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Conner, Daryl R. (1992). Managing at the speed of change: how resilient managers succeed and
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Overview

In his book, Daryl Connor does not present a newly formulated theory of organizational change. Instead, he
presents an understanding of what leaders are actually doing when they successfully implement organizational
change. These understandings are based on years of experience and observations gained from helping a pleth-
ora of organizations manage change. Conner focuses on the human response to major change; why people

resist or accept change.

Conner believes the basic problem is that within change, too many transitions are occurring too fast. The

solution is to increase resilience in those who lead.
Conner divided the book into six parts. Each part answers key questions as outlined below.

Part I: The Speed of Change: Chapters 1 and 2

What is resilience , how does it affect the way organizations change, and what does it feel like to be absorbing
change at a speed slower that it is occurring around you?

Part II: The Change Imperative: Chapters 3 and 4

What has changed about change, what are the symptoms of “too much, too fast,” and why is managing
change a business imperative today?

Part III: Lessons Buried in the Mystery: Chapters 5 to 10

What are some of the hidden patterns that explain the mystery of change and how can managers use these
patterns to increase resilience in their organization?

Part IV: One Plus One is Greater Than Two: Chapters 11 and 12

How do resilient people gain energy during change rather than feel depleted by it, and why are synergistic
relationships the soul of a successful change effort?

Part V: The Nature of Resilience: Chapters 13 to 15

What are the characteristics that separate resilient people from those who suffer from future shock, and how
can resilience be fostered in people and organizations?

Part VI: Opportunities and Responsibilities: Chapter 16

What are the responsibilities that come along with learning how to increase human resilience to organiza-
tional change?




“Executives who suc-
cessfully implement
change, regardless of
their location, display
many of the same basic
emotions, behaviors,

and approaches.” p. 6

“Resilience is the
capacity to absorb high
levels of change while
displaying minimal
dysfunctional behavior”

p. 6

“Owur lives are the most
effective and efficient
when we are moving at
a speed that allows us to
appropriately assimilate
the changes we face”

p. 12

“It’s not the surprises in
life that are so debilitat-
ing. The truly crushing
force is being surprised
that you were sur-

prised.” p. 28

Part I: The Speed of Change

Chapter 1: Resilience and the Speed of Change

- Conner points out that change is intensifying dramatically at a personal, professional
/ﬁ/ifﬁ: and global level. The intensity and magnitude of change can create a doom—and—
( )S) gloom vision or an opportunity to accomplish goals. Through his research and obser-

/ vations, Conner determined that “executives who successfully implement change, re-

gardless of their location, display many of the same basic emotions, behaviors, and ap-
proaches”. Conner determined that the single most important factor to managing change successfully was the

degree of resilience the leaders demonstrated. Conner defines resilience as “ the capacity to absorb high levels
of change while displaying minimal dysfunctional behavior”. Conner notes that unsuccessful change is the

result of deeply ingrained habits, and these habits can be modified.

Conner believes that Patterns and Principals are the key to managing change. He outlines eight key patterns
to successful implementation of change. Due to the complexity of change, strict rules for change are not
possible. Patterns and Principals provide the flexibility needed to accomplish change. Conner believes these
patterns and principals will provide the reader with powerful guidelines for enhancing resilience, the key fac-

tor, in leaders.
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Conner states that everyone has a unique speed of change, which is defined as “ a unique pace that will allow us
to absorb the major changes in life most effectively and efficiently.” When a person exceeds their speed of
change, they begin to display signs of dysfunction. Conner states that by applying the key patterns, a leader

can increase a persons speed of change.

