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Marion Gamel is a C-level executive
with over 20 years of experience.
Having started her career as an
entrepreneur, she then worked for
Google and Eventbrite, and was

Chief Marketing Officer of Betsson
Group. Marion has been coaching
entrepreneurs, founders and
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C-executives around the world since
2015. In this regular column, she
provides advice to business leaders
to empower them on issues ranging
from improving efficiency to driving
transformation and international
growth within the company.
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Crear Marion,

There are major changes cumently taking place within
rry cormpany, and dus to inevitable circumstances, not
all of thern are entirely positive. Dwant ry workforce to
b= more adaptable, but at the same time, | don't want
a mutiry @n rmy hands! | find managing change within
iy arganisation to be a tricky subject. [t often feals like
| hawe to choose between one and the other, which
is not very conduche to business growth, Howe can |
creats a culture of agility within rmy workforce, whilst
appropriately managing change in my organisation?

Simceraly,

Confusaed CED

Dear CED,

CHANGE IS BUSINESS,
BUSINESS IS CHANGE.

The ancient saying, The only thing that
mever chamges, is change’, has newer
been truer than today. Globalisation and
digitalisation are arnplifyimg hurmans’ and
companies’ need to deal with ambiguity,
to adapt and to grab opportunities in
order to survive, let alore thrive

Whether change comes from  owr
erwviramment and imposes a shift in the
weay we think, or whether it comeas about
asthe resultofour thinking, which impacts
our emdronment, change is a "brain thing'
It is therefiore essential for business leaders
to understand the mechanisms of change
and how to hamess it in order to tum
their tearmn inte an agile, change-friendly
weorkforce

s

HOW TO ‘DO’ CHANGE
Change is hard.

Despite the fact that our brain is an
amgan built to sdapt, it is not fond of
change. Camying out habitual tasks
on autopilot is easikest. You see, habits
take the shape of neurc-wirings in
the brain, which are ussd =o often
that they're like ril tracks. Replacing
habits (rail tracks] with new weys
twalking through unchartered wild
terrain) is a considerable effort and
requires three key ingredients: time,
attention and repsetition.

Tire: Change cannot be rushed. To
embrace changes, people need to
go through warous stages, without
skipping arny, wntil they reach
acceptance.

Attentiors A limited resource. While
we  pay  attention to sormething
e, were not paying attention to
avenything else. Asking your entine
workforce to focus on change is an
irvestrment as it takes their attention
away from other goals

Repetition: Changing owr way of
acting or thinking requires practice,
in order to achieve fAuency. One
cannot ‘un-wire' their brain to erase
an old rail track Instzad, change
requires you to intentionally do
something new repeatedly, in order
to create a new rail track
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HUMAN BRAINS ARE

FUNDAMENTALLY SOCIAL

According to psychologist Abrahamm
Maslow, who crested the “hisrarchy
of nesds’ theory, a sense of b=longing
is the third most important basic
human nesd. In time of changes,
kaders nead to gain trust, activats
kwalty, and create a strong senss
of belonging, getting peoplke into
a positive mindset. Such goals can
b= achieved by acknowledging
emotions, shiaring informmation,
activating the reward system,
rmaking the rmost of ‘in groups’ ard

using story-telling.

EMOTIONS

Charnge is the birth of new, butitis also the death of old.
Whan rmajor changes happen in a company, the rangs
and sequence of emoticns that peopk experience can
b= compared to the emotions they fesl when they loss
a kwed one - denial, anger, a desire to go back to the
past, followed by scoeptance and the ability to plan for
the future. However, if the ssquence is not followed,
change can alter individuals’ behadour in a negative
wiay, leading to arciety, temitoriality, selfishness, inakbility
o make decisions, lack of focus, dissngagement, and
WOTSE

Furthiermore, ermotions are contagious: they'll spresd liks
wildfire throughout your workforce lgnering them lesds
to a decrease in employees’ perfomnance and a rise in
attrition. Hare are twao simple things a kader can do to
create a strong bond and rmaintain trust while driving
changes

Acknowledge the varicusemotions being expressed and
expenenced by your t2arm Share some perscnal truth -
such as your own experences and emotions in relation
tz a change you went through - and show authentic
empathy. | care about how you fesl”, | understand
your concems’ and | felt the same way" are powerful
rmessages corming from a leader. Give your t2arn a safe
place where to ‘vert: small workshops, one-to-orne
discussions with a manager, or Q&L sessions during the
campary all-hands gathering Mot only is this cathartic,
this will also undercut the need for gossip.

