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Tools for Affecting Powerful Change

Presenter
Presentation Notes
One of the most important skills an Agilist must have is that of the Change Agent.  Continuous improvement is fundamentally all about change.  And very often, we’re expected to find clever ways of convincing people that they really want to take on the change that’s being imposed on them, and to help them figure it out and eventually embrace and own it.  There’s a huge process in there which is not just a curve but more like a convoluted path, with forward and backward movement in multiple places, and a lot of frustration and resentment and anxiety all throughout that journey.  We’re called upon to help people get through all that, and if you’re anything like me, that’s both the toughest and the most rewarding part of your work.

I’m going to tell you a story about a time I failed and learned something really important – something that started me thinking about what people need in order to feel comfortable with change. Then I’m going to tell you about some of the things I’ve been learning since, because I think these tips can help you, too.  

Finally, we’re going to do a group exercise where you’ll come up with ways to put some of these ideas into practice, and share them with each other to get feedback, so if you’ll notice on your tables there is a handout on which to take notes – as I’m talking, I’d like to invite you to jot down any ideas that come to you about how these things might help you, too, and then we’ll come back to them later.
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Stages of acceptance change curve = grief and loss processing curve

Presenter
Presentation Notes

The stages of acceptance of change curve looks pretty much exactly like the one originally made to describe the process of grief and loss.  1969 “On Death and Dying” Elisabeth Kubler-Ross

That’s because our brains are adapted to repetition, and actually process the experience of something very new as if it were an error signal – something unexpected is going on here!  Danger, Will Robinson!  
Bottom line: Change amplifies stress and discomfort 
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Change represents a threat to our identity

Presenter
Presentation Notes
In our brains, we experience change in the same way as we experience a genuine threat.  The stress response is identical physiologically.  It’s an error signal from the amygdala and orbital frontal cortex.  These two parts of the brain work together for things like regulation of emotion, fight/flight response, and decision making, especially as it relates to stimulus-reward associations and behavior change. 

The result is that when we are experiencing change-related stress, and interpret it as danger, we can experience what is sometimes called an “amygdala hijack”, where our ability to respond calmly and with reason is shut down, and we aren’t as able to make good decisions, 

Change = danger, but what is in danger?  It’s an existential threat to our sense of self, to our identity.  
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What is Identity?

Presenter
Presentation Notes
What is identity? What do you identify as? 

What identities do you have? Personality characteristics, like honest, funny, shy, spiritual, creative.  Or it could be family relationships, job role, sexuality, race, religion, place of origin, sports teams.

Everyone has a multitude of identities.  *Stable* state of being, but at the same time it’s fluid, subject to new information, and ideas, so it can morph over time and yet remain intrinsically *you*.  

Social identity, in which you experience a state of belonging, adds a layer of complexity in that you may have many faces depending on the group you’re currently identifying with in any given moment. 

What is the first thing you ask when you meet someone?
 
Are we what we do? Historical context for that. Your work reflected your status and where you fit in your community. Bakers baked, Coopers made barrels, Smiths crafted things.
 
Today we have the additional subtle expectation that we choose our work. Your work reflects your values and dreams.
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Identity Crisis

Presenter
Presentation Notes
Q: What is an identity crisis and why is it so serious?
 
What happens when we lose our jobs? How do we feel?
Roles taken away – BSA, Tester…Manager!
 
What other changes in life can lead to identity crisis?   What about divorce?  Empty nest? Leaving military service.
 
Debilitating grief and loss of purpose.  The fear of this experience is so great that we will do almost anything to prevent it.
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Social Identity

Are less likely 
to leave

Perform more organizational
citizen behaviors

Are more 
involved 

on the job

Report working 
harder

Are more satisfied 
with their jobs

When employees identify with organizational groups they:

Presenter
Presentation Notes
Social Identity
 
We look to others to see how to behave.  Forks in restaurant, who is laughing at the jokes, overdressed at a party?  It’s how humans learn – we do it from the time we’re born.

