Why am | here?

(Non-existential version)




Check-in

Name
Role with the company
Favorite hobby as a teenager?
Why are you here?
A hope or hope not for the next
few days ...

BN e

Everyone gets to hear their voice and contribute.

Keep record of Hopes and Hope Nots
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the agenda

MONDAY AFTERNOON

* The Research & Concepts that comprise rapidchange
TUESDAY: TOOLS

* Wellford opens us up with how this fits into CMG’s success

* How the research translates into tools.
® Personal and Team development tools.
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Toxic Pool
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Courage Scale
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Bias Check List X
WEDS AFTERNOON Respectiul contrary .
Shared History X
Values Check-in X
* LPMW teach back and Q&A

3-years-out X

1-minute consultations X
TH U Brain Train X

Stakeholder circle

Check Out X

x X X X x
*

* Build-a-workshop







Feel

Manager/Leaders are responsible for moving people, when necessary, from this to ...




Feel




YOU DON’T CHANGE PEOPLE’S MINDS WITH LOGIC

Experience




Why businesses fail

Top 10 reasons provided by
members of the ELTs of
10,000 failed companies,
2010-15.

How many of these
are “emotion” free?

1. False certainty

2. Ignoring customer needs

3. Inability to access capital

4. Not learning from mistakes/failure

5. Lack of alignment between managers and
employees or managers and executives

6. Scaling too soon

7. Poor financial management

8. Following flawed business plan
9. Wrong partner/partnership

10. No succession plan

KPMG SURVEY OF FAILED BUSINESS LEADERS
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slow down to speed up
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WHEN SOCIOLOGY, PSYCHOLOGY & ORGANIZATIONAL DEVELOPMENT ARE SUPERCEDED BY BIOLOGY

2

GROWTH MINDSET | PRIMARY EMOTIONS SEQUENTIAL MODEL TOOLS
Instead of Instead of Instead of Instead of
Fixed Mindset Ignoring Emotions Imposing Meaning Programs and Willpower

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.

12



WHEN SOCIOLOGY, PSYCHOLOGY & ORGANIZATIONAL DEVELOPMENT ARE SUPERCEDED BY BIOLOGY

2

GROWTH MINDSET

Instead of
Fixed Mindset

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.”

13



Fixed Mindset Growth Mindset

Intelligence is limited and individual,
making new ideas difficult to develop

Intelligence and new skills are developed
through effort and attention

Culture
... Learning and growth is highly values

Culture
... Hero-to-zero

Obstacles
... Opportunities for achievement

Obstacles
... Seen as threats

Effort Effort
... Too much is a sign of weakness ... Is the path to mastery
Feedback Feedback

... Ignore criticism, get defensive ... Learn from the positive and negative

Mistakes
... Part of the improvement process

Mistakes
... Avoid at all costs; deflect responsibility

14



m INDIVIDUAL CHARACTERISTICS

Something you Winners Too much means Avoid unless Sign of poor Sign of
are born with and losers you’re not success is skills weakness
meant to win assured
Skills Challenge Feedback
Built as you learn Improvement. Effort is critical Should Learning Appreciate
and grow Learning. to success be embraced opportunities and apply

DWECK breaks down Fixed vs. Growth into six areas where the two mindsets greatly
differ:

Skills

Purpose

Effort

Challenge

Mistakes

Feedback

15



MINDSET REINFORCERS

Fixed Mindset

Intelligence is static, making new skills
difficult to develop

COMPETENCY
Given the option, employees will
underperform so expect the minimum

CONNECTION

Intense internal competition; you are
in or out; Metrics are ‘need-to-know’

APPRECIATION

Hero-to-Zero culture;
people are ‘born talented’

Growth Mindset

Intelligence and new skills are developed
through effort and attention

COMPETENCY

People want to get better
and are expected to take ownership

CONNECTION

With context, people use
metrics as means for improvement

APPRECIATION

Used as a tool for learning and
to encourage growth

16

IN LARGE ORGANIZATIONS, GROWTH VS. FIXED IS MORE EASILY DISTINGUISHED BY

THE APPROACH TO THESE HUMAN NEEDS:

e Competency
e Connection to the output
e Appreciation

16



Allocate Supervise
as needed output
Skills Purpose
Give employee Educate
responsibility to Delegate
to develop

MANAGER’S ROLE

Enforce Select
behavior to protect
Effort Challenge
Encourage Fill-in
stretch goals the gaps

Assign
blame

Help employee
correct

Reward
individuals

Feedback

Teach the
team

This tends to be reflected in how managers approach the Big 6 factors.
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GROWTH MINDSET: Improving the manager/employee relationship

Fixed Mindset
Organization

Growth Mindset
Organization

People have set abilities and are limited in People come with specific abilities and are
their capacity to improve or add to those. capable of improving and adding to those.
Manager’s role : Manager’s role:
1. Closely supervise employees. 1. Make performance & growth the

employee’s responsibility.

