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The Change Transition Model: 

Take Control and Successfully Manage the Transition of Change

“We are comfortable with the illusions with which we are familiar.”
Introduction
Change is all around us.  We encounter the realities of change in our personal life, in our business life.  Road construction, a child’s illness, opportunities to improve our work environment, all can arise at any moment to challenge our routines.  Why does change encourage some people to embrace the opportunities that present themselves during a period of change and others to close their eyes and hope it all goes away?  How you approach the transition process to meet the change can have a great impact on your perception of change as a force in you life.  By understanding various aspects of the transition process and their impact on human behavior, you can compel this force to serve you during a change cycle.  

This paper addresses a possible model one can use to understand the transition process caused by a change stimulus and to help others through the transition towards a changed state.  The paper can also serve as a foundation for a Change Transition course.

 The Team for Change was formed in January 2002 during the initial Management Development Program (MDP) IV training session.  Its members are: Nadine Bounds, Jerry Cogle Jr, Jeffrey Heissler, Jeffrey I. Sands, Susan B. Kamener, Dr. Richard C. Staats Jr, and Terry Boschert.  The concepts expressed in this paper are derived from various readings.  Please refer to the bibliography in Appendix B for a list of books, documents, and web sites from which ideas and phrases were liberally borrowed and presented within this paper.

Theme

The theme for MDP IV is, “How does the manager successfully handle change?”   The Team for Change members interpreted the theme as “How does the manager successfully handle organizational transition during change?”  According to Bridges (1991), transition is the internal psychological process people go through to come to terms with “change” which itself is situational: the new site, the new boss, the new team roles, the new policy. Our team focuses on helping MITRE middle managers both adapt to and execute change. That is, we intend to help middle managers:

· Adapt to change as the recipient of change, 

· Manage his or her own transition to change, 

· Execute the change downward within his or her team, 

· Help the individuals within the team manage the transition, and 

· Help the group face change as a team.

We intend to help the MITRE middle manager through the transition process, no matter what stage they themselves are in or that which their team members are in. In an engaging context (a “game”), we identify tips and pitfalls for managing organizational transition. By playing the “Game of Change,” MITRE middle managers will:

· Learn how to identify what type of reaction they may have to a change,

· Learn how to identify what types of reactions team members may have to a change, and 

· Learn the techniques to use to successfully move the entire team to a new beginning given the combination of reactions of the manager, the individual team members, and therefore the team. 

The Change Transition Model

The Change Transition Model is a two dimensional model that consists of a vertical and horizontal axis.  The vertical axis denotes four types of human reactions to change.  These reaction types are:

· Innovators,

· Early Adopters,

· 
Majority, and

· Laggards.

The horizontal axis denotes three phases of change.  They are:

· Endings phase,

· Neutral Zone phase, and 

· New Beginnings phase.

We use the following change transition model as the foundation for the Game of Change:
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Change Transition Model Characteristics

The team identified the characteristics of each element of the change transition model. The combination of these element characteristics determines the way in which you can enable each type of reaction to move through change transition to a new beginning.

Types of Reactions


Innovators
First 2.5% of the population   

Early Adopters
Next 13.5%  

Early Majority
Next 34%  

 
Late Majority
Next 34%  

Laggards
Remaining 16%

Reaction Type Characteristics

	Model Element
	Characteristics

	Innovators
	· Represent 2.5% of the population.

· Jumps into everything that is new.

· Venturesome: the willingness and desire to be daring in trying something new and different. Venturesome-ness is almost an obsession with innovators. This interest in new ideas leads them out of a local circle of peer networks and into more cosmopolite social relationships.  Communication patterns and friendships among a clique of innovators are common, even though the geographical distance between the innovators may be considerable.

· Social integration: frequent and extensive contact with others in one’s area. 

· Cosmopolitan: point of view extending beyond the immediate neighborhood or community.

· Social mobility: upward movement on the social scale.

· Privileged-ness: attitude and possession of money (less risky to try something new).  

· Not afraid to make mistakes.

· Feel self-empowered.

· Quick to try out new ideas.

· Stimulated by change.

· The innovator must be able to cope with a high degree of uncertainty about an innovation at the time of adoption.

· Other members of a social system may no respect an innovator, however, the innovator plays an important role in the diffusion process: An innovator may  launch the new idea in the system by importing the innovation from outside of the system's boundaries. Thus, the innovator plays a gate-keeping role in the flow of new ideas into a system.

· Can move too quickly for the rest of the organization, causing resentment and more resistance 

· Generally of great help in the early stages of transition, while establishing a vision and key messages but may want to move them out of key visible positions after the early stages as their lack of patience for others slow adjustment to change can create problems and resentment

· Being an innovator has several prerequisites.