Play social experiment video
https://www.youtube.com/watch?v=o8BkzvP19v4

 Social identification is the sense of oneness that group members feel with certain groups and the degree to which they define themselves as members of those groups. When employees identify with organizational groups (e.g., workgroup, team, or organization), they:
are less likely to leave
perform more organizational citizenship behaviors 
are more involved on the job 
are more satisfied with their jobs 
report working harder
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Tips for affecting change through awareness of Identity

Give people the change

Edit core narratives

Activate existing personas 

Create cracks in existing personas

Leverage group norms
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The “Problem” Team

Presenter
Presentation Notes
The Story of the Problem Team

Brand new team.  Complexity in team makeup.  Varied Agile Experience. 2 different internal orgs plus contractors, both onshore and offshore. 

Shu – Ha – Ri, fixed approach, my job as a Scrum Master to teach them Scrum and Agile practices.  Enforcing Retrospectives, Backlog Refinement, etc.

Started with skepticism which moved pretty quickly into resentment and pushback.  Arguments about story writing.  I was losing confidence and getting frustrated.  What’s wrong with these people?  Why do they hate Agile so much??
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Presenter
Presentation Notes

The Awful Retrospective – tree plant – consulted coach.  Ask them to pick a ceremony that’s the biggest pain point and let them change it, and write their own acceptance criteria around how their change will also meet the intent of the original ceremony.  This sounded like good advice but I was afraid if I gave them authority over the process, they hated Agile so much they’d just decide not to do it at all, and then I would have failed at my only job!

I decided to think about it for a couple of days while I went off to a conference (my first Agile Coach Camp)
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Why are people so resistant to change???

People are not resistant to change.  They’re resistant to COERCION.

Presenter
Presentation Notes
Met Martin Cronje at Coach Camp, told him my story.  Why are people so resistant to change??  That’s a myth.  They’re resistant to BEING CHANGED.

I was evangelizing Agile, which is offensive.  I was imposing practices upon people without giving them any say in it.  
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People change ALL THE TIME.  On purpose.  Even when it’s hard.
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Even when it’s REALLY hard.
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Their solution to the Refinement meeting they hated?

More Refinement!....but on their own terms, in their own way.

Presenter
Presentation Notes

The Apology and the Solve:

 Optional:  How Julie screwed up, and why she’s so excited about it
 
Everything changed.  The team felt empowered to own their own process, and they began to embrace their new practices and find them useful, without so much resistant or resentment.
 
I started spending a lot of time researching what people need to feel safe, supported and empowered during times of change and I realized there was a common thread: Identity seemed to be at the root of all of it.
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Give People the Change

Presenter
Presentation Notes
Explain Manifesto and Principles and let them make the rules as long as they true back to those.  Give them the WHY, don’t just Shu Ha Ri them.
 
Make everything an experiment
 
It’s safe, it puts the change in the hands of the participants, and it creates a foot in the door for more change, which we’ll talk about more later.

They can write their own acceptance criteria.

Invitation over imposition. This is the *autonomy* part of motivation!
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Give People the Change

“A team should choose its own process -
one that suits the people and context in 

which they work. 

Imposing an agile process from the outside 
strips the team of the self-determination 
which is at the heart of agile thinking.”

- Martin Fowler

Presenter
Presentation Notes
 
Martin Fowler, signatory of the Manifesto, says “a team should choose its own process - one that suits the people and context in which they work. Imposing an agile process from the outside strips the team of the self-determination which is at the heart of agile thinking.”
  
Imposition leads to a sense of disempowerment.  It’s actually a form of violence, of force.
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Edit Core Narratives 

Presenter
Presentation Notes
Compliance vs. internalization.  

Who are we as people?  Who are we as a group?