2. Set measurable objectives. 2. Employees d ate knowledge of the
business by setting their own goals. Manager

provides context and fills in the gaps.

3. Reward personal accomplishments. 3. Reward performance with an eye to what
others can learn.

4. Immediate consequences for performance 4. If there is a performance shortfall, the
problems. employee’s responsibility is to correct it or
recommend a fix.

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.

18



Fixed: These Questions elicit Reptilian
responses anchored in anger and fear

Why did you do that?

How did this happen?

Who was responsible?

What’s your position on this topic?
Tell me how you came up with that.

How are we going to clean this up?

Growth: These Questions engage people’s
neo and pre-frontal cortexes

Something as “harmless” as how we ask questions can signal a type of mindset

19



WHEN SOCIOLOGY, PSYCHOLOGY & ORGANIZATIONAL DEVELOPMENT ARE SUPERCEDED BY BIOLOGY

PRIMARY EMOTIONS

Instead of
Ignoring Emotions

20



You don’t reason people out
of what they didn’t reason
into.

—Shaker Proverb
1800s

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.

o|f a person does not reason themselves into a position, we cannot convince them of
anything by giving them data.

eUse 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.

21



Our brains are wired this way.
You don’t “win” by fighting or ignoring the wiring but by understanding it.

This isn’t psychiatry, sociology or organizational development.

This is biology.
That’s why it works.

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.

22



Behavior
e N N

Emotions
Values
Experiences
Beliefs
Stories
Biases

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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Disempowering (Red Ink) Behaviors

1. Rejecting, attacking = Rujsctiog oo putting down chers’ i countarieg; sininng " o ewylting constint
dewls achocate
2. Making fun of Others - Sucasm “zinges”. doubh-edged humar, ussping Wling siores deout ot mitihas;
open put-domns

3 - SHrginess with g ik o 3 g fewliegs, ot sharing per
soval feakngs ind denying tase of others
4. (fogging) - Preoenang everyiing i= ol ight masking dsefings; changing susiects,

Jimpng to another agerda
5. Dismissing, discounting, disqualifylng = kncing someans, gving other peojects highsr prorty; ghing nre-
watic sehedubes or Smakons; deccuntiog

6. Blaming and punishing = Gemng even camying grudges, ‘Dot et mad get

evan” spresading gessig: blirming scmeon ehie, beratng othars

7. Controlling - Giwing orders manpuating cthers, camying secrits. controling isformation, dedicating iradequats
sources and/or traning

[y - cbediancs, keowingly deirg 3 it to mabs baokbad,
gwing misieformason

9. = Fndng cking for what giverbally or recogriz-
ng afforts; judgieg

10 - Making yoursaif aithar wrbdly o nen. g salinkrasts, acting ik you

Paase “xgent” statu; bulying demandig
11. Trivialtzing - Leoving someons's hem off e agenda, aklowng 100 Iitthe tims; Implying that an accomplehment was
ot OK; muggesting ot anyone could have done £

12. Excusing = Mot expectng much from a partioutar mos, gender o group; making excusas for people's behawior, ex-
plairing & away; ceey sympathesc

13. Name calling, labeling - Tussirg thrcush rane caling idsntlying pocphs Brough Bt s, min sgiried put
domre; taking behind peopie's bicks

getting - hit tuking g popis rameck £ i tyeg 1o hed

haad, not recording it apsroprianely

15. Denying = Deryirg that some evert o betacor ocourmed, istarcnal dorgeting not commantng on eppeopriate be-
harvor; ot taking respons bty

16. Distrusting - Acting suspisous 3 bt tore; over anly you
s gat & deoe right

17. Intruding - Completng oPars’ sentencas fofen pratending 10 be helelul). nlemaping poyieg, probing quastoning: i
serting orasell nlo oPars’ commwasticns

PROBLEM BEHAVIOR CALCULATOR

The cost of fear

18. Egotism, = Huring ofrers een; ot acl s’

Arg agendas fo promote setf

19. Competing, perfectionism = Always weanng the ‘white hat* and actng superor; flatterng high ssatus people,

name droppng; pottcaly ambitious

20. Reacting - Knse jurk o 0 cortain pacph Ik of amotond disciph N with

chigos losings

21. Abusing, abusive anger - Critcizng peaske i 1ioet of olhars, biieg Esressoctiut assusling s with nger
weding yub

22. Gulit, shame - Pusically biaming somecne in order 10 bebttie them or thelr contritutions with the inent of neutrale-
g the perscer's abitty % partiopate in a solton

