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Presenter
Presentation Notes
Thank the Audit and Advisory Services program for hosting these Bridging the Gap and having us out

https://uhs.berkeley.edu/facstaff/employee-assistance

Objectives

* Discuss the changing nature of
the workplace

* Provide an overview of the
change process and principles

 Examine and strengthen your
self-care and coping skills in
order to build your resilience
during times of change
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Changes at UC Berkeley

 Budget shortfalls and structural deficits

* Consolidation of work positions

« New means of generating revenue

* Increased “efficiencies”

 New leadership, reporting lines and work expectations
» Reorganizations, layoffs and staff reductions

 New duties and increased workload

« Changing workforce and retirement
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Presentation Notes
Lots of change happening. We will focus today on understanding the change process and what can be challenging about it. And then we’ll focus on helping you to build your resilience during times of change.


Change vs. Transition

Change is situational, while transition is psychological

Change:
 Happens quickly
e Leads to disruption of
expectations
— New Site
— New Boss
— New Team Roles
— New Policy

— New Processes
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Transition:

Understood in
terms of endings,
begins with leaving
something behind,
letting go, etc.
before you make a
new beginning
Takes more time
Experienced
Internally



Presenter
Presentation Notes
Another way to understand change is in terms of a beginning. 
Usually happens quickly
Experienced externally and visibly (changing jobs, marriage, new home, loss of loved one, etc.).
 
Transition – is hard.
It is the psychological process; internal (vs. “change” which is external)
In order to do it, we first have to let go of something, grieve in some way, experience feelings of loss and process those effectively in order to move forward. 
 
Change begins with endings.
 
A lot of focus this morning will be on the people aspect of change and the internal process and how to manage it.  This could be called “Transition Management, but because of the common use of the term Change Management, we are going to continue to use the word “Change.” 
 
Transition:
Understood in terms of endings, begins with leaving something behind, letting go, etc. before you make a new beginning.
Takes more time.
Experienced internally (might be invisible or hard to observe in others).
The transition process has three stages (next slide)



Why 1s Change Difficult?

People don’t fear change typically as much as they fear loss.
Change requires letting go of what was including your routine.
It involves acknowledging what will end and what will be
retained.

Endings Neutral Zone Eegllnaiugs
Managing the

Letting go of what Finding clarity amid ambiguity of
was confusion something new
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Why is change so difficult? It is because from the people side, change requires…
letting go of what was
 
The work of endings is letting go of the way things have been, including acknowledging what will end and what will be retained in the new. All changes, even the most longed for have their melancholy.
 
Finding clarity amid confusion  **People usually want to rush this part**
This is the space between the old familiar way and the future state. It is filled with both danger and opportunity
It is not so much that we are afraid of change, or so in love with the old ways, it is the space in-between that we fear. 
It is like being between trapezes, there is nothing to hold onto. 
 
Managing the ambiguity of starting something new
In beginning to live the new, we must understand why we are doing it, have a picture of the future, a plan for getting there, and a role for getting there.
Individual anxiety and concern.
Not as easy as it seems.
Maybe new way won’t work out.
Triggers memories of other beginnings.

What are examples of things you have lost or been afraid of losing as a result of a significant change in your work or personal life??



Fear of Loss

During organizational transitions, people normally experience
some form of loss - often on several different levels - physically
(in a practical sense), emotionally and psychologically.

Competence

Work Identity

_ Direction
Security

Relationships
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Security- employees no longer feel in control; not sure what they can count or rely on.  Are uncertain what the future holds.
Competence- workers feel they no longer know what to do and are embarrassed to admit this. A worker’s sense of expertise and knowledge can feel diminished in these circumstances.
Relationships- familiar contact with co-workers, managers, customers may be disrupted; people lose their sense of belonging to a team.  Even if employees continue to work together, if they are moved to different locations, the paths for communicating or working together may also change.
Sense of Direction- employees lose an understanding of where they are going and why; meaning and mission become muddled.
Territory- there is an uncertain feeling about the area that used to be theirs- whether it’s work space, job assignments, work projects, or supervisory duties.
These changes can be especially  disruptive or  jarring for folks who have spent most of their work life,  instilled with a work ethic that values stability, familiarity, longevity, experience. 




