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Everyone gets to hear their voice and contribute.

Keep record of Hopes and Hope Nots
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WHEN we recognize that Emotions/Feelings are unavoidable, it forces us to look at a 
different set of skills inspired by a different set of 

These are the underpinnings of what makes rapidchange successful:

GM: We believe that the only companies that improve are those who have faith in 
individuals’ ability to improve and groups of individuals improve their ability to work 
together.

NS: We don’t believe in collective willpower; we believe in understanding the biology 
of how people make decisions so we can create the conditions that lead to better 
decisions.

TOOLS: Processes and structures will change over time. We need to have tools that 
are adaptable to many situations and that make things simpler, not add to their 
complications.
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Growth Mindset is a concept championed by Carol Dweck of Stanford that addresses 
how people and organization’s learn.

In a growth mindset, people believe that most abilities can be developed through 
dedication and hard work—brains and talent are just the starting point. This view 
creates a love of learning and a resilience that is essential for great accomplishment.”

In a fixed mindset, people believe that we are born with our most basic abilities and 
that there is a natural cap on those abilities. Hard work pays off, but only in those 
areas in which you have a “gift.”
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DWECK breaks down Fixed vs. Growth into six areas where the two mindsets greatly 
differ: 
Skills
Purpose
Effort
Challenge
Mistakes
Feedback
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IN LARGE ORGANIZATIONS, GROWTH VS. FIXED IS MORE EASILY DISTINGUISHED BY 
THE APPROACH TO THESE HUMAN NEEDS:

• Competency
• Connection to the output
• Appreciation

16



This tends to be reflected in how managers approach the Big 6 factors.
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Many of have been taught to be Fixed Mindset managers. We and our employees are 
probably fairly comfortable with the behaviors on the left.

However, pioneering companies that are creating markets and are consistently 
innovative practice the set of behaviors on the right.

Getting from Fixed to Growth requires balancing Courage and Empathy, Logic and 
Emotions, Process and Innovation. The right balance for your company will be very 
different from any other company. You cannot replicate someone else’s success. You 
are not GE. You are not Apple. 
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Something as “harmless” as how we ask questions can signal a type of mindset
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Purpose: Reason and logic are not the answers to everything.  In fact, Certainty is an 
emotion, not a state of enlightenment. When we become addicted to linear thinking 
we miss all the opportunities for greatness.

Talking Points:
•This Shaker proverb is very wise about emotions.
•If a person does not reason themselves into a position, we cannot convince them of 
anything by giving them data.
•Use examples of phobias – fear of heights, fear of snakes, etc.

Tie-Downs:
•We cannot give someone data to convince them of alternative positions if they did 
not reason into it. 
•PEOPLE HAVE TO EXPERIENCE THEIR WAY INTO A NEW WAY OF THINKING. 



The next two sections are based in biology. Our recommendation is to stick to the 
biology and not enter the world of psychiatry or sociology.
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Purpose: To illustrate how much more there is below the surface that compile hidden 
drivers of behavior than the behavior we see above the water line.  

Talking Points:
•How much of an iceberg is below the water?  Humans are like icebergs—our outward 
behavior can be seen, but that’s just the “tip of the iceberg”.  What drives those 
behavior is below the surface
•We may tend to pass judgment not knowing what experiences, pain, etc. someone 
else has had.  
•Over time, when people feel hurt or angry and think no one cares, their emotions can 
freeze like this and it is hard to get through.

Tie-Downs:
•Much more is below the surface that drives behavior than is realized.
•People can become frozen with emotion that has not been processed.
•To work well with others, they need to cultivate insight into how people:
FEEL, THINK & ACT.
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Making real change requires managers to have a basic and shared 
understanding of how people Think, Act & Feel.

This program is designed to help you have insight into yourself as well as 
others.  With this insight and understanding of how the brain works, people 
gain an understanding of how to engage more productively with others and to 
have greater work satisfaction. 

Rapid Change comes from small, intentional, meaningful steps, not broad 
pronouncements. 