23. Apathy = Contrbuting just encugh fo sunave: feeing s if cos's conmbutions are mearisgless; behaving as f conse-
quences for behawior ane nat refevart o “worth the trouble

]|
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T How Emotions Impact Our Contributions

Dr. David Hawkins developed the scale to
determine which emotions contribute or

When I'm under stress, The Courage Scale

where do | find myself on

by g Level Log detract from interactions.
e scale
Enlightenment 700=1000 P
D i Peace 600 Among his findings:
“above the line” in Joy 540 ) — o
communicating and Love 500 o Courage is the “tipping point” between
dealing with change? Reason/Logic 400 taking and giving.
Willingness 310 .

Dol recognize when | fall Openness 250 GIVING o Apathy is more dangerous to group success
below the line? Courage 200 than Anger.

A
What can | do to bring Fn;:r :osg TAKING o Hfective leaders learn how to channel
myself above the lne? Grief 75 people’s anger into constructive action.
What can I do to invite Agatl::y gg o People rarely move out of apathy if allowed

U N
to stay there for extended time.

others above the line? Shame 20

Death 0

o Most companies spend more than 50
\ ) percent of their collective time managing
people below (200).

Are you above the line?




‘i exists between
lack & white?

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.
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Prlmary emotions
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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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Four Primary Emotions are a mix of:
Adrenaline, Cortisol, Dopamine and Oxytocin

Sad

Disappointed — Depressed

Mad

Frustration — Anger

Glad

Optimistic — Euphoric Cautious — Terrified

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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WHEN SOCIOLOGY, PSYCHOLOGY & ORGANIZATIONAL DEVELOPMENT ARE SUPERCEDED BY BIOLOGY

SEQUENTIAL MODEL

Instead of
Imposing Meaning

29



Brain Cell e s ™ R The Universe

Like the universe,
our brain is bigger on the inside

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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Our behavior depends upon which “Every
part of the brain is in control. decision

we make,
physically
alters our
brains...”

/ Dr. John Ratey,
Harvard University
“User’s Guide to the Brain”

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.
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12,000,000,000

40 bits/One meta topic/per second
< 1 percent of available information

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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Never in history have we asked the human brain to track
so many data points.

The average working American makes
6 40 0 35,000 decisions a month, about 6,400
’ more decisions a month than their

parents did at the same age.
The number of times per hour most
people check their email inbox

The amount of rules and policies the
3x average worker is responsible for
knowing compared to 25 years ago.

HOW DO RULES, DISTRACTIONS & DECISION-OVERLOAD IMPACT US?

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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Glucose + oxygen fuel our 85 billion neurons.

Each neuron makes about 10,000 connections a day

They can travel at 485 mph
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FIXED GROWTH SEQUENTIAL

. NETWORK
Limbic Neo-cortex Model
M WHAT PATTERNS * 4 basic networks;

Each network gets

DO I SEE? its ‘moment’

Attention and intention

RESPECTED?

Emotions and memory

* These networks
are either Fixed or
Growth-oriented.

* ‘Fixed’ Networks
react to outside

Reptilian Prefrontal Cortex stimuli
AM | SAFE? MEANING? s ‘Growth’
Networks respond
Fight, flight or freeze Predicts outcomes to what happens in
the Fixed
networks.

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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This knowledge has profound impact on the way we:

e Approach our customers

¢ Deal with conflict ' cee

e Introduce changes in structure and process
* Motivate and empower others

* Innovate and create

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.

eStarting with the likely fact that the order is backwards:

ePeople usually feel first,

act based on those feelings

and then think up reasons to justify their actions.
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CHARACTERISTICS FIXED GATEKEEPER

1. Most ancient part of

the brain. Re ptilia n Me

2. Constantly monitors
for threats

QUESTION
Am I Safe?

3. Built for speed of
decision, not accuracy

4. Territorial

5. Is silent (pre-verbal)

6. Defensive

Fight, Flight or Freeze

7. Has no empathy

8. Shuns new ideas

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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CHARACTERISTICS FIXED GATEKEEPER

1. About 250,000 years

- My tribe

2. Tells your body what
hormones to produce in
response to stimuli

3. Hyper-aware of body
language and tone.

Are We
Respected?