The Leader’s Role in Change

Provide Direction

Communicate case and vision for
change

Describe impact on the work

Set goals and priorities

Clarify roles

Indicate targeted behaviors

Motivate

Act as a role model
Inspire and energize
Show empathy
Listen

Define success
Reinforce behaviors

Build Capability

Provide training, developmental
assignments and coaching

Provide Resources

Provide information and facts
Remove/overcome barriers

Make available necessary systems,
processes and policies

Remind your workgroup of campus
resources available to them.
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For those of you who supervise…..
To begin… leaders have a critical role in ensuring the success of the change process.  
 
They…(read slide headers only)
Pause briefly to allow participants to scan slide.
 
This is a tall order to fill, especially when you may be struggling to accept the change yourself. 
 
The critical point to take away from this slide is the leader must proactively manage the change throughout the life of the change. For the desired outcome to be achieved, nothing can be left up to change or be neglected. 



Change Principles

« UNDERSTAND, as much as possible, the nature of the
change and how it will affect you & your work

« CONTROL what you can and accept what you cannot

« TAKE STOCK of your current coping skills around change,
challenges, and stress while also seeking to gain or expand
additional coping skills and healthy self-care practices

« GET SUPPORT to manage the ups and down of change and
to help relieve stress
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Ask questions – get as much reliable information as possible to understand the change in your workplace.
Try to see the Big Picture about the transition, as well as the smaller, more immediate changes in your work & work setting
Write things down. Don’t rely solely on your memory. Ask again, if you need more clarification
Expect that some areas of the transition may remain uncertain or unclear

We’ll focus more on control in a bit

Recall how you’ve coped with difficulties, challenges, & change in the past – what has worked, what has helped you get through.
During major transitions, attempt to limit additional stressful decisions or changes in your life, outside of work.
 Be open to considering new directions, opportunities, inspiration, possibilities. Develop a plan to gain additional training, knowledge, & skills. 

 group to think about what are their sources of support.  Take a moment to list a few of them down right now.
 
Then ask:   How available are these support resources when I need them?
 
Sometimes our traditional sources of support may be available or missing.  We may need to start to think about additional or alternative sources to find this support.   



What We Can Control vs.
Cannot Control

Inside our control:

Our attitude
Our actions
Our words

Skills we choose to
develop for the future

Whether we use helpful
resources

Self-care and work/life
balance

Influencing people
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Qutside our control:

Effects of the global
economy

Ups and downs of the state
budget

UCB budget cuts/layoffs
Federal grant changes and
reductions

Technology and new
iInformation systems
Changing trends in research
funding

Making people change
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Try to focus energy on what we can control.  It is important to use our existing skills and strengths as a starting place because we already have mastery
 
We cannot control other people’s attitude, actions, etc. … BUT we can influence them to a degree in the people around us. You are a model for your staff.



Sphere of Control

“Grant me the ability to
accept the things | cannot
change, courage to change
the things | can, and
wisdom to know the
difference.”
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Tom Friedman, a Pulitzer Prize winning journalist, in From Beirut to Jerusalem, wondered why some Beirut residents seemed more resilient than others despite daily bombings, food shortages, and other hardships. He concluded that people who focused on what they could personally control or influence, such as buying a loaf of bread or walking a child home from school, were, in general, able to manage their stress better than those who focused on things they were concerned about, but could not control or influence. 
 
Let’s take a moment now to think about areas of our own lives.
Draw circles on flip chart and label.
Handout “Control – Influence – Concern” 
 
Ask… What are some things that we have in our control? 
notate comments on flip chart
Possible answers:
attitude, efforts to build healthy practices

Ask… What about things we can’t necessarily control, but we may be able to influence?
notate comments on flip chart
Possible answers:
re-organization issue (roles, responsibilities, processes, policy changes)
 
Ask… What about things that can concern us, but that we can’t necessarily control or influence? 
notate comments on flip chart
Possible answers:
staff reductions, economic downturn, decreased budget
 
Debrief
These are some of the things we do have control or influence over.
 