Mad, Sad, Glad and Scared are what cognitive neuroscientists call the primary emotions 
because they contain the chemicals involved in all emotions – Adrenaline, Cortisol, Dopamine 
and Oxytocin. Other feelings are mixtures or shades of these emotions. These Four Feelings 
drive human behavior, adding energy and motion to thought. They can be effective for 
identifying the real cause of problems. Remembering that all emotions stem from these four 
helps you navigate difficult conversations. 

Emotions are NOT problems, so don't try to solve them. Instead, emotions need to be 
processed. You'll be amazed by how people respond if you simply acknowledge how they feel 
and repeat it back to them. 

Because we've been told to not show these basic emotions at work, when we have difficult 
conversations a lot of our energy goes to suppress the physical and tonal signals, especially 
of Mad and Scared.

Mad, or better yet, Anger, is likely the most misunderstood of these primary emotions. When 
someone is angry it is most likely because they care and feel they have a "dog in the hunt." 
Most people avoid people who show signs of anger. But if you do this too often, the angry 
person becomes apathetic, which is a much more harmful emotional state for your business. 
Learning how to constructively engage angry people to either "step up" or "step out" is an 
important leadership skill in a time when our companies have many "smart, passionate" 
people.
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Essentially emotions are physical and instinctive. They have been programmed into 
our genes over many, many years of evolution and are hard-wired. While they are 
complex and involve a variety of physical and cognitive responses (many of which are 
not well understood), their general purpose is to produce a specific response to a 
stimulus. 

For example: You are on your own and on foot in the savanna wilderness, you see a 
lion, and you instantly get scared. Emotions can be measured objectively by blood 
flow, brain activity, facial expressions and body stance. 

Important note: Emotions are carried out by the limbic system, our emotional 
processing center. This means that they are illogical, irrational, and unreasonable 
because the limbic system is separate from – sitting literally behind – the neocortex, 
the part of our brain that deals with conscious thoughts, reasoning and decision 
making.

SEE EXERCISE DESCRIPTION
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Tie-Downs:
•As work becomes more about cognitive rather than physical, we need to better 
understand the processes behind how people make decisions.

•The brain runs on Glucose and Oxygen, which fuels electrical connections between 
neurons. We generate 40 volts of electricity that could light a 15 watt lightbulb.

• Those connections try to take the shortest route, we call them habits and biases.
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Purpose: To illustrate how a simple decision creates new connections in the brain.
Talking Points:
•Why would we want to continue to physically alter our brains?  Our brains are not 
fully developed at birth.
•When we do the same thing over and over again, we create complex patters in our 
brain.  The brain does not care if these patterns are good for us or not.  The good news 
is that we can choose which patterns to continue and which to change.  These patterns 
are made by making the same choices over and over again and that is why what 
Einstein said earlier is so true:  doing the same thing over and over again and 
expecting different results is a form of insanity.  
•Brains are built for efficiency.  They naturally want to follow routine and “fall 
asleep”.  It requires effort to make a decision to learn and do things differently.
•Just by changing your seating position during this workshop, can significantly 
increase your amount of retention.
•From now on, please change your seat at each break, even though by now some of us 
have already become attached to our chair.  
Poster: Add “change chairs after breaks” to list of ground rules
Tie Downs:  
•Change creates new patterns/connections in the brain.



Why it feels like you are drowing in information

Every second we are hit by the equivalent of 12 billion bits of information – what 
people are wearing, what color the walls are, what people are expressing on their 
faces, what people brought with them to the workshop and did we forget something, 
etc…

The amount for the mythical “average” American is 350 percent more than it was 
25 years ago. 

If our brains hadn’t developed the ability to filter this information we would be 
paralyzed by indecision and fear. But it means we get by making decisions on less 
than 1 percent of the available information.

Our challenge is to adjust our filters to take in different perspectives …

This is the difference between the iPhone and the Zune…
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Why we can’t afford to tackle one at a time – why integration of data, emotions and
action is the competitive advantage.

Today we are hit with a tidal wave of information … much of it demanding our 
attention or at least our notice; this takes its toll on us individually.