4. Has strong sense of
team and family

4. Has “moral” sense of
right and wrong

5. Obsessed with
“fairness.”

Fight, Flight or Freeze

6. Looks for respect

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
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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:

eVery interested in others, with an attitude of “How can | help?”

*You can’ t talk someone into being part of a team/group, they have to feel it
eThere needs to be alignment with mission/goals of a team and team member’ s
feelings, values

Tie Downs:

eLimbic 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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CHARACTERISTICS GROWTH GATEKEEPERS m

1. 50,000 years old, so a . .
fairly young network Neoco rtex Identlfy1ng
L Patterns

3. Gathers data; likes
novelty and new ideas

[s it interesting?

High interest

4, Controls attention
and intention

5. This network tires
easily

6. Discerns the nuance

of language or hlgh boredom;
7. Holds the concept of 1 1
2 tires easily

*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.

et 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.

eExperiments 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.

eApplication: 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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CHARACTERISTICS

1. Youngest brain
network; developed to
inhibit Reptilian and
Limbic networks from
making mistakes.

2. This ‘distance” allows it
to act as CEO of brain —
brings all networks into
synch (but like most CEOs
is often last to know)

3. Takes patterns from
neocortex and asks ‘What
if ...”

4. Has a “high-speed
connection” to Limbic.

5. Curious, competitive;
also empathetic &
compassionate

GROWTH NETWORKS

Prefrontal
cortex

Beyond Me

What's the
meaning?

Multiple
outcomes from
a single event

* 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.

eExperiments 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:

ee 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.
ee Complicated is something done to a system. These are changes, alterations and

interventions that skew the natural and expected sequences.

*Qur prefrontal cortex makes sense of this by constructing connections — or, what we
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call “stories.” To build stories, this network relies heavily on active connections to the
emotions and memory in the Limbic Network.

eApplication: 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.

40



Alternative to arguing

1. Arguing closes people down.
2. Listening & repeating back slows them down.

3. That's when you have a shot of doing the
impossible: changing that person's mind —or
yours.

4. Listening, not arguing, is the best way to shift

a perspective. °* o

© Rapid Change Group

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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ORANGE
State tu?\f@wﬁo_l r

Each Of Tﬂqu Words
Are Gﬂw In,
PURPLE
Do Nome Word

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)
L eft brain seeks control of the brain
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WHEN SOCIOLOGY, PSYCHOLOGY & ORGANIZATIONAL DEVELOPMENT ARE SUPERCEDED BY BIOLOGY

Tools

Instead of
Programs and Willpower

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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Why tools?

1. Tools are forever; programs fade away. Our tools are designed to be used in
multiple situations and be adapted to take on tasks we can't yet imagine.

2. Tools build on existing knowledge. You are busy enough. The last thing you
need is more to do. Our approach is to give you a nail gun so you don’t have to
use a hammer. That doesn’t mean you will never need the hammer. But you
definitely won’t use them at the same time.

3. Leading people is not the same as managing task completion. When skillful
technical workers get promoted, they quickly realize it takes a separate,
sometimes overlapping, set of skills to bring out the best in people and achieve

outstanding results.
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Myth #1: The best way to understand high performance is to study successful people and organizations

#1 BESTSELLER
THREE MILLION COPIES SOLD

Reality #1: Numerous
studies demonstrate that
people learn more

from stories about failure
and need tools that adapt
to failure.
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Myth #2: Success is a sign of high capability matched with high effort and drive.

NEW YORK TIMES BESTSELLER

Pl makes & sliong. seimoe-based case foe relbishing reeticativn—
350 1hen pervices the Loals you need bo Yaraloms pour lile”

«<MEMMET C_ 02, MD, cozathar of You: Tde Owoer’s Maoval

Daniel H. Pink

suther ot A Whofe New Mind

uCk

The Surprising Truth
About What Motivates Us

Reality #2: Timing, ‘head
starts,” luck and agility

in response to market
dynamics are better
determiners of success.
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Myth #3: If we mix and match best practices, we will find a formula for success

orerreliance an sales pe

From the Forewoed by Neil

THE
LEARNING Reality #3: Best principles
SALESFORCE are more influential than
THE 6 BEST PRACTICES OF THE beSt praCtices; haVing the
PO R RERT RILES IEAES right tools give leaders the

ability to create processes
based on those principles.

DEREK GATEHOUSE
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Amos Tversky’s informal laws of behavioral economics

* People predict very little and explain everything

* People believe they can tell the future if they
work hard enough at the details

* People will accept any explanation as long as it
fits the facts

¢ People often work hard to obtain information
they already have just to avoid new knowledge

® People act as if everything that has already
happened must have been inevitable
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You are the CEO

of your Jife,
of your space,
of your thoughts,
of your feelings,
of your energy,

of your work quality,
of your dreams,
and of your future.