Chapter 2: The Beast

#
O

~3
>

Conner describes the “Beast” as the implica- WAL tions a

change event has on a persons life. When the implica-

tions of change are unknown, dysfunctional behavior is the norm, however, when one learns to recognize and
prepare for the stages of change the events become less devastating and traumatic. Unfortunately, life does
not always match the planning and anticipation at which time the “Beast” can take over. Preparing for and
managing change becomes a balancing act. Even positive change can have negative implications. Conner
also states the “Beast” is not always obvious. It can manifest itself subconsciously or consciously and in indi-
viduals or groups. Conner states that humans are control orientated animals; humans attempt to under-
stand everything around us so we can better influence the events directly affecting us, we break down when
outcomes occur that are not expected. Conner provides a concise summary by saying: “It’s not the surprises

in life that are so debilitating. The truly crushing force is being surprised that you are surprised” p. 28.




Part II: The Change Imperative

Chapter 3: Welcome to Day Twenty—Nine

Conner states that because the world is changing at such an alarming rate, people are losing their sense of
stability and confusion and dysfunction are become the norm. People can no longer rely on things we have
taken for granted because they have changed or no longer exist. The shift that this causes can either improve
or reduce the quality of our lives. People have an opportunity to either be architects or victims of change,
regardless of the circumstances of change. Conner notes that change has an exponential affect; a change in
one thing forces many others to change which in tern forces many others to change. While this exponential
change effect occurs, people continue to handle change the same way they always have: “It will work itself

out”. This mentality is no longer suitable.

Conner goes on to describe the magnitude of change. He defines three aspects of change, Volume, Momen-
tum, and Complexity, and explains that all three aspects are accelerating so quickly that we are losing the ability

to respond effectively.

Conner believes that due to the magnitude of change, conventional methods of managing change are not
sufficient. Conner provides an interesting analogy for managing change that compares change to a car. He

summarizes by saying:

Conner notes that managers are much more aware of the impact of change and that managers are predicting
the type of change that will occur. These predictions of change fall into three categories: 1) No change 2)

Sporadic, incremental change 3) Continuous, overlapping change.

Conner is quick to point out that not only are changes multiplying exponentially, but the solutions have a
shorter life then ever before. Many programs, procedures and strategies we develop to deal with change be-
come outdated or obsolete. Conner goes on to say that our world now will look slow and uncomplicated

compared to what will come in the future.

“In one form or another,
people have always had
to confront change...
What has changed about
change is its magnitude”

p. 37,38

“At twenty—five
miles per hour,
shift into second
gear. You've done
all you can in

first gear.” p. 42

“The main ingredient
of success is the ability
resilient people have to
understand and use to
their advantage the
principles underlying

basic human patterns

that operate during

change.” p. 57




Part Il: The Change Imperative - continued

Chapter 4: Future Shock is Here
“Future Shock is the shattering stress and

Conner uses the term “future shock”, a term first coined by Alvin | disorientation that we induce in individuals

Toffler. Future shock is occurring at a much higher rate than ever | by subjecting them to too much change in

before. Individuals experiencing future shock have already too short a time.” p. 51

reached their unique speed of change.

The Structure of Change - The Eight Key Patterns of Change

Synergy Nature

Culture

Resilience

Roles

Commitment

Resistance

In Part III, IV and V, Conner discusses the structure of change; the key patterns of change. Resilience is the
primary pattern as it is central to increasing tolerance to future shock. The remaining seven patterns serve as
support patterns. When used in conjunction, these patterns greatly increase ones capacity to assimilate

change with minimal dysfunctional behavior.

Part lll: Lessons Buried in the Mystery

Chapter 5: The Nature of Change

Conner believes that change is a balance between capabilities and challenges. When

the equilibrium between challenges and capabilities is disrupted, change occurs. \-‘
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Change can be perceived as either positive of negative. The degree of Capabilities— our abilities and the
control one has over ones environment is a critical factor in how change | willingness to apply skills.

is perceived. Change can also be major or minor. Change is minor
when it does not significantly disrupt what you anticipated would hap- Challenges— dangers and opportunities
pen. Major change is loss of control.

There are three major types of Change:
1. Micro changes- affect you, your spouse, family, or close friends and associates.
2. Organizational changes— occur at work and any institution that affects your life such as church.

