.  Usu-
ally change gets a lot of attention when things are falling apart.  
The worse the situation, the more urgently people seek change, 
and the worse it gets, the less hopeful people become.  This 
pessimism is a natural consequence of the ongoing churn in 
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corporate life  – the annual (or sometimes quarterly) “transfor-
mational strategy” unleashed by some well-meaning and well-
paid consulting !rm. You can just hear the middle managers’ 
“here we go again” refrain as the latest in an incessant string of 
changes come rolling over them, doomed before it starts by a 
lack of buy-in.

The antidote isn’t a more logical plan, it’s a more compelling 
relationship.  What we need is a leader who can give us a hope 
for change. This emotional need goes far beyond a paycheck.   
Yes, people need to pay the bills, but they also need something 
deeper, and some leaders have committed to provide that.

Deutschman o"ers an example from the 1990s when General 
Motors closed a plant because the workers were “unmanage-
able.”  The old paradigm was “telling people to do something 
and relying on the force of threatening to !re them if they 
didn’t.”  When Toyota took over the plant, they tried a di"erent 
set of motivators. “They took these American workers to Japan 
and showed them how this actually worked on the assembly 
lines in Japan. You can’t just tell people something.  You have 
to prove it to them through experience. They set up a situation 
appealing to people’s desire to be competent, to be creative, to 
be successful, and to be admired and respected for those skills 
by the people they work with.”

Like many others, Deutschman concludes that people are, in 
fact, great at change.  People love learning, are curious, inno-
vative and adaptable.  Just look at how much people learn – a 
90-year-old can get herself on Facebook, a six-year-old can cre-
ate a Lego space cruiser.  The process of learning o"ers several 
key tips for change.

David Kolb’s research suggested that learning is a process where 
you need to understand information, absorb it, practice it and 
integrate it with the existing knowledge. In others words, you 
have to give time to learners to re#ect, experiment and apply 
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the new knowledge.  So a powerful change model should mir-
ror that:

An e"ective change process will create heightened 
awareness and opportunities to focus, experiment, and 
re#ect.

Chris Argyris adds that your learning will be boosted if you have 
to teach what you learned.  Teaching back creates a deeper level 
of ownership and pushes the learner to make sense of the new 
data in a personal way. So:

An e"ective change process will support people to take 
ownership and “teach” others. 

Because this is such a critical resource of change leaders, we’ll 
share more of the cutting-edge science of learning and the 
brain in Chapter 3.
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Recap
While essential for organizational success, change is challeng-
ing.  Although many approaches to change recognize that 
these challenges are both strategic and emotional, the usual 
premise is that a “great strategy” will make people fall into line.  
This passing regard to the people who must execute the change 
leads most change e"orts to fail.  Instead, we need an approach 
based on understanding the human and emotional drivers of 
change and engaging those to assist in forming and executing 
e"ective strategy.

This view is a natural extension of decades of leading thinking 
on change.  Kurt Lewin, the pioneering social psychologist and 
author of Group Decision and Social Change, recognized that 
behavior is driven by the interaction of people and their en-
vironment.  Applying his Force Field Analysis, Lewin identi!ed 
that successful organizational change begins with “unfreezing,” 
an essential process of both strategic and emotional planning.  
Then he said, new learning has to occur before “re-freezing” in 
the changed state.  William Bridges, author of Managing Tran-
sition, advocates for leaders to attend to the emotional transi-
tion of change and provides a powerful concept of “transition” 
that we’ll use to understand the emotional dynamics of change. 
John Kotter, author of Leading Change, o"ers a process for 
change that begins with the importance of emotional engage-
ment.  We’ll take that a step further and put people and purpose 
at the center of the change – so they own and drive change, not 
just once, but in an expanding cycle of growth.
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