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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Day two: The Presenter




1. Trust the process ...

There’s a reason one step follows another.
Adapt, but don’t abandon.




1a. Be purposeful

« Start with an engaging story, rather than the material.

It should be a story you feel comfortable with to help you

feel comfortable and the group to feel comfortable with you.
- The story is more for you but has a clear tie to group
- The story should not be about how smart/experienced
you are.

» Change your voice inflection to keep the group engaged.
* Change your pace, sometimes slower; sometimes faster

» Address the entire audience, not just one side of the room.




1b. Questions that tie-down the learnings
» So why would we do an exercise like this?
» So what did you get out of this exercise?

* Why would we spend x amount of time doing something like this?

* WHAT ELSE?
- You may need to ask this 5-6 times

* Turn to you partner and share your thoughts/take on the last point
- What did you share with your partner?




£3
.-‘, (

2. Meet people wherever they are,
then invite them to join you.

Would you be willing ...”
“Is it possible ...”

“Can you imagine ...”




2a. Adapt to your audience

* Every group perceives themselves as ‘different’ and ‘unique.” Make
sure your stories and examples relate to their uniqueness.

- example: Don’t tell under-performing stories to high-performing
groups.

- example: Don't tell stories about illegal activity to groups in
highly sensitive professions.

» Research the industry you are working with before talking to




3. Don't apolcgiié for asking people
to leave their comfort zones




3a. Make it easy to succeed

* Be clear on instructions for any exercises to make sure they
know what is expected of them

* Ask questions at the start that are easy to answer; build in
complexity as the workshop progresses

* Build on any response
- You can repeat what they said, say ‘great example’ or ‘tell
me more about what you mean ...’




If you feel like you’re working really hard, you may need to stop trying. Adults
learn by talking with each other. Let them do the heavy lifting.

wAYAY




ANOTHER GOOD
THING TO

RIEMEMBERIS TEAT

Wi orlle S AR )
VISUALAIDS NOT A
TELEPROMTER
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[ The Courage scale | 5. Angry people care

by David R. Hawkins, M.D.
Level Log
Enlightenment 700-1000
eacs A% Too often, we walk away from
Joy 540 people when they’re angry,
L . .y
Easontlogl e right at the moment it is clear
Wilingness 310 they care. Remember Anger
o GIVING
and Fear are closer to Courage
Anger 150 TAKING than Apathy and Guilt.
Fear 100
Grief 75
Apathy 50
Guilt 30
Shame 20
Death 0

2000 Rapid Change Technologias, Inc. All Rights Reserved
\ used with permission /




5a. Dealing with difficult groups
* Trust the process; hold your center and remain ‘loving.’

* You may need to allow time for them to vent — do this earlier in the
session rather than later.

« Emotions are not problems; don't try to solve them; let them talk
about them.

 Keep the structure to calm the reptile.

» Be aware of timing — it may be too early to be ‘positive.’
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6. Avoid “But”

“But” cuts off conversations
and everything that comes
before it. Try “and.”
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6a. Questions are the answer

* When in doubt; ask a question
- Do you have an example of a toxic environment?

* We are NOT teachers. Teachers put in information
We are educators. We draw out information from the group

» Be comfortable with silence and be patient for responses
- Most groups think if they stay silent, we won’t ask any more
questions.
- But if we wait, they will loosen up.
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7. Make It Practical

Bring the science and
the theories back

to practical business
applications through
stories and examples.
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7a. Think continuous improvement

* Practice, practice, practice
- Our clients pay for this work; let's demonstrate our tools

» Have your training partner take notes for feedback
» Conduct an after workshop review

- What worked?
- What didn’t?
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Misc. Tips

1 Don’ t give your back or stand in their way

1 Your presenter mouse is an extension of
you, NOT a sacred jewel ©

1 Don’ t over explain technical problems,
just keep telling your story and fix it or
have your co-instructor fix it

1 When asked a question, put it back on the
group first before answering
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Tell Me a Story

Tell Me a Story about your favorite gift
when you were young:

Tell Me a Story about an Old Man you knew
when you were young:

Tell Me a Story about a time when you were
young when you were SAD:

18



Tell Me a Story

Tell Me a Story about your favorite holiday
when you were young:

Tell Me a Story about an Old Woman you
knew when you were young:

Tell Me a Story about a time when you were
young when you were SCARED:
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Definition of Insanity

“Doing the same thing over and over
and expecting different results...”