3. Macro changes- affects you as part of a global constituency and has the least affect.

Signs and Symptoms
of Future Shock
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-Poor decision making
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«Malicious compliance
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.Substance abuse
Suicide




Part lll: Lessons Buried in the Mystery — continued

The Human Reaction to Change

People have a This need can be Specific expecta- When reality
strong need for met by dictating tions are estab- ) matches expecta-
control. or anticipating ) lished based on tions, a sense of
their future. what can be control is achieved
dictated or an- and equilibrium is
ticipated. reached.

Conner outlines five key principle in the nature of change when involved in major

1.

3.

1.

2.

A When reality does

not match expecta-

organizational change. You can enhance resilience if you: tions, the feeling of
1. Realize that control is what we seek and ambiguity is what we fear and avoid. | control is lost and
. . o eople must adjust

2. Are able to exercise some degree of control, direct or indirect, over what hap- peop !
pens while implementing change. to the changes they

3. Can assimilate change at the pace change is occurring. were unprepared

S o to face.
4. Understand the micro implications of organizational or macro change.
5. Assimilate change within your absorption limits.

Chapter 6: The Process of Change

Conner states the process of change outlines the mechanisms of human transitions. Change is an ongoing
process. People who view change as an ongoing process have fewer problems during change. Resilient people
realize that major change is a fluid phenomenon. Conner describes change as having three phases:

The Present State: The status quo, an established equilibrium that continues indefinitely until a force
disrupts it.

The Transition State: Disengagement from the status quo. Development of new attitudes and behav-
iors that are desired. Very volatile and stressful state.

The Desired State: What one wants.
Pain: a critical mass of information that justifies breaking from

Change must occur when the cost of main- | the status quo.

taining the status quo becomes too high.
There are two prerequisites for major organ- | Remedy: desirable, accessible actions that would solve the prob-

izational change; pain and remedy. lem or take advantage of an opportunity.

Conner outlines six key principles in the process of change. You can enhance resilience if you:

Approach change as an unfolding process rather than a binary (either/or) event.

Accept that you will either pay for getting what you want or you will pay for not getting what you want.

Change is expensive and you will pay.

Believe that status quo is far more expensive than the cost of transition.
Accept the discomfort of ambiguity as a natural reaction to transition.
Are attracted to remedies you see as accessible.

Are presented with change in a manner that takes into account your frame of reference.

“A critical factor affecting
our perception of change as
bositive or negative is the
degree of control we exer-

cise over our environment.”

p. 70

“When you gain a
sense of control over
your life, it stems
from your ability to
match expectations
with perceived

reality” p, 73

Micro change is when
“I” must change; organ-
izational change is when
“we” must change;
macro change is when

“ ”
everyone” must change.

P79




“Orchestrating pain

messages throughout

an institution is the

first step in

developing
organizational
commitment to

change.” p.98

A Strong Sponsor must

have:
Power
Pain
Vision
The Long View
Sensitivity
Scope
A Public Role
A Private Role

Consequence Manage-
ment Techniques

Monitoring Plans

A Willingness to Sacri-
fice

Persistence

Part lll: Lessons Buried in the Mystery - Continued

Chapter 7: The Roles of Change
Conner believes there are four distinct roles critical to the change process:

Conner believes that the relationships between the roles can take on one of three basic forms: Linear, Trian-
gular or Square. These forms show how information and orders are transferred through a company. Change
will only be effective if the proper chain of command is followed.

Conner provides five key principles in the roles of change. You can enhance resilience if you:

1. Understand and can recognize the key roles in a change project.

2. Are familiar with the basic relationship forms.

3. Understand the general requirements of strong sponsorship.

4. Recognize that change must be clearly and strongly sanctioned by sponsors.

5. Perceive that the rhetoric of change is consistent with meaningful consequences.

Chapter 8: Resistance to Change

Conner states that resistance is a natural part of the change process; it is the force that opposes any significant
shift in the status quo. A persons perception of a change situation determines whether resistance occurs.
This perception is called ones frame of reference. Conner states that people can only change when they have
the capacity to do so. A person must have the ability and willingness to adapt to change. Resistance to change
can be expressed both overtly (memos and meetings) or covertly (hidden resistance). Both forms are damag-
ing, however covert resistance can not be easily seen and therefore multiplies exponentially until it sabotages
the change effort. Covert resistance is usually the result of low trust and inadequate participation. Overt resis-
tance on the other hand can be dealt with directly. Conner provides two charts which explain the possible
responses to change. The first is the “Negative Response to Change”, the second is the “Positive Response to
Change”. Each response has a series of phases which people go through before the change process is com-

pleted.

