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Learning Objectives 

By the end of this program you will 
understand: 

•  The critical difference between managing 
change and managing transition 

•  How to identify where people are in the 
three-phase transition process 

•  How to create and implement effective 
strategies to lead people in each of the 
three phases  



Change vs. Transition 

•  Change is an event 
•  Transition involves our emotional adjustment 
•  The process of transition is about managing 

our internal reorganization of who we are 
and what we want to become 

•  Change starts with the outcome 
•  Transition starts where people are 
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What’s Changing in Your World? 

Work 

     Family Community 

Other 



What’s Changing in My World? 



What’s Changing in My World? 



What’s Changing in My World? 



Why does it matter for our 
organizations? 

•  According to a recent Gallup study, only 
22% of U.S. employees [feel as if they] are 
engaged and thriving. 

•  Disengaged employees currently cost the 
American economy as much as $350 billion 
per year in lost productivity. 

•  Not taking care of your employees means 
that you will eventually lose them.  



Change vs. Transition 

   Strategic Planning 

Change Leadership Transition Management 



To Do Nothing is to 
Decide 

•  Transition requires active planning and 
intervention 

•  Left to itself, transitions get stuck 
•  Most organizations are running at a 

transition deficit 
•  There is a roadmap to move through 

transition 



Ending 

Neutral 
Zone 

New 
Beginning 



Phases of Transition 

Ending 
• Loss    
• Letting go    
• Getting closure 
• Saying good-bye 

New Beginning 
• Being “with it”    
• The new 

chapter 
• Renewal 

Neutral Zone 
• In-between time    
• Chaos    
• Clean slate 





Where Are People in the Transition 
Process? 

Ways to determine: 
– Signs 
– Words 
– Losses 



Ending 

Neutral 
Zone 

New 
Beginning 

Not Yet 
Begun 

Date: 

Sales & Marketing 

Senior 
Management 

Board of 
Directors 

Southern 
Field 

Offices 

Central Field  
Offices 

IT Group 

Admin 
Group 

Northern 
Field 

Offices 

Customers 

Where Are People in the Transition 
Process? 

The Change: Merger and Reorganization 



Managing Endings  



Strategies to Manage Endings 

Acknowledge people’s endings and losses 
! Understand and accept grieving as natural 

and necessary 
Give people all the information they need 
! Clarify what is and is not ending 
Look for ways to soften the impact 
Use ceremony/symbolic events to honor past 
! Hold boundary events to mark a clean break 
! Give people a piece of the past 



Strategies to Manage Endings: 
Who Stands to Lose What? 

Who?______________________ 

What?_______________________ 
Turf Status Power 

Influence Relationships Memberships 

Routines/Structures Personal Future Meaningful Work 

Control of Destiny Personal Identity Competence 

Other 

You Groups Individuals     Outsiders 



Strategies to Manage Endings 



It’s time to say… 

Good-bye 

Auf Wiedersehen 

Sayonara 

Farewell 

Adios 

Au Revoir 

I, ____________________________ 

in recognition of the need to let go of 

an old way, idea, behavior, point of 

view, person, image of the 

organizations, job, role relationship, 

group, etc, do so symbolically by 

naming it here… 

______________________________

______________________________

______________________________

______________________________

______________________________ 

…and sending it on its way. 

Strategies to Manage Endings 
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Strategies to Manage Endings 

In honor of a New Era of Services to Children and Adults 



Leading in the Neutral 
Zone  



The Neutral Zone 

•  Can occur individually or organizationally 
•  Organizations are increasingly asking people 

to live in a state of almost chronic transition 
•  Consequence: confusion reigns and the trust 

gap widens 



You can guide people through by 
focusing on… 

! Communication 
! Temporary Solutions 

•  Identify problems that have emerged or may 
emerge and create possible solutions 

•  Enhancing Creativity and Learning 
! Transition gives people a chance to see with 

new eyes and to imagine new alternatives 
and ideas. 



Improving Communication during 
Transition 

Remember the Basics: 
•  6 times rule 
•  Vary the medium 
•  Ensure two-way face-to-face 

communication 
•  People like to communicate directly with 

their supervisor. They are generally 
viewed as the most credible and trusted 
source of information. 



Improving Communication during 
Transition 

– Consider timing 
– Ensure consistency 
– People trust behavior over words 
– Understanding is more important than 

agreement 
– Listening is twice as important as talking 



Improving Communication during 
Transition 

•  Tell them the truth - good news and bad 
•  People usually complain before they create 
•  Focus of the impact at the local work area 
•  Express your concern 
•  Give people permission to voice concerns, 

their feelings are normal 



Roles and Responsibilities for Effective 
Communication 

Senior 
Leaders 

Team 
Leader 

Local 
Manager 

Divisional  
Management Team 

Commitment 
•team meetings 
•feedback 
•one-on-ones 

Action 
•behavior supports words   
•updates 
•team problem-solving 

Awareness 
•newsletter 
•video 
•e-mail 

Understanding   
•large group presentations 
•video conferencing 
•training seminars 



Communication Checklist 

•  What is really driving the change? 
•  What would happen if we didn’t change? 
•  What will we become through the change? 
•  How does the change fit with or grow out of the 

past? 
•  What kinds of secondary change are likely to 

occur? 
•  What’s in it for me? 



When You Don’t Have Answers 

•  What kind of assistance will we provide 
affected individuals and groups? 

•  When you can’t tell people what, tell them 
how the what is going to be determined and 
when. 

•  When you run into a delay, explain. 
•  Tell them what you are doing about the 

problems causing the delay. 
•  Tell them what you wish you could tell them. 



When You Don’t Have Answers 

•  Tell them you know that this is a 
difficult time for them. 

•  Tell them that you hope that they 
will hang in there. 

•  Don’t tell them “trust us”, “be loyal” 
or “stop complaining.” 





Supporting New 
Beginnings  



New Beginnings 

•  Managing new beginnings is the easy part if 
the ending and the neutral zone are well 
managed 

•  New beginnings can seem to happen on 
their own 

•  It’s all about moving forward, your role as a 
leader is to support that 



Strategies for New Beginnings 

1.  Fine tune the implementation plan. 
2.  Clarify the changes. 
3.  Provide opportunities to practice. 
4.  Work collaboratively with others. 
5.  Focus on a few quick successes. 
6.  Build in responsiveness and flexibility. 



Top 10 Lessons Learned 

1. Acknowledge the loss and give colleagues 
permission to grieve 

2. Full transparency and honesty 
3. Communicate, communicate, communicate 

even when you don’t have all the answers 
4. Leaders make or break a successful 

transition 
5. Recognize that people are in different places 

and leaders need to meet them where they 
are 



Top 10 Lessons Learned 

6. People may regress depending upon 
what    they are dealing with 
7. Let the people decide on ending events 
8. Celebrate milestones 
9. Leaders need to watch for signs of people     
struggling with transition and respond 
quickly 
10. Remind people frequently that there will 
be a new beginning  



Discussion/Questions 



Julia_Sorensen@cooley-
dickinson.org 

John.f.looney@lahey.org 

Thank you! 