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

e 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
eCompanies invested large sums in change initiatives and still failed
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Paradoxes of the Cognitive Era

Pursue Happiness
Resentment

Freedom

Access to Information

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

e 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
eCompanies invested large sums in change initiatives and still failed
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What Productive Work v
4.8 hours/day to 1.2 hours

happens

when ...

Social chat/gossip A

1.5 hours to 3.2 hours

Retraining time A

0 hours to 1.8 hours

According to the U.S.
Bureau of Labor Statistics

Purpose: To illustrate the effects that changes to the workplace can have on employees, productive
work and an engaged work environment.

Talking Points:

eHave you ever been exposed to any of these type of changes or bad decisions?

*Why do you think productive work goes down?

eNorthwest 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:

eChanges affect the workforce

*The less information given when a change happens, the greater effect on the workforce
eQur brain is a closed loop system

eEmployees will fill in the “gaps” when information is lacking
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Tools for Individual growth
1. Feel. Act. Think.

2. Safety; Respect; Patterns; Meaning

3. Courage Scale

4, Listening to repeat back

5. Feedback consent; Asking for feedback

6. Tone of voice & Body language

7. Speaking Truth

8. Complex/Complicated

9. Bias Recognition

10. Relaxation

Tools for team growth

1. Feel. Think. Act.

2. Check-in

3. Courage Scale

4. 4-on-the-floor

5. Drawing Insights

6. Why/How accountability
7. Speaking Truth

8. Respectful Contrary

9. Brain Train

10. 1-minute Consultation
11. Stakeholders Circle
12. X-Years Out
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* Control Group

* High Stress Culture/Env.  92% cancer rate

* Low Stress Culture/Env. 7% cancer rate
THE JOHNS HOPKINS STRESS TEST FOR MICE
Stress is more influential than genetics.

What are you doing about )’OUI'S?

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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High Performance
*Excited
*Quick to Respond
*Brain works better

Strength

Speed Tight muscles
Agility

Physical & Mental

Energy is focused

Stress levels at work High blood pressure

Increase Stomach Acid
Brain is HiPo

stimulated Damaged Brain cells

DANGER!
CORTISOL B

PERFORMANCE

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
1s affecting yourself and others (disempowering behaviors)
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Relaxation, Exercise & Sleep

» Powerful tools for brain function

¢ Improve health and enhance personal power

* Sports teams use relaxation

e Combat harmful stress

e Cortisol - good and bad

* Practice enhances ability to decrease excess Cortisol

* Alpha wave cycle triggers immune system, improves mood
e Gamma wave cycle cements memories and cleans plaque

¢ Calms Reptilian, manages energy

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.

[f 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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#"Relaxation

-
v »
"

Purpose: To introduce the tool of relaxation.

Talking Points:

*Relaxation is inexpensive and does not cost you anything except a few minutes of

time.

*[t 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
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Skill Set 1 Skill Set 2 Skill Set 3 Skill Set 4
Remove Barriers Build Respect Create Patterns Transform
Creating the conditions Listening with the goal Setting objectives built Becoming a self-correcting,
necessary for excellence and the person in mind on a vision of success growth-oriented organization
Safety First Emotions are Data Go First. Go Back Innovation Needs Conflict
Reptilian Limbic Neocortex Prefrontal Cortex
Hello Circle 4/Floor Brain Train Empowerment Grid
Ground Rules Speaking Truth Question-Based Leadership Bend, Blend, Break
Check-in Drawings Cadence Respectful Contrary
Courage Scale Stakeholder Circle 1-Minute Consultation
Feedback Consent

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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What did
this team
contribute?

Did this team demonstrate our values?
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Shared Values Check-In

* Review Values list
* Think of a recent
accomplishment that
reflects a value.

¢ 1-minute story.

* Single clap

2 minute story about a recent accomplishment and what value it reflect

VALUES CHECK LIST HANDOUT
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Commonly recognized, cross-cultural Values

INTEGRITY
Accountability
Authenticity
Beauty

Clarity
Competency
Fairness

Truth

Pride

Humility
Honesty
Spirituality/Faith
Self-discipline

INTEGRATION

Acceptance
Balance
Citizenship
Community
Compassion
Empathy
Friendship
Influence
Teamwork
Respect
Fun

Empower

INITIATIVE
Boldness
Challenge
Courage
Growth
Happiness
Healing
Helpfulness
Perseverance
Transparency
Leadership
Optimism
Service

INNOVATION

Creativity
Wisdom
Adaptability
Knowledge
Openness
Peace

Joy

Love
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Complex:

Describes a system’s natural state, meaning:
¢ highly detailed
¢ with numerous connections
¢ and multiple layers.