The rest of the things are areas of concern that are out of our sphere of control or influence, therefore it is sometimes healthier to recognize this and give ourselves permission to let go.


Ask the audience if they can give an example or two in their life that reflects the sphere of control. 


Resilience

 Resilience is the ability to bounce back
from life circumstances or situations that
Initially appear disruptive or
overwhelming.
— To also learn & grow from experience as
you face future challenges and adversity
« Pause and reflect on previous life
circumstances you have overcome in
your past.

— What characteristics or actions helped
you through tough times?
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Presentation Notes
FIRST – ask the audience what does resilience look like to you? How would you define it?


Resilience Benefits

* Reduces intensity of stress/distress

 Decreases signs of negative emotions (e.g., anxiety, anger,
or depression)

« Enhances the ability to face adversity which can lead to
further personal growth
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Some of the reasons this is important:
Prolonged, unrelieved stress causes your body to release negative stress hormones (cortisol, adrenalin, and epinephrine) which over time can have a damaging effect on your health.
 
Can help steady our emotions, and helps us not get caught up in roller coaster of negative thoughts and moods. We are able to calm down sooner.
 
As we face these challenges, we can gain confidence in our ability to tackle future challenges.
 
To participants:
Try to seek healthy stress. The kind that expands your skills, develops your resilience, and allows you to experience great satisfaction rather than the kind that depletes you.



Exercising your resilience muscle

Although there can be an inherent element to resilience,
practice and effort also count.
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Although there is an inherent element to resiliency, some of us seem to be born with a hardier, more resilient disposition; anyone can enhance their inner resiliency through practice and effort.
 
A 2006 study by Sheldon & Lyubomirsky, a researcher from UC Riverside, found that only about 50% of happiness is likely due to genetic influences. 40% might stem from intentional activities and 10% from circumstances (health, income, where we live). 
 
Circumstances alone do not have a long term effect on happiness. Rather, much of happiness is a choice and when practiced consistently can create sustained change.
An analogy might be learning to play a musical instrument. Some people are more musically inclined than others, and learning to play comes much more easily and naturally to them. Another person may not have the same ear for music, but with a good instructor, patience and practice, they can learn to play beautifully. Resilience is the same way, by continuing to practice and expand our behaviors, we can build proficiency.


Tips for Building your Resilience

* Practice positivity
— Imagine the best outcome, not the worst

— When faced with challenges and/or problems, focus on
what you learned or can improve on next time

— Acknowledge positive accomplishments during challenging
times
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A great deal of research has been done on the power of negative thoughts and interactions. 
 
In her book “Positivity” Barbara Fredrickson finds that a mathematical ratio of 3:1 positive to negative emotions represents a tipping point – beyond which one will lead a happier, more fulfilling life. 
 
John Gottman, the nation's foremost researcher in marriage and parenting, has found the magic ratio for relationship stability to be 5:1. That is… 5 positive comments and/or behaviors for every negative one.
 
It is important to be mindful of the power of negative thoughts to undermine resilience. One negative thought can quickly spiral into a series of negative thoughts.

For some of us, it’s not easy to focus on the positive, especially when we feel under stress. HOWEVER, it’s important that we catch ourselves, or pay attention to our thoughts so we can notice if they tumble toward a persistent, negative direction -- e.g., excessive rumination, anxious or depressed thoughts or emotions. **
 
When you catch yourself in a negative spiral, try to recall situations in the past where you did cope or respond well. OR turn your focus on how you might do better. Can help build on some positive beliefs, to strengthen your confidence
 
Take a moment to ‘pat yourself on the back’ to affirm your strengths and ability to cope during difficult periods.