Ability: having the necessary skills and knowing how to use
them.

Willingness: the motivation to apply those skills.




Part lll: Lessons Buried in the Mystery - Continued

Immobilization — initial reaction is shock. The
NEGATIVE RESPONSE TO CHANGE person is often unable to relate to what is happen-

P. 133 ing.

Denial — inability to assimilate new information
into the current frame of reference.

" Acceptance Anger — frustration and hurt; lashing out.

Active

Bargaining — negotiating to avoid the negative im-
pact of change.

Depression — feeling victimized, lack of energy but
can often represent a positive step in accepting
change.

EMOTIONAL RESPONSE

N\ Testing — acknowledging limitations and redefining
PSS~ goals‘

% \\\ s Acceptance — targets now respond to change realis-
£ T tically.
TIME

Uninformed optimism — feel extremely positive;
naive enthusiasm based on insufficient data.

Informed pessimism — second thoughts which
may cause lEeople to “check out” and withdraw
from the change.

Hopeful realism — seeing the light at the end of
the tunnel.

PESSIMISM

CHECKING OUT Informed optimism — strong optimism about the

benefit of change, but realizing the price.

Completion — change is accepted.

Uninformed Optimism

éomple?onii WI

Conner provides five key principles in resistance to change. You can enhance resilience if you:

TIME

1. Understand the basic mechanisms of human resistance.

2 View resistance as a natural and inevitable reaction to the disruption of expectations

3 Interpret resistance as a deficiency of either ability or willingness.

4. Encourage and participate in overt expression of resistance.

5 Understand that resistance to positively perceived change is as common as resistance to negatively

perceived change. Both reactions follow their own sequence of events and can be anticipated and
managed.

Chapter 9: Committing to Change

Conner states that commitment is the key to successful change. Key participants must be committed to both
attaining the goals of the change and paying the price those goals entail or the change project will ultimately
fail. Commitment to change is evident when a person does the following:

1. Invests resources (time, energy, money, etc) to insure the desired outcome.
2. Consistently pursues the foal, even when under stress and with the passage of time.

3. Rejects ideas or action plans that promise short-term benefits but are inconsistent with the overall strategy
for ultimate goal achievement.

4. Stands fast in the face of adversity, remaining determined and focused in the quest for the desired goal.

5. Applies creative, ingenuity, and resourcefulness to resolving problems or issues that would otherwise
block the achievement of the goal.

“ Both negative and
positive response to
change models rein-
force the idea that
we seek control, and
that we fear and
avoid the ambiguity
of disruption.” p.

140

“To manage change
well you must use
sober selling as your
approach... you must
intentionally tell
targets what the true

costs of the change

will be.” p 141

“You can make all the
right moves and still
strike out with change.
A new procedure can
be implemented on the
surface but still fall
short of the sponsor’s
expectations. In other
words, the operation
was a success, but the

patient died.” p 146
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“Commitment is the
source of energy that
propels resilient people
and organizations
through the transi-
tions process at the
fastest, most effective
pace possible — the
optimum speed of

change.” p. 147

Guidelines for

Commitment:

1. People respond to
change at different
intellectual and

emotional rates.

2. Commitment is
expensive; don’t
order it if you can’t

pay for it.

3. Don’t assume com-
mitment will be
generated without a

plan of action.

4. Keep in mind that
building commit-
ment is a develop-

mental process.

5. Either build com-
mitment or prepare
for the conse-

quences.