Complex systems can be studied, understood and
described with a consistent explanation.

Complicated:

Systems made hard to explain, by:
¢ non-natural additives,
 deletions or modifications
¢ and random rules

Complication is something done to a system that
needs to be corrected.
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Complex:

Complicated:
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4 Concepts, Many Tools

RapidChange practitioners have mixed and matched the tools to create:

¢ Diagnostics
e Prioritization Forums
® Leadership Alignment
* RapidLean Process Improvement
* Manager/Leader education
¢ Performance Management

¢ Change Management

* Conflict Resolution
¢ Truth & Reconciliation
* Restorative Justice
* Negotiation Formats
e Shared History
® Personal Growth Plans

® Succession Planning
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ooss | edemestals || Sepdioms | letontorsms | Amgement |
X

EXAMPLES OF HOW Hello Circle ,

TOOLS ARE PAIRED AND GROUPED e . . .

TO GET FULL ENGAGEMENT TS . . .
Hyper-Curious Qs X

Survey Diagnostics 2or-1 -
Courage Scale X

Prioritization Forums &on-the-Floor x X X
Toxic Pool X X X

Rapid Lean Barrier Drawings X X X
Speaking Truth X X

Conflict Resolution Pair & Share X X X x
Bias Check List X X
Respectful contrary X
Shared History
Values Check4in X
Disempowering Behaviors X
Game Boards X
3-years-out X X
1-minute consultations X X
Brain Train X
Stakeholder circle X

Check Out X X




ENGAGEMENT

NONALIGNED

LOW performance, HIGH engagement

* Healthy in an early start-up or
investment phase

« In established firms this reflects
“loyalty over performance”

* Often there are bottlenecks
around authority/responsibility
PERFORMANCE

* Leadership likely is not aligned
w/managers on direction

* Employees see little cross-
department collaboration

* ‘Managing status quo’ over
‘managing for evolution.

CRITICAL

LOW engagement, LOW performance

4

SUSTAINING

HIGH performance, HIGH engagement

* Decisions are made
at appropriate levels

* Employees have control and
responsibility for assignments

* Mistakes are identified,
shared and learned from.

* Manager-dependent;

high burnout level .
* Employees closest to

customer make few decisions

* Blame dominates cross-
department interactions

DEPENDENT

HIGH performance, LOW engagement

WHAT’S HAPPENING

Diagnostic
Characteristics

The Performance Grid is
a diagnostic tool that
provides insight into
what barriers to look for
in the data, based on the
survey results of
thousands of companies.

Most companies follow a
U-shaped curve as the
grow and mature.

Sustaining is a high bar.
The majority of

companies are in
Dependent.

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 Al 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 Al and the

Performance Grid.
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Prioritization Forums

Toxic pool

What are the factors and events
outside of our control or influence?

What are we facing that our
competitors are up against also?

What changes in customer habits
are occurring?

What is our job market like?

TOXIC POOL EXERCISE
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LSS Facilitator Training

“Changing the tire
while the bus
is moving.”

RapidLean DMAIC Overview

2 * Customer’s * Map current « Identif « Optimize process « Update SOPs and
o perspective system (Measures Critical Inputs first fi communicate to full
RapidChange tools can 5 *lnputfrom & Process) « Analyze for o om organization
=< Stakeholders . Voic[e of the garriers_ and cus omoir * Transition
v ] 1t rspective. i
be overlayed on: = «Clarify Scope, e determine e Ownership
§ Timing and Cost customer and/or o Inimize Kisks to « Document Lessons
¢ DMAIC framework machine) . g‘l?s"et;ze Root company Learned for others
Traiping
eSIPOC = sessssssssssssssssfessssssssssssssessssskasssssssssssssssssss fessssssssssssasasnnas 2 JANNR .. aaaaaas
A i d Non-
o ﬂ «Check-ins/Courage * n.’i‘:,’&f.',;‘,’;‘?&','s on * Speaking Truth * 1-min * Brain Train for
. Agl le scale check) « Brain Train for Consultations communication
*Toxic pool * 40 Volts for 30 Seconds “Invisible” * Adj Possibl « Celebrati
'S * Stakeholder Circle | « p I;arriers visi * Stakeholder Circle * Recognition
- .
Cross-departmental = « Complicated/Complex| > Ye2" OUtVISION | . £our-on-the-foor
teams Of up to12 m *Project Charter *Current * Cause/Effect/ * Future State * Control
people QUICkly deﬁne oFocus State Correlation defined Plan
| d ’ eDecision matrix *Quick Fixes '(T) anizlatipnelil & * Pilot Change . gpdaled
iechnological ocuments
map, analyze an Barriers
improve the processes 3 \dentified

that have become
barriers.