· Control of substantial financial resources is helpful to absorb the possible loss from an unprofitable innovation.

· The ability to understand and apply complex technical knowledge is also needed.

Diagnostic tips on recognizing innovator traits:

· Idea generator

· Write / submit unsolicited proposals

· Do not necessarily have good people skills

· Espouses change in and out of MITRE

· Must monitor speed that innovator wants to move at – may need to slow it down so don’t lose the rest of the organization

· If don’t keep these people challenged and engaged, may lose them



	Early Adopters
	· Represents 13.5% of population

· Leadership qualities

· Real opinion leaders

· Greater intelligence 

· Abstract thinking

· Rational thinking

· Display higher aspirations for education, achievement and social mobility

· Have greater empathy and a more information seeking behavior

· Act as cosmopolitans and show more social participation

· Are younger of age

· Technically certified

· Well read in "medical" (trade) journals

· Tend to rely on personal communication between colleagues for information on innovations

· critical to launching a new product

· Venturesomeness- the willingness and desire to be daring in trying something new and different

· Exhibited a previous pattern of early adoption of other innovations or technologies

· Early adopters are a more integrated part of the local system than are innovators.

· Early adopters are local-ites. This adopter category, more than any other, has the greatest degree of opinion leadership in most systems. 

· Potential adopters look to early adopters for advice and information about the innovation. Change agents generally seek the adopter category as a local missionary for speeding the diffusion process.

· Because early adopters are not too far ahead of the average individual in the ability to innovate, they serve as a role model to many other members of a social system. 

· The early adopter is respected by his or her peers, and is the embodiment of successful, discrete use of new ideas. The early adopter knows that to continue to earn this esteem of colleagues and to maintain a central position in the communication networks of the system, he or she must make judicious innovation-decisions. 

· The early adopter decreases uncertainty about a new idea by adopting it, and then conveying a subjective evaluation of the innovation to near-peers through interpersonal networks.

Diagnostic tips on recognizing early adopter traits:

· Talks about other people’s new ideas

· Well read

· Good people skills

· SMECC (Subject Matter Expert Coordination Catalyst)

· Likely to be  new to position

· Espouses change within MITRE, or out of MITRE, but not both



	Majority
	· Early majority is the next 34 percent of the individuals in a system to adopt an innovation. Conservative – less inclined to risk taking

· Late majority is the next 34 percent of the individuals in a system to adopt an innovation.

· Not Confrontational – tends to go with the flow

· Not Opinionated – may have opinions against the majority, but tends not to articulate them and thus follow the majority’s path

· Cautious – tends to be apprehensive about change, but is influenced by the majority’s actions

· Institutional – takes refuge in larger companies, and the security provided by a rigid organizational structure.  Tend to avoid the risk associated with a smaller company.  The majority are not big risk takers.
· The early majority accepts new ideas just before the average member of a system. 

· The early majority interacts frequently with their peers, but seldom hold positions of opinion leadership in a system. 

· The early majority's unique position between the very early and the relatively late to adopt makes them an important link in the diffusion process. They provide interconnectedness in the system's interpersonal networks.

· The early majority are one of the two most numerous adopter categories, making up one-third of the members of a system. 

· The early majority may deliberate for some time before completely adopting a new idea. "Be not the first by which the new is tried, nor the last to lay the old aside," fits the thinking of the early majority. 

· They follow with deliberate willingness in adopting innovations, but seldom lead. 

· Late majority adopts new ideas just after the average member of a system.

· Late majority consists of one-third of the members of a system.

· Adoption may be the result of increasing network pressures from peers. Innovations are approached with a skeptical and cautious air, and the late majority does not adopt change until most others in their system have done so.

· The weight of system norms must definitely favor an innovation before the late majority are convinced.

· The pressure of peers is necessary to motivate adoption.

· Their relatively scarce resources mean that most of the uncertainty about a new idea must be removed before the late majority feel that it is safe to adopt.

Diagnostic tips on recognizing majority traits: 

· Show up to the meetings that early adopters schedule

· No active opposition

· Tactical level minutia focus

· Neither conspicuous by absence nor action



	Laggards
	· Represents remaining 16% of population.

· Tend to be older, have a “seen it all” viewpoint

· Don’t see the value in the change

· Have the most invested in the current process and procedures

· Don’t have a clear vision of the future state

· Skeptical that any good can come of the change

· Mistrustful of management/leaders

· Often uninformed about the details of the change

· Low education 

· Low income 

· Somewhat socially isolated

· Laggards possess almost no opinion leadership. 

· Laggards are the most restricted in their outlook of all adopter categories; many are near isolates in the social networks of their system.

· The point of reference for the laggard is the past. Decisions are often made in terms of what has been done previously. 