6. Slow down to in-

crease the speed.

Part lll: Lessons Buried in the Mystery - Continued

Conner states that there are three stages
in the commitment process: prepara-
tion, acceptance, and commitment.
Conner provides a chart (right) to help
explain the commitment process. The
chart shows how the degree of support
for change can progress or regress as
time goes on. One can track the process
of building commitment according the
points at which a change can be threat-

STAGES OF CHANGE COMMITMENT

P. 148

Internalization Pl

Commitment Phase

Institutionalization V4
Adoption P4
) 7/
Installation P

ats ¢ e e *  "*PosillVe Commitment
ened (indicated by downward lines) or Acceptance Phase Pe""i’"y \ Threshold
advanced to the next upward stage. Understanding

<ER
Disposition

1. Preparation Phase: Threshold

Degree of Support for the Change

The preparation phase has to stages:
contact and awareness.

Contact : Contact efforts (meetings,
speeches, memos) do not always pro-
duce awareness. There are two possible
outcomes of the contact stage: unaware-
ness or awareness. Unawareness reduces
the chance of commitment. Awareness © ODR
advances the process.

Awareness : One passes into the awareness stage of commitment once one realizes that modifications affect-
ing your operations are in the works. Awareness does not necessarily mean that one has complete under-
standing of the change’s full impact. There are two possible outcomes for the awareness stage: confusion or
understanding. Confusion reduces the likelihood of change whereas understanding advances the process to the
second phase—Acceptance.

2. Acceptance Phase:
The acceptance phase has two stages: Understanding and Positive Perception.

Understanding: People who understand the change are able to judge it. The outcome of this judgment will
create either a positive perception or negative perception—the two possible outcomes. A negative perception de-
creases support and provides an environment for resistance. A positive perception increases support and the

likelihood of change.

Positive Perception: Once one perceives a change as positive, one must decide whether or not to support it.
The two possible outcomes of this stage are: not support the implementation of change or initiate the change.

3. Commitment Phase:
The commitment phase has four stages: Installation, Adoption, Institutionalization and Internalization.

Installation: A decision to embrace the change has been made. Installation is the first testing period. The
two possible outcomes of this stage are: abort the change or adopt the change for long term testing.

Adoption: Adoption examines the extended implications of change. The two possible outcomes of this stage
are: termination or institutionalization. Termination may occur if: 1) logistic, economic or political problems are
found, 2) the need that sparked the change no longer exists, 3) The overall goal of the organization has
shifted, 4) the key sponsors or agents have left the organization.

Institutionalization: The organizations structure changes to accommodate the change and rewards and pun-
ishments are put in place to maintain the change.

Internalization:Employees are highly committed to a change because it reflects their personal interests, goals
and values. One becomes completely devoted to the change.




Part lll: Lessons Buried in the Mystery - Continued

Conner outlines four key principles in the commitment to change pattern. You can enhance resilience if
you:

1. Realize the sequence of steps involved in committing to something new.

2. Are provided with the time and appropriate involvement to become emotionally as well as intellectu-
ally committed to a change.

3. Ate sponsored by people who invest the time, resources, and effort to assure specific plans are devel-
oped that will increase the likelihood people will commit to change.

4. Understand that commitment to a major change is always expensive, and that you either pay for
achieving it or pay for not having it.

Characteristics of Culture

Chapter 10: Culture and Change 1.

Culture is composed of three components:

Conner believes that culture is a key component to any beliefs, behaviors and assumptions.

organization. He outlines three characteristics of culture | 5
that are pivotal to understanding the relationship between
culture and change. These characteristics affect observable | 3. Culture is developed over time.
business operations (goals, policy, etc) and discrete, covert
operations (informal ground rules, unofficial guidelines, “the way things are around here”). When change is
implemented that is consistent with cultural beliefs, behaviors and assumptions it is usually successful, how-
ever when change is inconsistent with beliefs, behaviors and assumptions it is met with resistance. Conner
believes one has three options when facing an organizational culture that may hinder a desired change:

Culture is shared.