Afteryou e explored and acknowledged their emaotions,
offer your team a break from therm, Unite troops around
a new project of goal You can choose to give mone
importance to the imminent launch of a new product, in
arder to offer your team something positive to fecus on
while a deep change is happening in ancther area of the
campary. Alternativwly, you can refresh your com pary
goals and organise your workforoe into project-teams to
tackle each goal.

mazr

INFORMATION

Fact: Even the most negativwe piece of
resws is kess stressful tham not knowd ng!
Levals of cortisal, the stress hormons,
higve besn found to be higher in peopls
whaiting for a test result than armong
p=ople who knowe that the outcomes of
the test was negatiwe, One of the most
important requirernents to efficiently
rmanage chamge is to share as much
informnation, as early and a often as
possible during the process, giving
your workforce the reassurance that
rnothing bad is going on 'behind their
back’ and that their leader is acting in
a transparent and respsctful manner,

If you are working on a re-organisstion,
announce you'we started the process
and commit to 8 date for the final
reveal. IF it is likely to result in job
cuts, pre-anncunce it explain the
raticnale and commit to  kesping
your workforce up to date ina timely
fashicn. The fealing of being kept ‘in
the know' will gain trust ard loyalty, as
well as keeping stress kevels down and
perforrrance high.

REWARDS

In  times of change it is
pararmcunt to celebrate goed
work and successes even more
than wusual Communicate in
a timely way about achisved
goals, acknowledge great waork
on a weekly basis, ardd create
a company ‘awards cerermony.
Give kudos and srmall bonusas,
While your team's reality is
chianging, it is reassuring to fes|
proud about achisverments



IN-GROUPS

A recent and surprising  finding
of neurcecience is that although
we think of social pain - such as
being rejected or criticised - as
differant from physical pain, the
brain processes both similarly, They
feel identical and they impact us
equally. Sccial rejection  reduces
I because it is painful, and pain
impacts our ability to think

Throughowt our lives, we all build
an in-group - people we feel close
to - and cut-group - peopls we fes
differant from. In time of chamge,
encourage  mmanagers  to  gain
awareness about their own in-group
as well as the way they treat people
im it and hosw it differs fromn the way
they treat outsiders. This awareness
empowers them to intentionally
widen the group of peoplke who
benefit frorm special treatrment.

THINGS TO TRY TO WIDEN IN-GROUPS
Change the loecation of mestings to different parts of
the camparny building to encocurage networkineg.

Invite to your team mestings people from different
functions in order to encourage cross-functional

collaboration.

The strenger the serese of belonging and the widsr
each employees in-group within a comparny, the
rricre likehy your workforce will be to think as one and

care about the compary as & whole,
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STORYTELLING

From an early age we lowe stories amd use them to
assimmilate complex moral concepts such as coumgs,
ethics and hope We use the sarme skills to understand
r=al people and situations as we do to relate to fictional
characters. & powerful thing a leader can do is to talk to
their t2am about their emotions, their past experiences
with profound life changes, ard what they l2arned from
these experiences, which then allows them to share their
vision about the future. By doing this, a leader tums a
strassful reality into a story that encompasses the presant
whilst lecking inte the future, Storytelling is persuasive as
it presents an idea in & non-threatening way, One of the
st powerful models available to tell a compelling story
about organisational change is the Intentional Change
Model, deweloped by Boyatzis and Golernan:

1. The ideal self, Who we need
and want to be Our wvision for
the futurs.

2. The real self \WWhowe ara right
nowy. Cur people, our skills, our
wiays, our business context.

3. Cur learning agenda To go
from who we are to who we
reed to be.

4 The experimentatiom: 'We
rust embEcs leaming and the
tmEnsitional  perod,  including
rnimirnising the fear to fail.

E. Supportive relationships and
resources: They make change
possible as we support each
cther. Making a list of the great
pecple we work with reminds us
of this rescurce we can tap into

PLANNING CHANGE

MARION'S CHEAT SHEET FOR BRIDGES'S
TRANSITION MODEL:
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Cire of iy favourite moedels to manage chamgs is
Bridges's Transition Model from Endings to In
Between to New Beginnings

It offers leaders a powerful tool to identify where
people are in the changs precess and what they
need o rmove on to the next stage. This rmodel can
b= effectivly used in worlshops, where the three
phases are described and explained so amployses
understand what it is they are going throwgh, why
it feels like it does and what's coming rext. Once
assirnilated, this model can ke usad to deal with
future changes and with other tearms, creating an
&7ile, change-friendly culbure whera the ‘Ending' is
n longer sad, the ‘Tn Bebesen' is acceptable and
the ‘Mew Baginning' is exciting.

Giood luch

Maricn sk

Got a question for Maron? Emall her at
nmadrbom. ganme g mall.conn