Research shows that multitasking increases error rate by 50 percent
As the day goes on, our ability to focus decreases
30 – the average number of times per hour an office worker checks their email inbox.
8 – average number of windows open on worker’s computer at any one time.
3 minutes; how frequently an average employee is distracted (self or otherwise)
Emphasis point: 23 minutes; how long it takes to reach ‘flow’ state on a task.
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We are mostly concerned with these four networks that act as gatekeepers when we 
come across new information. Metaphorically they ask questions that determine how 
much of the information we process, remember and can act upon.

These networks in essence divide the brain in half. The two FIXED OR “FAST” 
networks respond to the outside world, while the two GROWTH OR “SLOW” 
networks observe and respond to what’s happening in the FIXED.

Developing skills to REMOVE BARRIERS & BUILD RESPECT requires us to understand 
these FIXED networks – Reptilian and Limbic; and how they interact with the 
GROWTH networks.

An over-reliance on these  FAST, FIXED networks leads people to believe they are 
gifted in some areas and not in others, leading people to not expand their universe; 
GROWTH, 
SLOW networks emphasize the hard work and practice needed to achieve and 
therefore take on new assignments.
.
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Tie-Downs:
•As work becomes more about cognitive work rather than physical labor, we need to 
better understand the processes behind how people Think, Act & Feel. 
•Starting with the likely fact that the order is backwards: 
•People usually feel first, 
act based on those feelings 
and then think up reasons to justify their actions.
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Without safety, employees tend to flip-flop between compliance and 
rebellion.

The Reptilian Network is … 

Really Old: The Reptilian network is built around the amygdala, an 
ancient brain area the size of an almoond that manages everything your 
body does without you thinking about it  – this network is all about 
keeping you breathing, your heart beating, your liver working, etc.  

Very Reactive: Because of this role it is focused on your core physical and 
mental survival; therefore it is home of the Fight, Flight or Freeze 
response. Your brain wants you to decide if you’re safe before it lets you 
do anything else.

Indiscriminate. To make that decision it will use the best available 



evidence – often wrong or incomplete – to fill in needed gaps. This brain 
is built for speed, not accuracy, because if there is a threat, the longer 
you wait to decide the more likely you don’t survive.  

Experiments show that people who see pictures of a hostile dog and a 
hostile boss experience the same chemical reactions in their brains.

Application: Safe cultures are essential for improvement or change. 
Frightened or angry people resist even positive change. It makes little 
sense to start with the aspirational goals of such a change when there is 
one question that will be distracting most people: 
How does this impact Me?
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Purpose: To understand behaviors demonstrated when the Limbic is engaged

Seat of emotions: The Limbic Network is where the hormones that regulate emotions 
are generated. Mad, Sad, Glad & Scared – what are called our primary emotions – all 
begin here. 

Home of long-term memory. While our short-term memory is good at keeping track 
of where we put our keys (at least most of the time), our long-term memory is 
anchored here, entwined with our emotions. Our past experiences carry an 
emotional charge that is encoded in memories. That is how and where “gut 
decisions” are made. 

Sensitive to Respect: The mix of memory and emotions helps us recognize we are 
part of a family, group, network or workplace. It looks for signs of respect and 
inclusion in people’s body language, facial expressions and tone of voice. It 
remembers what we feel is important, not what we calculate to be important. If we 
feel listened to, we feel respected. 

Experiments show that dogs have a limbic network more robust than ours. If you own 



a dog, you may relate to many owners who think their pet understands them. This is 
because dogs can read your body language and tone of voice, so it doesn’t need to 
understand your words.

Application: If we don’t feel respected it triggers our Reptilian Network, which, in 
turn, triggers our Fight, Flight or Freeze response and shuts down the rest of the 
brain. As such, emotions drive people; the dynamics between people drive business.

Talking Points:
•Very interested in others, with an attitude of “How can I help?”
•You can’t talk someone into being part of a team/group, they have to feel it
•There needs to be alignment with mission/goals of a team and team member’s 
feelings, values

Tie Downs:
•Limbic cares about community and family – outside of selves
•When the Limbic feels disrespected it triggers the amygdala, where it connects to 
the Reptilian Network
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•Why is it that emotions are often more powerful than reason and logic? While the 
Limbic Network has been refined by a hundred million years of evolution, the 
Neocortex, our logic center, is just 50,000 years old. In essence the Reptilian and 
Limbic networks have squatter’s rights; every input that reaches the Neocortex must 
first pass through them. 