· Laggards tend to be suspicious of innovations and change agents. 

· Resistance to innovations on the part of laggards may be entirely rational from the laggard's viewpoint, as their resources are limited and they must be certain that a new idea will not fail before they can adopt.

Diagnostic tips on recognizing laggard traits:

· Most negative emotions

· If in opposition, don’t have ideas or alternatives

· Does not seek clarification

· May have more longevity in grade

· May embrace status quo, possibly in new location




Phases of Change

	Model Element
	Characteristics

	Endings
	· Emotional in nature—aspects of grieving: anger, bargaining, anxiety, sadness, disorientation, depression.  

· Suppressed feelings that never mend.  

· Find yourself fighting old battles.  

· Stranglehold of passivity. 

· Feeling of loss.  

· Unable to distinguish between old wounds and current loss.

What you can do:  

· Identify who is losing what; 

· Accept reality and importance of subjective loses; 

· Expect “over-reaction”; 

· Acknowledge the losses openly and sympathetically; 

· Expect and accept signs of grieving; 

· Compensate for the losses; 

· Give people information, again and again; 

· Define what is over and what isn’t; 

· Mark the endings including “boundary” actions (events that demonstrate that change has to come); 

· Treat the past with respect;

· Let people take a piece of the old way with them; 

· Show how endings ensure the continuity of what really matters; 

· End it; 

· Inform staff what will happen, avoid making promises or bad-mouthing; 

· Explain that change involves not knowing all the answers, listen to your employees and validate their feelings; 

· Be empathetic, encouraging and supportive, draw out staff questions and provide answers where you can, provide direction, know when enough is enough Research past change and analyze it to see what was done right and could be done better – lessons learned;

· Assess the team’s readiness for change;

· Let staff have an emotional release; 

· Allow for temporary withdrawal of some staff; 

· Clarify the “ending” – its causes/reasons and what is changing and what isn’t; 

· Identify who is most affected by the loss; 

· Ensure efforts are undertaken to protect people’s interests while they are giving up the status quo; 

· Magnify the plagues of the old system or ways; 

· Deal with the murmuring; 

· Give people access to the decision makers; 

· Make sure you sell the problem before trying to sell the solution

· Let go of the old reality and the old identity, losses that can and cannot be anticipated

· Examples of individual loss include: their peer group, the roles that gave them a sense of competence, their chances of promotion, the strategies that fit with their values, or their old expectations.

· Examples of organizational loss include: organizational identify and expectations

· Poorly managed “endings” can create undue anxiety, resentment, blaming, scapegoating, stress and even guilt in employees.



	Neutral Zone
	· Neither the old nor the new ways work satisfactorily

· Immobilization 

· Motivation falls

· Anxiety rises

· Increased absenteeism

· Old weaknesses are enhanced

· Systems are changing and do not support current work

· Priorities can be confused

· Reactions emerge among team; teamwork deteriorates

· Outside influences increase (looking for jobs, etc.)

· Chaos feeds opportunity for breakthrough thinking

· Reassessment of current systems to determine what can be improved

· Hard to understand

· Reorientation and redefinition takes place

· Tendency to follow anyone who seems like they have answers

· Employees can feel lost and confused

· Limbo between the old sense of identity and the new, when the old way is gone and the new doesn’t feel comfortable yet, when the old habits that are no longer adaptive to the situation are extinguished and new, better-adapted patterns of habit begin to take shape

· A time of struggle, a kind of emotional wilderness, of confusion and fear

· A period ripe with the chance for creativity, renewal, and development, a time when innovation is most possible and when revitalization begins

· When change is deep and far-reaching, the neutral zone can stretch out for months, even years

· An uncomfortable time, so people are driven to get out of it. To do so, some people rush ahead into some (often any) new situation, while others try to back-pedal and retreat into the past.

· The neutral zone is where the creativity and energy of transition are found and the real transformation takes place.

· Time in the neutral zone doesn’t usually go by quickly. For example, a shift to self-managed teams is likely to leave people in the neutral zone for six months and a major merger may take two years to emerge from the neutral zone

What you can do:

· Design temporary systems to contain confusion: policies, procedures

· Encourage innovation—improve old processes, brainstorm

· Conduct training programs-anticipate the skills and knowledge your staff will need to master the change

· Delay other potential changes

· Group changes that are similar to reduce the number of perceived changes

· Create temporary roles, organizational hierarchies

· Create team identity to continue sense of belonging

· Obtain feedback on how team members are reacting

· Focus on realistic and useful priorities

· Create a team direction and focus

· Encourage self management

· Plan and set appropriate goals, including long-term goals – set a schedule and objectives to measure progress