Two session experiment: 2nd grade children in tempting situation -  put in a room with toys and told not to play with the robot, one of the best toys.  Some of the kids are told by the researcher that it would be wrong to play with the robot and he will be really, really mad at them if they do. Others told he’d be a little annoyed. None of the kids played with the robot, but after when they were asked how much they liked the toys, the mild threat condition kids reported significantly less interest in the robot than the harsh threat condition kids. They inferred that if they didn’t play with it, it was because it wasn’t really that interesting. But more than that, they also assumed that they didn’t play with it because they were good, honest kids who obey the rules.  After all, they weren’t going to get into *that* much trouble.  The reason we know this is because a few weeks later, the kids were brought back for another tempting situation.  Another researcher, who didn’t know which condition the kids had been assigned to in the first study, gave them a video game to play, and told them they’d get cool prizes if they got 35 points.  The game was set up to end at 33 points. The kids in the mild threat condition from the previous study were FAR less likely to lie about how many points they got than the kids in the severe threat condition.  A substantial number of the severe threat condition kids lied, suggesting that they had told themselves that they hadn’t played with the robot because they guy would be really mad, not because they were such honest kids.
 
So if we want people to comply, isn’t it better to reward good behavior than to punish bad? It depends on the reward. Rewards can ensure compliance just as threats can. But the difference remains between the effectiveness of compliance vs. internalization.  Research suggests that pairing a strong reward with a desired behavior can actually reduce the likelihood of that behavior continuing after the reward has been removed, in comparison to conditions in which there was no reward to begin with.  People assume they’re doing the behavior because of the reward and not because they want to.  But if you offer a very small reward, at can increase the behavior and people assume they’re doing it because they want to, not because of the reward. This is called the minimal sufficiency principle.
 
 
The way you label existing behavior is important.  In one randomly chosen class room, over a period of eight days, the teacher and principal made a point of labeling the kids as non-litterers.  She hung a poster with a cartoon character saying “This is Mrs. Anderson’s Litter-Conscious Class”.  Another day, the principle came in and commented on how clean and tidy the class was.  In a different class, the teacher lectured on ecology and the dangers of littering, and told them how important it is to put their candy wrappers into the trash instead of on the floor.  The principal came in and told them how important it is to keep their classroom clean.  A third class was a control condition in which no prompting either way was given.  Two weeks later, all kids were given a puzzle that was wrapped in a small, disposable container.  70% of both the traditional persuasion group and the control group threw their trash on the floor, in comparison with only 15% of the group who had internalized their behavior as non-litterers.  They had come to believe that’s who they are, even when they didn’t know they were being monitored.  

Agile: Closing stories on time at the end of the Sprint: Our group is so committed to being well-managed!  

Link the change to identities they already have, appeal to who they are.  You can even shape who they think they are by stating the group norms.
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Activate Existing Personas

Presenter
Presentation Notes
Activate existing personas 
 
St. Lucia Parrot
1977, 100 parrots left.  Conservation college senior, $200/mo plus board.  No economic case for saving the parrot. Convince the St. Lucians THEY ARE THE KIND OF PEOPLE WHO PROTECT THEIR OWN! Made T-Shirts, bumper stickers, bands recorded songs, dressed up as parrot and visited schools.  Hundreds of parrots now – in 2008, reported no one had shot a parrot in 15 years.
 
Made me think in NYC about ways to keep people from throwing the cigarette butts down into the street.
 
Jerry Sternin – Vietnam Story. https://brightspotsculture.wordpress.com/the-original-story/ 
 
In 1990, Jerry Sternin was sent by Save the Children to fight severe malnutrition in rural communities of Vietnam. The Vietnamese foreign minister, having seen many such “do-gooder” missions in the past, gave him just six months to make a difference. Sternin was well-versed in the academic literature on the complex systemic causes of malnutrition – poor sanitation, poverty, lack of education, etc. He considered such information “T.B.U.” – “True But Useless.” There was no way a strategy focused on changing these deeply rooted issues could see results in six months.
 