•Young and observant: One way to think about this network is that it is very 
powerful but evolution hasn’t had time to work out the kinks. The main job of the 
Neocortex is to look for patterns. This first allowed us to become better hunters and 
then to recognize seasons and weather patterns, which allowed us to farm.

•It has grown rather quickly into the creative and logical part of the brain where data 
is gathered, details observed and other higher functions occur. Historically, people 
called this the hemispheric brain, believing the left and right sides of the brain had 
different functions. We now recognize that these hemispheres are connected and 
interdependent. 

•Experiments looking at how we read, for example, show the right brain recognizes a 
letter as a symbol for a sound and communicates with the left brain that these 



symbols go in a specific order to form a word. But experiments also show this 
network is easily distracted and cannot be efficiently accessed until the Reptilian and 
Limbic brains are calmed.

•Application: The ability to see patterns is humanity’s gift. But it also is very 
deceiving – there is a difference between seeing a pattern and knowing what it 
means. This often leads to confabulation: attributing conscious choice to behaviors 
that have been influenced unconsciously, while we assume our own choices are 
guided solely by the explanations we conjure.
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• The Prefrontal Cortex functions as the puzzle master, figuring out how to fit 
together all the patterns the Neocortex has observed. This gives humans the rarest of 
abilities: To see multiple consequences from a single behavior.

•This network can override your emotions and your amygdala’s Fight, Flight or Freeze 
response. Ironically, because it is the last part of our brain to develop, it does so only 
after the amygdala is engaged; not before, when it would be most helpful.

•Experiments show this is where the brain works to understand the complex and 
simplify the complicated. While we use those words interchangeably, your brain sees 
them differently:
•• Complex is a natural state of many systems with integrated parts and multiple 
impacts. Complex systems can be studied and understood because there is an 
internal coherence.
•• Complicated is something done to a system. These are changes, alterations and 
interventions that skew the natural and expected sequences.

•Our prefrontal cortex makes sense of this by constructing connections – or, what we 



call “stories.” To build stories, this network relies heavily on active connections to the 
emotions and memory in the Limbic Network. 

•Application:  Using stories to change behavior is more effective than logical 
declarations. Because stories don’t necessarily proclaim truth – each person takes 
away a slightly different meaning from the same story – they don’t trigger the 
Reptilian Network or elicit attempts to refute them. So “own” the story your 
employees are telling about you and your company.
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Purpose: Continue looking at the characteristics of the Limbic System.

Talking Points:
•We don’t operate in isolation in this part of the brain, but actively look for ways to 
reach out and support others.
•Important! We do not respond to words in limbic-mode, our nonverbal “antennae” is 
on and engaged.  We’re picking up on tone of voice, facial expressions, and body 
language of others—and getting a message!
•We can’t “talk” people into being team players, owning a vision or taking 
responsibility.

Tie Downs:
•We must feel a connection between team mission/vision and our own value system to 
feel ownership.
•The limbic does not understand words
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Purpose: To demonstrate how the left brain seeks control of the right brain.

Talking Points:
•There are two verbal centers in the left brain -- this brain understands words
•The one verbal center in the right brain is metaphorical and symbolic– it can only 
communicate ideas through metaphors or symbols
•Since the left brain has 2 verbal centers it seeks control of the brain
•Demonstrate slide
•This is a great illustration of what we mean by the left brain seeks control

Tie-Downs:
Right side of the brain reads color; left side reads words.
•Two verbal centers in the left brain (words)
•One verbal center in the right brain (metaphors and symbols)
•Left brain seeks control of the brain



WHEN we recognize that Emotions/Feelings are unavoidable, it forces us to look

These are the underpinnings of what makes rapidchange successful:

GM: We believe that the only companies that improve are those who have faith in 
individuals’ ability to improve and groups of individuals improve their ability to work 
together.