· Validate and reward staff

· Allow for personal performance and productivity to go down

· Make contingency plans

· Give more feedback than necessary

· Allow for some lingering resistance

· Give people a chance to step back

· Collaborate and partner with staff

· Understand and accept the rationale behind the change – otherwise you are probably not on board with it either

· Make any ad hoc (temporary) arrangements that will get people to be both more clear about their job expectations and also focused in the right direction

· Resist the urge to rush ahead into the “new beginnings” phase

· Make sure that employees feel that they have some control over their futures



	New Beginnings
	· A new identify, new set of habits; new understandings, new values, new attitudes, and – most of all – new identities

· Beginnings follow the timing of the mind and heart

· Scary, time for new commitments

· Ratifies that an ending was real, reactivating some of the old anxieties (though finality is paradoxically also the source of excitement)

· A gamble that may not work

· May resonate with failures of the past

· Forces ambivalence out

· Characterized by the four Ps

· Purpose (or idea) behind the outcome, explained in terms that mean something to the participants, communicated to the participants

· Picture of how the outcome will look and feel, the mental image of how and why things are the way they are that is easy for participants to identify with

· Plan for phasing in the outcome that outlines the steps and schedule in which people will receive the information, training, and support they will need to make the transition, a plan that is oriented to the process and not just the outcome, that starts where people are and move forward rather than from the outcome and moving backward

· Part to play for each person in the both the plan and the outcome, identifying their roles and their relationship to others in the new scheme of things, and a role in dealing effectively with the transition process itself

· What you can do:
· Define the “new ways” by describing, modeling and supporting the attitudes and behavior that will generate success

· Reinforce new habits and goals through appropriate re-training, performance management, rewards and recognition

· Acknowledge the sacrifices and prices paid to make it through to a brighter future

· Articulate the new attitudes and behaviors needed to make the change work – then model, provide practice in, and reward those behaviors and attitudes

· Make sure that you translate the strategic level, general descriptions of a change (provided by the leaders) into concrete operational level specific behaviors and attitudes that are required of the employees to make the change work.




The Change Transition Model (Tips and Pitfalls)

	
	Endings
	Neutral zone
	New beginnings

	Innovators
	Tips

· Allow them to lead this phase, but continue to monitor reactions of rest of team 

· Have them help to establish the  vision

· Keep them engaged and involved

· Don’t stifle their creativity

· Recognize and reward their openness and positive attitude toward change in this phase

· Give people accurate information and do it again and again

· Define clearly what is over and what isn’t

Pitfalls 

· May move ahead too quickly for rest of organization - will want to move out of the endings phase to neutral and even new beginnings too rapidly

· In their ambition, may oversell the change


	Tips

· Monitor innovators to ensure they are not detaching – if they detach they could exhibit some laggard characteristics

· Keep them busy/engaged but find roles and activities that won’t leave either the innovator or the rest of the team frustrated because each are adapting to the change at different paces

· Keep their focus on the long-term goals

· Invite to meeting to acknowledge change

· Explore new and more affirmative metaphor with which to describe change

· Create temporary roles, reporting relationships, and organizational groupings; create independent role to foster creativity

· Arrange presentations of new ideas

· Determine how to utilize all, or part, of a proposed improvement

· Identify possible areas of improvement

· Provide timeline for idea generation and review

· Provide access to people for interviews to gather information

· Announce that person will be gathering information

· Arrange presentation of new idea and review

· Support prototype, where appropriate

· Allow time for prototyping improvements

· Determine timeframe for prototype

· Create team of innovators from interfacing organizations to review work flow improvements
Pitfalls

· Tend to want to skip this phase and just implement the change

· Don’t understand why it takes others so long to embrace change

· Assume that existing processes do not need to be changed

· Do not allow time in schedule to review current processes

	Tips

· Consider putting them in a role of providing training on new ways or mentoring others if the person has good people skills – this can keep them engaged in this phase while helping others

· If people skills aren’t good, consider letting them move ahead to a new, upcoming change

· Watch them to make sure they aren’t becoming disenchanted

Pitfalls

· Move through phases faster than others and this could backfire for team just as it is becoming comfortable with the change

· In their rush to bring closure to change, they may think they are done before management has even finished implementing all the change components 



	Early adopters
	Tips

· Study the change carefully and identify who is likely to lose what—including what  you yourself is likely to lose

· Give people accurate information and do it again and again

· Define clearly what is over and what isn’t

· Make it clear how the is necessary to protect the continuity of the organization or conditions on which the organization depends

· Make the ending big enough to get the job done in one step

Pitfalls
· Will not require formal closure

· Will want recognition for past accomplishments
	Tips

· Invite to meeting to acknowledge change

· Communicate new and more affirmative metaphor with which to describe it

· Reinforce metaphor with training programs, policy changes, and financial rewards for people to keep doing their jobs

· Create temporary roles, reporting relationships, and organizational groupings; create leadership role to foster positive emphasis of change

· Assign people to come up with ideas for team events such as brown bag seminars to keep people feeling that they still belong to the organization and are valued

· Assign people to team that gathers realistic feedback

· Determine phased approach to adopt new idea—more likely to succeed

· Invite to presentations of new ideas to review

Pitfalls
· Do not assign leadership roles or allow negative leaders to emerge


	Tips

· Create a visualization of the change goals and outcome

· Establish roles to fill for both the change transition process (how can I help myself and others get through this?) and the change result state (where do I fit in this new way of doing business?)