1. Modify the change to be more in line with the existing cultural beliefs, behaviors and assumptions.

2. Modify the beliefs, behaviors and assumptions of the existing culture to be more supportive of the
change.

3. Prepare for the change to fail.

Conner believes that in order to successful implement major change, an organizations culture must be delib-
erately developed. Culture can be developed two ways:

1. Evolutionary: Natural progression of unplanned reactions to short term needs. The culture just hap-
pens. Evolutionary organizational cultures are rarely successful in implementing major change.

2. Architectural: Intentionally planned culture with strategically places supports assist in the change. Archi-
tectural cultures are more successful in implementing change.

Conner states “ A key element to enhancing resilience and minimizing the chance of dysfunctional behavior
is to actively manage your organization’s culture.” p. 173

Conner provides three key principles in the culture and change
' pattern. You enhance resilience when you:

‘ ' 1. Understand the powerful effect culture has on the outcome of

any major change effort.

2. Know that major changes introduced into an organization
must be supported by the organization’s overall culture and its
local subculture.

3. Recognize that when countercultural changes are introduced,
you must alter the existing culture to support the new initiative.

Major change is always
expensive... you either pay
for achieving it or pay for
not having it.

“A key element to
enhancing resilience
and minimizing the

chance of
dysfunctional
behavior is to
actively manage your

organization’s

culture.” p.173
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“Synergistic
relationships
between sponsors,
agents, targets and
advocates serve as
‘the ties that bind’

during challenges
of change.” P 184

Empowerment Is:

. Different from
delegation.

. Not the same as
courage.

. Not synonymous

with Autonomy.

There are three ways to
define and approach

situations:

1. Opportunities—are
potential benefits
that require appro-

priate action.

2. Problems—have solu-

tions

3. Dilemmas—have no
solution. They must

be managed.

Part IV: One Plus One is Greater Than Two

Part IV deals with the seventh support pattern—Synergy. Conner believes that synergy is a powerful influen-
cer on the other six patterns and it is pivotal to the final outcome of any major change effort. Conner states
“How people relate to each other during change determines their individual and collective abilities to absorb
the implications of what is happening.” p. 183

Chapter 11: Prerequisites to Synergy

Conner states that relationships between the key sponsors, targets, agents ad advocates must be examined
before any major change is attempted. These relationships can be classified as selfdestructive, static or syn-
ergistic. Synergistic relationships are the ideal.

Svnergistic Relationships

Self-destructive Relationships Static Relationships

Miscommunication, blaming,

. Even mix of productive and « The soul of a successful change

complaining unproductive behavior. project.

Little productivity

« As effective working together as =« Individuals or groups work

alone. together to produce more than
the sum of their individual
efforts.

Consume more energy working
together than if each party had
worked alone.

. Produce just enough resources
to sustain itself
. Consume less energy together

Does not generate enough re-
than individually.

sources (profit, progress) to
sustain itself. « When encountered by change,

the nonproductive aspect drags
the group down.

. Participants grow complacent.

. Have excess resources thus can
absorb change more efficiently

People involved use the negative
and effectively.

situation to justify behavior
« 1+ 1 =2 but may become self-

< 1H1>2
< 1+1<2 destructive when confronted
with change.
Conner states that in order to develop synergistic relationships, there must be willingness and ability.

Willingness is the desire to have common goals and genuine interdependence. Ability is having the skills to
operate in an empowered manner and under participative management.

Chapter 12: The Synergistic Process
Conner outlines three stages of synergy. 1) Interaction 2) Integration 3) Implementation

1) Interaction: Without interaction among team members, synergy cannot exist. Conner believes there
are two aspects of interaction, communication and appreciative understanding.

Communication Appreciative Understanding

. Communicate effectively . Create an open climate

+ « Delay negative judgments
Empathize with others

. Listen actively
. Generate trust and credibility

« Value diversity

Interaction becomes critical when members do not agree on issues. Synergistic teams develop communica-
tion skill which guard against misunderstandings, confusion, blaming, alienation and hostility toward each
other.