NS: We don’t believe in collective willpower; we believe in understanding the biology 
of how people make decisions so we can create the conditions that lead to better 
decisions.

TOOLS: Processes and structures will change over time. We need to have tools that 
are adaptable to many situations and that make things simpler, not add to their 
complications.
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Insecurity is incredibly damaging in a corporate environment. You end up 
making poor decisions; a lot of things you do are based on fear, and eventually 
they will fail.
Omar Hamoui, CEO of AdMob
Personal responsibility is key to engagement.  When people own the power of 
their choices, they can be powerful in changing the culture.
Purpose:  To reinforce where we are each day on the Courage Scale is a choice and 
we are very powerful human beings when we choose to be.

Talking Points:
•What does the CEO of a company do?
•We offer that you are also CEOs’ of your life.
•People do not have a remote control that “makes” us do things 
•We may have our “buttons pushed”, initial reaction, and the experts tell us after three 
seconds we choose to stay with that emotion
•Sometimes we need to gain skills to manage our emotional responses.

Tie-Downs:
We are personally responsible for our own choices.
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Purpose: To illustrate the importance of doing something different to impact your 
business performance.  
Talking Points:
• Does this adage of Albert Einstein’s make sense to you?
• This definition of insanity is one of the underlying principles of Rapid Change
• Research shows that a vast majority of companies fail when they try something 
different – about 70 percent fail to move the performance numbers in a positive 
direction, whether they are doing lean, Six Sigma, Agile or any host of programs.
• Most of these efforts are simply new ways of doing the same thing.

Tie-Downs:
•To get different results, change needs to happen
•Vast majority of organizations fail when they try to change
•Companies invested large sums in change initiatives and still failed
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Purpose: To illustrate the importance of doing something different to impact your 
business performance.  
Talking Points:
• Does this adage of Albert Einstein’s make sense to you?
• This definition of insanity is one of the underlying principles of Rapid Change
• Research shows that a vast majority of companies fail when they try something 
different – about 70 percent fail to move the performance numbers in a positive 
direction, whether they are doing lean, Six Sigma, Agile or any host of programs.
• Most of these efforts are simply new ways of doing the same thing.

Tie-Downs:
•To get different results, change needs to happen
•Vast majority of organizations fail when they try to change
•Companies invested large sums in change initiatives and still failed
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Purpose: To illustrate the effects that changes to the workplace can have on employees, productive 
work and an engaged work environment.

Talking Points:
•Have you ever been exposed to any of these type of changes or bad decisions?
•Why do you think productive work goes down?
•Northwest Airlines announces it is going to cut its workforce by 5,000 people but gives few details. 
How many of the 30,000 employees are thinking about this change?  Is it just 5,000 people?
•Brain is a closed loop system: If people don’t have answers, what do we tend to do? We look for 
them. And if we can’t find them? We make things up. It is because the brain wants to close the loop. It 
sends information out – say a smile – and if it doesn’t get a response, it wants to know why.  

Background: closed loop system is based on Cannon-Bard Theory and Cerebral Cortex, Closed Loop 
System, Vol. 13, January 2003, Oxford Journal

Tie-Downs:
•Changes affect the workforce
•The less information given when a change happens, the greater effect on the workforce
•Our brain is a closed loop system
•Employees will fill in the “gaps” when information is lacking
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Purpose: To illustrate how stress affects our bodies that result in life threatening 
diseases.
Talking Points:
•Researchers conducted an experiment using mice that are specially bred to 
develop cancer. They were looking for the effect of environment or culture on a 
control group and two other groups of mice.
•Research conducted in mid 1970’s – www.sciencemag.org, Arrticles: Mouse 
mammary tumors alteration of incidence as apparent function of stress.
•The control group developed cancer at the rate of 80%  ( a normal rate for these 
cancer-prone mice).
• A second group of mice were put into a high-stress environment or culture. Of 
the high-stress group, 92%  developed cancer.
•The third group of mice placed in a low-stress culture developed cancer at an 
astonishingly low rate of 7%!!
•Is it possible that our stress levels are unknowingly making choices for  us? Are 
we inviting cancer by the stress decisions we make? Or by the reactions to our 
environment that we select?
•It is never too late to live a healthier life.
•Ask people:  What do you do to reduce stress?