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

eExample 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:
eUse the DMAIC Poster and not the PowerPoint slide as you want to direct their attention to specific
parts of the matrix.
eStep through the DMAIC steps and check for understanding
oStep 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.
eAsk, “Based on our discussion, should anything be added to our Parking Lot for further
consideration?”
eTransition 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!.

2007 (c) LeanEdge, LLC
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Tools for Conflicts Between Groups

Four on the Floor.
This allows each group opportunities to demonstrate how they feel about the conflict without needing to be
binary.

Barrier Drawings.
This gives individuals and groups a way to distill their emotions around the conflict into a tangible, visual icon.

Speaking Truth.
Listening first; solving later is difficult to practice when others are “egging on” conflict. This process allows issues

to be raised now and then addressed thoughtfully.

Stakeholders Circle.
This is an opportunity for people to assess how much effort and focus the issue deserves. The counter-intuitive
questions — what is the best outcome if we do nothing?, for example — can help shake our biases.
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Two for One

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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The Game Board

A tool for understanding how we perpetuate dysfunction

Persecutor Rescuer

Victim

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.

*[f 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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Game Characteristics

* Often Unconscious
* All are trying to get something they want
* All play all positions

* No one wins

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.
*[f 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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Behaviors

(Unconscious Manipulation Tools)

1 Helplessness

2 Suffering |
3 Anger @%&

**If the first two don t work, try the third

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

°Tﬁlere 1s 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 1s important to change behavior
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Games We Humans Play

Ain’t it awful
Let’s you and him/her fight
Gotchal
See what you made me do!
Malicious obedience
Block that progress

Uproar!

Purpose: To give examples of other common games played in the workplace.
Talking Points:

o “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; 1t 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
eInteractions that drain energy from the body

*Expensive behaviors in terms of people energy and the bottom line of the
business
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X-years-out

What does success look like?
- To customers
- Internally
- Processes
- Metrics

4

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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3-years-out

15 minutes or less

STEP 1: It is 3 years from now and we are well beyond the
barriers. We used collaborative efforts to propel us to an
exceptional next high--water mark. Here we are.

Describe the great things that are happening for your clients,
yourself and the organization. What are outsiders seeing?

15 minutes or less

STEP 2: Have people vote (markers or post—its) for their
three most important improvements. Based on the voting

and size of group you can have up to eight

initiatives/improvements.

15 minutes or less

STEP 3: Give each factor a grade, 5-1, based on its current state.

This will give you a prioritized list of where effort and focus should

be allocated.

20 minutes or less

STEP 4: Groups take on an issue through the Reptilian/Limbic lenses.
How do we take on this improvement by creating:

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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What does success feel like?

Clear Definitions

Does this solution have a clear definition of success that everyone from the customer to
leadership agrees on and understands?

Predictable Processes

Does this solution have built-in predictability for the employee and customer? Does each
know what decisions are their responsibility and what discretion, if any, they have?

Supporting Rituals

Is our reward structure and internal mechanisms reinforcing this solution or are we
unwittingly rewarding behavior that conflicts?

Boundaries

Are there guard rails in place? Are authority, responsibility and accountability aligned?
When something goes wrong — and it always does —does everyone know what to do?

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:

*QOur 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.

o|f there were no job descriptions in the workplace or rules of the road to drive
by, what would happen?

eProcesses are important in the workplace. Sometimes they can be so defined
that they are not productive — it is about finding balance

eThere 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
eProcesses are important to give us a sense of emotional and physical safety in
the workplace

eCelebrate 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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Embedding the use of tools

Formalize use of Speaking Truth. Announce to managers that before issues are
escalated, managers are expected to use the cards as a tool to deal with conflict. Have
SLT members model Speaking Truth at monthly all-hands meetings.

Orientation programs. The best time to introduce employees to the basic RapidChange
concepts is during new employee orientations.

Meetings. We encourage companies to adopt a standard meeting format using the
Basics that it asks all employees to use.

Stewards. Choose a group of culture stewards that meet with leaders once a month to
discuss ways to support people using RapidChange tools in day--to--day activities. The goal
is for your company to be able to support routine and systemic use of Rapid Change tools.

Solution Forums. Using the Toxic Pool, Drawing Insights and 3-years-out to identify and
remove barriers to excellent performance.
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