Part IV: One Plus One is Greater Than Two — Continued

2) Integration: Conner outlines four approaches leaders use to successfully complete integration.

1. Tolerate ambiguity and be patient. Resolution of problems or dilemmas that result from change are
not always quick or clean.

2. Be pliable. All parties involved in change must be flexible.
3. Be creative. Creative thinking is critical when team members are attempting to integrate ideas

4. Be selective. Synergistic team members are balanced in their persistence and their tolerance for
ambiguity. Only work on ideas that are productive.

3) Implementation: The final phase of the synergistic process revolve around sound management practices
of the human capacity to work as a team. Conner outlines four approaches that must be adopted.

1. Strategize: Plan action steps that are specific, measurable and goal oriented.

2. Monitor and reinforce: Monitoring the progress of change is important. Reinforcement is equally
important. Positive reinforcement for appropriate behavior, negative reinforcement for inappro-
priate behavior.

3. Remain team focused: The group must remain sensitive to the needs of the individuals within the
team, the team as a group, and the organization itself.

4. Update: Action plans must be continually updated to account for and react to the ever changing
variables of change.

Conner outlines three key principles in the synergy and change pattern. You can enhance resilience if you:
1. Recognize how important synergy is to the success of change.

2. Are willing (common goals and interdependence) and able (empowerment and participation) to join with
others in efforts that produce a 1 + 1 > 2 equation.

3. Can listen to, value, integrate with and apply perspectives different from your own.

Part V: The Nature of Resilience

Chapter 13: Unseen Mechanisms

Through his research, Conner has determined there is a definite pattern or rhythm of change. When people
learn the rhythm, they can better mobilize their resources to increase their assimilation capacity and decrease
the risk of future shock. Conner states that when people are preparing themselves for change, the key issues
are “What will happen?” “When?” and “How will it affect me?”. Answering these questions decreases ambigu-
ity, reduces anxiety, and restores a measure of control. Although there will still be discomfort associated with
the change, being able to anticipate and understand the change can be regarded as a source of comfort. To
be successful at implementing change, a leader must anticipate such things as:

. How and when people will react to change.

. How they will express their resistance.

. How much commitment is needed to succeed.
. How this level of commitment can be attained.

. How the family, organization or societal culture will influence the final outcome.

“An organization’s
speed of change
depends largely on
how efficiently and
effectively it
advances through
the stages of

synergy” p. 200

“g

“Life and its inevita-
ble changes will still
surprise you. The
advantage of greater
resilience is that you
will no be so surprised
that you are surprised
and, therefore, you
will be in a better
position to recover

more quickly and

effectively.” p. 225
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The Five Basic
Characteristics of

Resilience:

POSITIVE

FOCUSED

FLEXIBLE

ORGANIZED

PROACTIVE

Part V: The Nature of Resilience — Continued

Chapter 14: Responding to the Crisis of Change

Conner states that resilient people have an elasticity that allows them to remain relatively calm in unpredict-
able environments. When resilient people face the ambiguity, anxiety, and loss of control that accompany
major change, they tend to grow stronger from their experiences rather than feel depleted. Resilient people
experience the same fear and apprehension as others when they engage in change, however, resilient people
are able to maintain their productivity as well as physical and emotional stability. Conner found by observing
how people respond to change that there are two types of people: Danger—Orientated People (Type D) and
Opportunity—Orientated People (Type O). These types of people are on opposite ends of a spectrum.

Conner uses five characteristics displayed by Type O people to demonstrate the basic characteristics of resil-
ience. He states that resilient people are: positive, focused, flexible, organized and proactive.. Conner also
provides some basic character markers for each trait.

1. Positive: Views life as challenging but opportunity filled

. Interprets the world as multifaceted and overlapping

. Expects the future to be filled with constantly shifting variables
. Sees life as generally rewarding

2. Focused: Clear vision of what is to be achieved

. Maintains a strong vision that serves both as a source of purpose and as a guidance system to reestablish
perspectives following significant change.