•There are three ways to impact cortisol:  Exercise, breathing, and 
pleasure.  

Tie-Downs:
•We can choose to manage our stress once we are aware of our current stress 
level and its impact on self and others.
•The brain requires repetition(21 days) to develop a new habit, otherwise it will 
revert back to the old habits. 
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Purpose: To illustrate how stress affects our entire body both positively and 
negatively.

The problem with this blunt reaction to stress - it's too often all or nothing - is that 
chronic stress is really bad for you. It causes chronic back pain, weakens the heart 
and kills brain cells. 

Talking Points:
•Under stress our bodies produce a chemical in the brain called “cortisol”.  It affects 
our performance as the bell curve suggests.  
•When we produce cortisol for short periods of time we can enhance our brain power 
and performance.  If we have found ourselves to be in the “zone”, we are experiencing 
the production of cortisol under stress.
•As the bell curve shows, we reach a point of cortisol production that begins to have 
an adverse affect – just the opposite of what we desire.
•A simple rule is that stress for a short period of time is good for us.  Prolonged stress 
over time is not good for us.  
•The challenge is to be aware that we are under stress or holding stress within our 
bodies.  We may not recognize that we hold stress until we begin to experience 
physical problems as a side-effect. 
Tie-Downs:
•Taking responsibility to reduce stress begins with awareness of how your stress level 
is affecting yourself and others (disempowering behaviors)
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Purpose: To introduce the benefits of the tool of relaxation.
Talking Points:
•Relaxation is a process to become more aware of where we hold stress in our bodies.
•We train our muscles to tighten up and we can retrain our muscles to automatically 
relax.  This is called developing muscle memory.  
•During the process of relaxation focus your attention primarily on the relaxation of 
your muscles.  We don’t generally need to train people to tighten their muscles up.  
Most of us do this well already.  
•The benefit of relaxation comes with the release and relaxation of the muscles.  
•If we feel very hyper and have difficulty calming down, relaxation can help us to 
reach  a calmer state.
•If we are very tired, relaxation can help give us energy.
•By doing a simple relaxation every day, like the one we will do today, you can retrain 
your body to relax in as little as two weeks.   Just recognizing your muscles are 
tightened up will cause them to automatically relax once the muscle memory has been 
established without going through a relaxation process. 
Tie-Downs:
• This Progressive Relaxation is a process that train the brain how to relax, 
so…instead of taking 10 min….we can do it  in 10 seconds—with practice and muscle 
memory.. 
•Using relaxation shifts the brain out of Reptilian mode.
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Purpose: To introduce the tool of relaxation.

Talking Points:
•Relaxation is inexpensive and does not cost you anything except a few minutes of 
time.
•It is easy to learn and you can take this tool with you wherever you go.

Tie-Downs:
Employee Engagement requires people to get away from the disempowering 
behaviors of the Reptilian brain and move to empowering behaviors.  Relaxation 
facilitates people to operate “above the line”.
See Relaxation Tool Description



We’re here to learn the skill sets necessary to lead an organization. This isn’t 
complicated but it is complex.

THESE SKILLS ARE DERIVED FROM four simple concepts that come from a BETTER 
UNDERSTANDING OF HUMAN BIOLOGY AND THE BRAIN.

These are the four sets of skills you a brain savvy manager can master to create a 
Performance Culture:

1. Identify and remove barriers to excellent performance, be they Process, People or 
Knowledge.

2. Build a culture of respect in which people know where they stand, can raise issues, 
solve problems, and are given responsibility and accountability.

3. Set Meaningful objectives and improve processes that create process that help 
everyone understand what success looks like.

4. Be self-correcting and forward-looking, so your team is proactive when possible, 
quick to react when needed and always looking to learn and grow.