Instead, Sternin used an approach that he would later call positive deviance. He traveled to villages and met with the foremost experts on feeding children: groups of village mothers. He asked them whether there were any very poor families whose children were bigger and healthier than the typical child, even though their families had only the same resources available to all. Hearing that the answer was “yes,” Sternin and villagers set out to discover what the mothers of the healthiest children were doing differently.
 
They found that the mothers of the healthiest children were indeed doing things differently. First, they were feeding their children smaller portions of food, more often during the day. Second, they were taking brine shrimp from the rice paddies and greens from sweet potatoes grown in their gardens and adding these to their daily soups or rice dishes. They were doing this even though most people avoided these foods, which were stigmatized as “low class.” And third, when serving their children, they were ladling from the bottom of the pot, making sure the kids got the shrimp and greens that had settled during cooking.
 
Sternin called these families “bright spots” – observable exceptions recognized by their peers as producing results above the norm with only the same kinds of resources available to others. In less than a month, he and the mothers had discovered local practices that were effective, realistic and sustainable. He helped mothers in other villages to study their local bright spots and replicate their behavior. Critical to the success of this process was recognizing that sustainable solutions are already in use, and could be locally sourced by local people. Sternin helped the “bright spot” mothers in numerous villages train others in the most effective practices for their communities. At the end of six months, 65% of the children in the villages where Sternin worked were better nourished.
 
Agile: Appeal to their sense of pride in their organization.  Find where it’s already working and leverage that.  It’s harder to affect change as an outsider. Find someone on the inside who’s already doing it, and share their story.  Better yet, put them in a room together.
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Create Cracks in Existing Personas

Presenter
Presentation Notes
Create cracks in existing personas

 
Cialdini - Ugly sign story: Most people were unwilling to put a large, ugly wooden sign in their front yard indicating their support for a neighborhood “Drive Safely” campaign.  In a nearby neighborhood, 4 times as many people were willing to put up the ugly sign.  Why? Because 10 days earlier they were asked to put a much smaller sign in their front window.  Now they would think of themselves as people who are willing to put up signs for their neighborhood campaigns. 

Ask them to do something really small which is in line with the new idea.  Subsequent behaviors will be easier to influence. If you can get them to declare it publically it’s better.  Consistency – voluntary, active, public commitments make it easier to ask for bigger ones later.

Having them write it down is even better!  One study reduced missed appointments at health centers by 18% just by asking the patients to write down their net appointment time and date on the reminder card, rather than having the staff do it for them.  

Added benefit of Agile Information Radiators!  When I do Team Norms and Working Agreements, I have everyone sign the sheet that hangs in the room.  
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Leverage Group Norms

Please don’t remove the 
petrified wood from the 

Park, in order to preserve 
the natural state of the 

Petrified Forest.

Many past visitors have 
removed petrified wood 

from the park, changing 
the natural state of the 

Petrified Forest.

2.92% 7.92%1.67%

Presenter
Presentation Notes
Leverage group norms
 
75% of our hotel’s guests reuse towels.  Staying in THIS room increased it even more.

Arizona’s Petrified Forest National Park: The researchers hand marked pieces of petrified wood along both trails, and then went back and measured how much had been taken from each.  

If a significant number of people have already adopted the behavior, point that out.  Don’t accidentally tell them who is NOT doing it.  It’s more effective to say point out that 75% of people ARE doing it than that 25% of people are NOT.

Let them create their own norms and then link the change to those.  Team norms are important for a reason!
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Troika Workshop

• Spend 3 minutes brainstorming
• Get into groups of 3
• Take 3 minutes to share your idea with the others in your group
• Spend 3 minutes getting feedback from them. 
• Repeat until all 3 have presented.
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Powerful Tools for Effecting Change:
Personal and Social Identity

Thank you!!

Julie Bright
Agile Coach, Capital One

julie.bright@capitalone.com
Twitter: @JulieSaarah

https://www.linkedin.com/in/julie-bright/

mailto:julie.bright@capitalone.com
https://www.linkedin.com/in/julie-bright/
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