· Be consistent in action and word

· Celebrate the successful transition to the changed outcome

Pitfalls

· May not realize that there may be no discernible purpose behind proposed changes.

· Even when a change has one or more readily accepted purposes, may expect people impacted by the change to understand or embrace the actions necessary to bring about the desired change without further help and direction

· On the other hand, may feel overwhelmed by transition

· May not recognize that others are not yet prepared to enter into New Beginnings

· May not see need for consistency across company policies and established processes in order to foster focused and cohesive perceptions about the change



	Majority
	Tips

· Observe what the overall moral of your organization is relative to the change.  

· The majority will set the tone.

· Hold a meeting to educate your organization on the change.  

· Indicate what the basic impacts of the change will be 

· Indicate the benefits of the change

· Study the change carefully and identify who is likely to lose what—including what you yourself are likely to lose

· Understand the subjective realities of these losses to the people who experience them, even when they seem like overreaction to you

· Acknowledge these losses with sympathy

· Permit people to grieve and publicly express your own sense of loss

· Find ways to compensate people for their losses

· Give people accurate information and do it again and again

· Define clearly what is over and what isn’t

· Find ways to “mark the ending.”
· When possible, find ways to honor the past
· Make a plan for giving people a piece of the past to take with them

· Make it clear how the is necessary to protect the continuity of the organization or conditions on which the organization depends

· Make the ending big enough to get the job done in one step

Pitfalls
· May not be able to get a good read on the their view of the change. 

· This group may wait to see what the crowd is doing and follow that path.

· Do not disparage the past

	Tips

· Invite to meeting to acknowledge change

· Communicate new and more affirmative metaphor with which to describe it

· Reinforce metaphor with training programs, policy changes, and financial rewards for people to keep doing their jobs

· Prepare list of familiar tasks with realistic output and completion deadlines

· Cluster changes meaningfully to minimize impact

· Create temporary policies and procedures 

· Create temporary roles, reporting relationships, and organizational groupings

· Identify special training programs that would be helpful in transitioning into the new organization

· Assign organization of  team events, such as brown bag seminars and potluck lunches to keep people feeling that they still belong to the organization and are valued

· Gather realistic feedback through team meetings

· Continue to monitor the majority to ensure their view of the change is still positive.

· Identify any impacts to individuals and develop new goals or courses of action for the individual to take given the new change.
Pitfalls

· Ignore feedback, or do not act on feedback gathered

· Do not provide structure so that work continues to be performed as required

· Ignore the change and do not acknowledge impact on team
· Monitor group to ensure they do not become disenchanted from the change.

· Do not allow the negative views of a few to  influence the majority.


	Tips

· Follow up with individuals who were impacted by the change, and see how they are progressing in their new role.

· Create a visualization of the change goals and outcome

· Establish roles to fill for both the change transition process (how can I help myself and others get through this?) and the change result state (where do I fit in this new way of doing business?)

· Be consistent in action and word

· Establish some quick successes

· Use symbols to reinforce the new beginning

· Celebrate the successful transition to the changed outcome

Pitfalls
· Ensure individuals do not use the change as an excuse for decreased performance.

· May feel overwhelmed by transition

· May realize that there may be no discernible purpose behind proposed changes.

· May not be prepared to enter into New Beginnings



	Laggards
	Tips
· The laggard needs extra help envisioning the end state.   The following tips help the laggard to understand what the desired end state is.

· Schedule team-building sessions where the end state/vision is explicitly described.

· Take your team to visit another organization that has gone through a similar change, and let your team members talk to peers in that organization.  (Note: your team and the organization do not have to be in a similar line of work for this to be effective.)

· Have the laggard put together a short document that describes the end state and what his role will be under the new organization.

· The laggard often feels threatened by the change and wonders if he will fit into the new organization.  The following tips help the laggard to understand his role in the new organization.

· Take some time to describe the new organization not just in terms of business processes and faceless slots; do a description with the names and specific duties attached to it.  If you have a photo of your team members it can be even more effective.

· Make a chart that shows the skill set of your team members and aligns that with the new tasks for your team.