Today is about Safety First and treating Emotions as Data: This translates into 
identifying and removing what gets in the way of your team achieving excellence.
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2 minute story about a recent accomplishment and what value it reflect

VALUES CHECK LIST HANDOUT
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PURPOSE: To help advisors hone their diagnosis on characteristics most likely 
blocking or assisting performance.

Each combination of performance and engagement has a broad set of 
characteristics.

The advisor uses these as a doctor would a set of vital signs, combined with 
symptoms, to refine their search for a root cause to performance barriers.

When these characteristics align with what the AI finds in Strengths and Focus 
areas, the diagnosis is fairly easy to make. The most interesting clients are 
those where there are contradictions or gaps between the AI and the 
Performance Grid.

36



TOXIC POOL EXERCISE
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LSS Facilitator Training

2007 (c) LeanEdge, LLC 39

Key Points:
•This slide shows the integration of everything we are talking about:  

•The LSS actions, categorized according the DMAIC steps
•The DMAIC steps
•The DMAC outcomes
•Example RC Tools to be applied at each step.  This is not an exhaustive list.

•As you go through the LSS actions and RC Tools you will notice the six elements of improvement.  
Usage:
•Use the DMAIC Poster and not the PowerPoint slide as you want to direct their attention to specific 
parts of the matrix.
•Step through the DMAIC steps and check for understanding
•Step through the Outcomes and check for understanding (quick fixes do existing – these are 
examples of simple solutions that do not require the full DMAIC – LSS BB should contribute to this 
point.
•As time permits contrast the LSS Actions with the RC Tools for each DMAIC step.  Ask, “How can the 
RC Tools be applied to facilitate the specific LSS Action?”  For example, Which tools can help with VOC 
(Voice of Customer – internal and external?  How about dialogue tools – speaking truth to power and 
peers?  Or how could Stakeholder Circle be applied to Deciding what to improve?.  Possibilities are 
nearly endless.  Continue as time and interest permit.
•Ask, “Based on our discussion, should anything be added to our Parking Lot for further 
consideration?”
•Transition to Lunch by stating that, “In the afternoon immersion experience you will have time to go 
through all the steps of DMAIC, hold meetings and make actual improvements.  Enough to keep you 
awake after the nice lunch!.
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Purpose: To introduce a tool that increases self-awareness on how we 
communicate with each other raise energy above the courage line.
Background on Study: Dr. John Gottman, Ph.D. studied couples and could 
predict upfront, with 90% accuracy, that the relationships would not last over a 
three year period based on how conflict was handled.  Another study he did over 
20 years with couples who did not escalate conflict, looked fine on the outside 
but no humor would get divorced later (mid-life).  These mid-life couples made 
very few positive comments compared to negative ones—not even two positives 
for every negative.  They were at “apathy” on the Courage Scale.   
Poster: Two for One Rule
Talking Points:
•Two for one rule – two positives for every one negative.  
•How often from teachers or bosses have you experienced at least that ratio?
•What is a “zinger”?
•We have a request that this workshop be a “zinger-free” zone.  
•Add “Zinger Free Zone” to the Ground Rules.
Tie-Downs:
•Negative comments decrease energy
•We do not know everything about everyone (history, experiences) to gauge 
whether a “zinger” is hurtful—we take an emotional risk
•To create success in relationships there needs to be a minimum ratio of  2  
positive to 1 negative comment.
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Purpose: Introduce the tool, Game Board, that illustrates three key positions people/groups of 
people may find themselves involved with.
Talking points:
•In our definition of the game board, there have to be at least three people interacting for it to 
be a game. 
•The first player is the persecutor. This is someone that another person/group of people feel 
disempowered by.
•If we have a persecutor, we must have what other position _____ ?(victim).
•Third player is that of the rescuer, sometimes called an “enabler.”
•What we mean by a “rescuer” is someone who does something for someone else, the victim, 
who is capable of taking care of themselves.
•The rescuer intentions are good/noble—they think they are truly helping the “victim”.
•What do you think, Rapid Change, has found to be the most common position people find 
themselves in? (victim)
• Perhaps throughout life the “victim” has not developed self-awareness or skills to confront a 
person in the persecutor position.  
Tie-Downs:
•There must be at least three people/groups of people interacting for it to be a “game”
•The victim often needs to learn self-awareness and skills/tools to confront a persecutor
•The “rescuer” intentions are good and not helpful
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Purpose: To illustrate what one may see/feel that determines whether it is a “game” or 
“racket”.