3. Flexible: Pliable when responding to uncertainty

. Believes change is a manageable process

. Has high tolerance for ambiguity

. Feels empowered during change

4. Organized: Applies structures to help manage ambiguity

. Identifies the underlying themes embedded in confusing situations
. Sets and, when necessary, renegotiates priorities during change

. Engages major action only after careful planning

5. Proactive: Engages change instead of evading it

«  Determines when change is inevitable, necessary or advantageous

. Takes risks despite potentially negative consequences

. Responds to disruption by investing energy in problem solving and teamwork.

By using characteristics above, Conner presents a continuum which can be used to evaluate weather or not a
person is Type D or Type O. He states that no person is purely Type O or Type D, but rather they slide be-
tween the two. For Example.

Resilience Continuum

low < » high
D TYPE O TYPE
Interprets the world as binary and sequential Interprets the world as multifaceted and overlap
ping

Sees life as generally punishing Sees life as generally rewarding




Part V: The Nature of Resilience — Continued

Chapter 15: Enhancing Resilience

Conner states that resilience can be enhanced in anyone by replicating what resilient people do. The four key
elements with the challenge of learning how to be more resilient are:

1. Understanding the prevailing (but unseen) patterns of resilience
2. Respecting these patterns

3. Conserving assets

4. Liberating latent resources

Conner believes that anyone can gain a powerful advantage by learning patterns that influence ones life. The
same holds true for change and resilience. This means developing a Type O approach to change and learning
to recognize the five basic characteristics. Conner states that strengthening these five characteristics is an
important first step to increasing resilience.

Conner provides four key points in managing the structure of change for a specific project. They are:
1. Determine the level of baseline resilience that exist among key people involved in the change
2. Identify which of the seven support patterns will provide the greatest leverage for the desired outcome

3. Recognize which of the principles from these support patterns can be most useful in reinforcing baseline
resilience

4. Apply the correct resilience principle with the appropriate resilience characteristics to bolster the basic
strength of and individual’s or group’s overall resilience pattern.

Part VI: Opportunities and Responsibilities

Chapter 16: The Ethical Ploy

Conner defines an ethical ploys as “circumstances that justify
disguising ones ultimate intent when seeking to persuade others”
p- 266 Ethical ploys demonstrate that sometimes it is better to
use a persons existing frame of reference to help people develop a
new perspective than to fight against them. Ethical ploys do not
manipulate or force anyone, they simply address issues or infor-
mation that would otherwise not be seen, understood, or consid-
ered relevant. When using an ethical ploy to enroll other people
to your viewpoint:

. Be clear about what you want to accomplish

. Identify what the people you are trying to influence want
to achieve

. Promise to provide some aspect of what they want

. Fulfill this obligation exactly as promised

. Expose them to a new perspective

Conner states “Whether for ourselves, our families and friends, or our companies, our church, our local com-
munity, our country, or the whole planet, successful change management represents more than opportunities.
It also reflects a responsibility to apply what we know.

Conner ends the book by impressing that “We will pay for learning how the manage change at a speed that
will accommodate the transformations that face us or we will pay for not doing so. Regardless, we will pay.”

“The Structure of

Change is a view of
the human
dynamics of

organizational
change that reflects
the most influential
mechanisms and
their relationships

to one another.”

p 254

“...Successful
change
management
represents more
that opportunities.
It also reflects a
responsibility to
apply what we

know.” p 275
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Managing at the speed of change is a practical book that can be applied to any facet of
organizational or personal change. Conner outlines his research findings in a clear and
understandable manner and provides ample examples to demonstrate the significance
and applicability of his findings. One can use Conner’s research to reflectively under-
stand change that has occurred or to predict the effects of change. By applying Conner’s
principles and ideas, a better understanding of how change effects individuals ,how indi-
viduals will react to change, why people resist change and how to lesson the negative

effects of change can be gained.
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