· The laggard needs to formally come to closure with the old mission, structure, etc.  Having a formal gathering to celebrate accomplishments and give awards is a great way of signaling the end of the old order.

· Study the change carefully and identify who is likely to lose what—including what  you yourself is likely to lose (special emphasis)

· Understand the subjective realities of these losses to the people who experience them, even when they seem like overreaction to you (special emphasis)

· Acknowledge these losses with sympathy

· Permit people to grieve and publicly express your own sense of loss

· Find ways to compensate people for their losses

· Give people accurate information and do it again and again (special emphasis)

· Define clearly what is over and what isn’t

· Find ways to “mark the ending.”
· When possible, find ways to honor the past (special emphasis)
· Make a plan for giving people a piece of the past to take with them

· Make it clear how the is necessary to protect the continuity of the organization or conditions on which the organization depends

· Make the ending big enough to get the job done in one step (special emphasis)

· Acknowledge past accomplishments to bring closure

· Inculcate vision with their role, ease to understanding

Pitfalls
· Most team members fear “right sizing” during change.  The laggard is especially prone to these insecurities and fears.  Here are some common pitfalls to be avoided during the Endings phase.

· If there are going to be cuts, identify them early on.  Don’t make the common mistake of holding out till the last minute to let someone know they don’t belong in the new organization.

· Never, ever threaten your team members with termination as a motivational ploy.

· Be careful not to disparage  the past (special emphasis)


	Tips

· Once the laggard sees the need for change, you need to keep the momentum going.  The following tips may help you to keep the laggard engaged during the Neutral Zone.

· Put the laggard in charge of a concrete change activity.  It is important that this activity be well defined and have a definite time frame.

· Tap into the laggard’s natural skepticism in a positive way by having him act as formal part of the review process as the rest of the team generates new concepts.

· Make frequent trips to the laggard’s place of work and inquire about change activities.

· Inbox management is one of the greatest tools for change. Often during the Neutral Zone, the team members have two inboxes (real or metaphorical), one for the old job description and one for the new.  Eliminate the old inbox.  This is especially important for the laggard who will probably hold onto the old inbox as long as possible.

· Sometimes you have to say good-bye to team members.  Self-selected removals from an organization can be helpful.  

· If a laggard really does not fit in the new organization and the laggard wants to leave, be as expeditious as possible in moving the laggard on to bigger and better things.  Physically move the laggard out as soon as possible.

· Invite to meeting to acknowledge change; meet individually with person if person does not attend public meeting.

· Communicate new and more affirmative metaphor with which to describe it

· Reinforce metaphor with training programs, policy changes, and financial rewards for people to keep doing their jobs

· Prepare list of familiar tasks with realistic output and completion deadlines

· Cluster changes meaningfully to minimize impact

· Create temporary policies and procedures 

· Create temporary roles, reporting relationships, and organizational groupings

· Identify special training programs that would be helpful in transitioning into the new organization

· Invite to team events, such as brown bag seminars and potluck lunches to keep people feeling that they still belong to the organization and are valued

· Gather realistic feedback through individual meetings

Pitfalls

· Don’t assume that the laggard will “stay the course” once he acknowledges the need for change.  The laggard will often revert to previous, bad habits if left to his own devices.  His lack of enthusiasm or yearning for the “good old days” can be translated into lack of morale for your whole team.  The following pitfalls are emblematic of issues you may face with the laggard.

· The laggard might be presenting “new ways” of doing things that lead inevitably back to the old, comfortable status quo.

· The laggard might take delight in quashing each new idea presented by the team.  Using the laggard as a filter can be useful, but it can also lead to paralysis.  Closely monitor the laggard in this role.

· Do not meet individually to discuss concerns

· Underestimate the power of resistance and how this might affect productivity

· Laggards may accelerate transition activities to foreshorten the uncertain
	Tips

· Holding a team building function a month or two into the new mission/organization can be very helpful for all the team members.

· Often the laggard is more interested in social support than other employees.  Try to get social supports in your new organization.

· This is usually the least difficult phase for the laggard.  You have typically carried the laggard along “kicking and screaming” to this point, and then miraculously the laggard is leading the way into the new organization and mission.

Pitfalls
You might be tempted to keep “close reigns” on the laggard based on experiences during the Ending and Neutral Zone, but you can lose out on the momentum that comes to the laggard in moving to the new organization.




Conclusion

The Change Transition Model, by necessity, is limited in scope. The team adjusted the analysis and model build efforts to the three months available for MDP IV training.  We realize that the concept of time is not overtly present in the model.  We combined Early Majority and Late Majority into one Majority category.  We also realize that an individual is a complex psychological organism and may share traits among more than one reaction type.  The team expects that this model will evolve into a more representative state of human reaction to change transition.