Talking points:
•Statistics tell us that 90% of all interactions are “games” based on the characteristics 
above.
•If someone intentionally moves into one of the positions on the game board, we call 
that a “racket”.
•In our experience, at Rapid Change, we find these statistics hold true—most people 
do not have the awareness, especially under stress, of these dysfunctional interactions.  

Tie-Downs:
90% of all interactions are games
People, who intentionally move into one of the three positions, create a racket
People, under stress, generally do not recognize their dysfunctional behavior
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Purpose: To discuss examples of unconscious manipulative behaviors others may use 
to try to get their way.

Talking points:
•Throughout life, we all learn ways of trying to get what we want.
•Helplessness—”it’s not my fault”, we truly believe this
•Suffering—”they always do this to me/us”, we have no power
•Anger—we may move to anger (scared) to draw attention to our needs if the first two 
do not work
•There is always a pay-off for us to continue a behavior even if it is destructive to 
others.
•We have to ask ourselves, “is our behavior truly in line with our value system?” Do 
we want to hurt or help people in the process of getting what we want?
•Often, we need to learn new ways/tools for getting what we want differently.
•Self-awareness is the first step to recognizing our behaviors – it is much easier to see 
others’ behaviors vs. our own. 

Tie-Downs:
•These three behaviors can be unconscious
•There is a pay-off for behavior that continues
•Behaviors need to be in alignment with values
•Learn new tools for getting what we want differently
•Self-awareness is important to change behavior
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Purpose: To give examples of other common games played in the workplace.
Talking Points:
•“Ain’t it Awful”, this can be like a “feeding frenzy” on what is wrong in life--
“you think that is bad, let me tell you what happened to me last week”. These 
interactions literally drain energy from the body (the taking side of life).
•Lets him/her fight, (demonstrate when two people could be set up against each 
other because a third person is trying to get something they want)
•Gotcha!. setting someone up to embarrass out of fun!
•See what you made me do, the victim position
•Malicious disobedience, military grounds for court martial.  When given a 
directive and you go ahead and do it, knowing it will fail, but do not speak up 
about possible failures.  This is different than if you do speak up and the person 
in authority chooses to ignore your information.
•Block that progress, the decision has been made and you still find every reason 
why it will not succeed.
•Uproar, it is too quiet around here.  Lets create a little fun, energy, excitement.  
We find most employees do not have an excess of energy to expend in this way 
and it is non-value added to the business.
•Sabotage, we find ways that it won’t work/succeed.
Tie Downs:
•Concrete examples of games we have found are common in the workplace
•Interactions that drain energy from the body 
•Expensive behaviors in terms of people energy and the bottom line of the 
business



Groups take their issue and look at them through the Reptilian/Limbic lenses - Is 
there a clear definition of success? Are the processes simple enough to be 
understood by customers? Do we have rituals to support the definition of success 
and do we know the boundaries?
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Purpose: To share what the Reptilian will respond to and calm that part of the 
brain to move to higher parts of the brain

Talking Points:
•Our Reptilian Brain likes predictability and repetition.  What would happed if 
there were no emergency response procedures in the work place and a fire 
broke out?  (chaos, panic, fear)
•We may have known at some level these processes are important and crucial to 
survival. 
•If there were no job descriptions in the workplace or rules of the road to drive 
by, what would happen?
•Processes are important in the workplace.  Sometimes they can be so defined 
that they are not productive – it is about finding balance
•There can’t be too much talk about success and positive results--even the 
small successes.  Our Reptilian needs that sense (tone/body language) of 
energy—the giving side of life.
Tie-Downs:
•The Reptilian Brain needs order, predictability, repetition to feel safe
•Processes are important to give us a sense of emotional and physical safety in 
the workplace
•Celebrate all levels of success in the workplace and life to raise energy to the 
“giving side of life”
•Pair & Share around an ask yourself question
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