Appendix A
Further Reflections

Other information that may be helpful to the reader, but doesn’t perfectly fit into our model above:

3 major fears that leaders/managers have through change:

Team members won’t be able to handle increased responsibility

Leaders don’t know how to handle teams or how to coach and develop them

Leaders will be held accountable for negative results

The higher a leader sits in an organization the more quickly he/she tends to move through the change process. Thus they often forget that others will take longer to make the transition.

Managers and Change – Four types of managers when dealing with Change:

Organizational Couch Potato – protects own turf and hides insecurities with low levels of participation and communication

Leaders of Change – managers who see out information; anticipate change requirements; actively try to bring order to chaos and ambiguity; not threatened by change but rather welcome the opportunities it brings

Cynics – managers who talk about how life use to be and take potshots at any change efforts; sit on the sidelines

Grenadiers – managers that are demanding; they take action but usually it is to pick fights or covertly undermine others behind closed doors

Change often leaves people feeling a loss of:

Ownership

Structure and clarity

An anticipated future

Meaning and direction

Networks and resources

Control and predictability

Power or influence

Friends and colleagues

Knowledge and expertise

Security and confidence

Root causes of resistance to change:

Continual change is not a natural condition

Certain pre-conditions to change haven’t been met

Takes considerable force to move a large body

Most are perfectly content with the status quo – it is preferred

Innate fear of the unknown

Self-interest – change may be good for others but what about me

Threatens self esteem

Can handle only so much adaptation at once

Lack of understanding on how to change

Ego – change requires the powerful to admit they were wrong

Short-term thinking

Group think – social conformity poses problems

Our organization is different – change may work elsewhere but not here

Habit 

Four Response Patterns to Transition:

Overwhelmed

How they feel: Have a low comfort with change and a low capacity for it; their primary transition behavior is to withdraw and avoid necessary learning; feel frustrated and anxious; have a bruised self-esteem; feel powerless; fearful of mistakes and failure

How they react to change: Avoid confronting real issues; retreat to old patterns; wait for things to return to normal; avoid thinking/planning for the future

How to help them: Provide assistance in dealing with stress, fear and frustration; phase-in transition; provide them symptom relief; help them let go of the old, ingrained values and patterns of work

Entrenched 

How they feel: Have a low comfort with change but a high capacity for change; their primary transition behavior is to tenaciously cling to the narrow learning that worked in the past but can be of limited value in the new reality; they are frustrated, anxious and angry; feel threatened by sudden change; are unrealistically confident that their past skills are still valid; are guilty for surviving when others left the organization; reluctant to take risks; unhappy, but not willing to start over in the external job market

How they react to change: Blame and complain; acknowledge the need for change, but resist it; work harder than ever at previously successful behaviors; try riding it out till things go back to normal

How to help them: Be understanding and help them cope with their guilt, anger and frustration; provide feedback, encouragement and support; phase-in transition with a bridge from the old to the new; help them with their comfort and readiness for change because the have the ability to change but need this help; help them discard old behaviors

Bser

How they feel: Have a high comfort with change but a low capacity for change; comfortable with the need to change; ready to take action – compelled to do something; frustrated with confusion and whining; confident in ability to function in any situation

How they react to change: Jockey for positions of influence; press for quick solutions and decisive action; may initially look like a beacon in the darkness, but ultimately become transparent; often fool superiors

How to help them: Provide close supervision and careful monitoring; give them project and individual assignments, not line management assignments, give them development assignments that push the employee but are safe for the organization; these type of people are generally not good for the organization and are difficult to change – even the most optimistic leader needs to consider getting a Bser out of the organization – this is most often the best solution

Learner 

How they feel: Have a high comfort with change and a high capacity for change; positively deal with change – they engage and learn new, more relevant skills; feel challenged, stretched and optimistic; comfortable with the need for change; have the power of positive doing; in control of own destiny; not afraid of short-term mistakes and setbacks

How they react to change: Find the silver lining behind dark clouds; find humor in difficult situations and use it as a tool; are very aware of both their strengths and weaknesses; expand the boundaries of their personal comfort zone; pay attention to the learning process; strive to solve problems rather than place blame

How to help them: Protect these employees from attempting to be all things to all people; reward and reinforce them; provide latitude, air time and assignments with impact, put them in developmental roles and assignments; remain vigilant in watching them for early signs of burnout
MBTI Change Information that may be Useful

	MBTI Category
	May Map To
	Characteristics

	Extroverts (E)
	Innovators
	Think out loud; “try new things out” quickly; move things along; want to receive and process information on change verbally and hear from leaders as well as others and then talk through their thoughts; want involvement – something to do; want to get on with it

	Introverts (I)
	Majority
	Don’t share their ideas until they are well thought out and they have a finished product/conclusion; want change information in writing and then want time to process it

	Sensing (S)
	Majority 
	Trust and weigh facts; accept generalizations only after enough evidence; want specific information on what is not working now and how the proposed changes will solve the problems

	Intuition (N)
	Early Adopters or Innovators
	Notice specifics but move quickly to connecting various information to see patterns; generalize from sparse information; look at big picture and make leaps; want the big picture and then the opportunity to explore; feel stimulated by change opportunity; want options but not lots of structure

	Thinking (T)
	Majority
	Analyze and try to solve problems; look at pros and cons; step back from the situation and take a detached look; in change, want to ask all the “why” questions and receive answers in a logical fashion; dislike mistakes, being wrong; value competence and expertise; important not to throw them into a change situation without providing them the time to understand what is needed and the time to develop competence; have credibility issues at time of change

	Feeling (F)
	Majority or even at times Laggard if values not met
	Focus on personal values – theirs and others; examine alternatives for harmony with values; consider individuals as more important than the system; include a wide range of information in decision making; put themselves in the situation and assess how it meets their values; in change, want to know how it fits the values the organization stands for; have credibility issues at time of change

	Judging (J)
	Majority or Laggard
	Plan and organize life and live by their plan; uncomfortable with ambiguity; come to a decision and then move on; in change, want a clear and concise plan with defined outcomes and timeframes with no surprises

	Perceiving (P)
	Early Adopters or Innovators
	Take a more casual approach to planning; want flexibility; value spontaneity; in change, want an open ended plan with flexibility and the room to adjust

	Sensors/Thinkers (SJs)
	Majority
	Compromise the majority of people in the United States; organization leaders often approach change in ways that are not useful for SJs, thus SJs are seen as resisting; SJs generally are loyal, reliable, steady and stable; when an organization changes, SJs feel the organization is discounting the past and violating loyalty/trust

	ISJ
	Majority
	ISJs need consistency; they are especially impacted by change they perceive to be inconsistent with the past; they need clarity in roles and expectations – these are important to their ability to function

	ISTJ and ISFJ
	Early Adopters unless change doesn’t fit with their values; then Laggard
	Motivation in change stems from their own sense of responsibility and attachment to the organization; want things to work and will put forward great effort to accept change, unless it doesn’t fit with their internal reality – then they become very negative and lose motivation

	INTJ and INFJ
	Innovators
	Motivation comes from being involved in setting the vision of the future and seeing ways they can act to bring it about; seldom buy into change that doesn’t fit their internal understanding of the world

	ISTP and INTP
	Early Adopters
	Motivated by challenge to rationally organize and understand large amounts of data; can be detached critics if logic appears absent

	ISFP and INFP
	Majority
	Find meaning in their work and need a connection between their internal value system and the work; when change violates their internal value system, they become moralist critics

	ESTP and ESFP
	Innovators or Early Adopters
	Want new, interesting experiences and opportunities to quickly try out new plans; too much theorizing or structure will bore them and cause them to lose motivation

	ENTP and ENFP
	Innovators
	Like exciting, new ideas; see possibilities and want to be involved in creating and leading change; if not given the opportunity to be creative and influence what happens, then they will detach

	ESTJ and ENTJ
	Early Adopters 
	Want to be allowed to organize and structure change and resources to achieve goals as efficiently as possible; confusion, lack of clarity and logic will turn them into vocal critics

	ESTJ and ENFJ
	Majority or when values not met Laggards
	Want to be able to respond to the needs of others; when the impact of change on people is ignored, then they become moralistic

	E-P Types (ESTP, ESFP, ENFP, ENTP)
	Innovators
	Tend to be the most enthusiastic supporters of transition but may want the organization to move too fast

	I-P Types (ISTP, ISFP, INFP, INTP)
	Early Adopters or Majority
	Fairly flexible and adaptable to small changes; can respond positively to some external changes values and principles are violated; generally will go along and see what happens

	I-J Types (ISTJ, ISFJ, INFJ, INTJ)
	Majority or Laggard
	Dislike transition periods; focus on getting it over with; most have clear picture of the current situation and what the future needs to be like; if change doesn’t fit their picture, they can dig their heels in and refuse to go along; they can even sabotage the process; during transition they will typically withdraw for a time

	E-J Types (ESTJ, ESFJ, ENFJ, ENTJ)
	Innovators or Early Adopters
	Great organizers; make quick decisions, create structure and move ahead; can be great help during transition but have pitfalls by insisting on structure when things need to be open; can steamroller right over others creating resentment; want structure even if it doesn’t exist and will create it on their own and then want others to follow


Note: This book also talks about transitions for the 16 MBTI types – how to help them deal with losses, what they have difficulty with, how they typically react through various stages, what they need during change.
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