Tips for Building your Resilience

* Practice flexibility

— Exercise patience and keep a sense of perspective
— Practice: S.T.O.P

— In this current environment, view disruptions and ambiguity as
a natural process of life

— Try new things — don’t get stuck in a rut; be unwilling, or unable
to change
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Exercise patience– with yourself and others. When you find your patience fraying in a particularly stressful situation -- pause, take a breath, and ask yourself, “Do I really need to be this upset?” “Do I need a break (physical or mental)? – A timeout to calm down, gather yourself, and gain a better perspective.  (Use example of trying to get a project done, but getting constantly interrupted) Add empathy in example.
 
Expect disruptions: sometimes if we view or anticipate parts of our lives as a roller coaster, rather than a smooth sailing ship, this can normalize the unpredictable nature of life circumstances. It’s perhaps coming to grips that some of this constant change in your life may be the ‘new normal.’
 
Be open to new ideas, methods, and possibilities – don’t get trapped into only one way of solving or resolving an issue or problem. Stretch yourself in order to try new things. Have faith that these efforts will work. It’s okay to start with small changes.

S - stop
T - take a breath
O- observe
P - proceed



Tips for Building your Resilience

e Practice focus

— Evaluate your commitments and create some short and
longer term goals.

— ldentify what is and what is not under your control.
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During uncertain times, you may need to review your workplace, career, financial, retirement, or family plans or goals.  If it seems difficult to plan too far ahead, start with smaller, shorter-term goals. 
 
Sometimes difficult, stressful situations can leave us feeling perplexed, overwhelmed, out of control.


Tips for Building your Resilience

 Practice organization

— lIdentify and schedule time to
complete your immediate priorities

— Set (and reset) reasonable
expectations for yourself
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Presentation Notes
To help you develop in this area, TOP offers The Results Curve workshop, where you can learn efficiency tools and techniques to better manage your time, and manage your priorities.


Tips for Building your Resilience

 Practice proactiveness

— Address problems in early stages
— Have contingency or back-up plans

— When feeling overwhelmed or stuck, don’t be afraid (at times)
to reach out or ask for help
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Make effort to address problems early . . . don’t let the pressure and intensity of problems fester or build up. “De-Nile” is a river you can only travel down for so long before you hit the rapids!
 
For example… when dirty clothes are piling up on the floor, you can leave them there, and the pile will just get bigger, or you can put them in the hamper now.
Good to lay out several case scenarios, in case one plans falters. 
 
Remind people social contact, guidance and support can add a protective layer of comfort and coping. Reduces isolation, feeling stuck, helpless, or hopeless. Helps you gain an outside perspective.
This can be family, friends, mentors, community groups or organizations. 
 
(Remind folks about EA)
Employee Assistance is the campus faculty and staff assistance program which provides free, confidential problem assessment and referral for UC Berkeley faculty and staff. In addition to services to individuals, EA also provides free and confidential consultation and training services for faculty and staff management and campus administration related to behavioral health problems. 
 
One thing to keep in mind is that you can’t always control your job, but you can always control your career by being proactive. 
 
(Remind folks about the Career Counseling Program for Staff)
The Career Counseling Program for Staff provides assistance to staff and faculty who wish to clarify career questions and to plan sound and attainable career goals. 


Tips for Building your Resilience

o Establish healthy routines

— Exercise/Meditation programs

— Healthy eating

— Reqular sleep/rest

— Positive work and personal activities
— Community and social support

— Spiritual practices

— Manage energy
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Create regular practices to reduce stress and maintain your health and energy.
 
These actions or practices reinforce and support your efforts to be resilient.
 
Raise your hand if you are already doing one or two of these. 
  
Also…don’t forget about UCB’s Wellness program out of the Tang Center. 
 
Wellness (formerly known as Health Matters) is UC Berkeley's wellness program for faculty and staff. It is a collaborative partnership of several campus departments that strives to create a healthy campus community by educating on healthy personal practices and preventing work-related injury and illness.



Positive Flip

Dyad exercise:
What is one thing in your life that isn’t working? Can you
change your perspective?

Example: | have a terrible 2-hour commute on public
transportation vs. my 2-hour commute allows me to read,
watch TV, get caught up on the news and reflect on my day.
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Keep in mind, the point of this exercise isn’t necessarily to provide a solution to these problems. It’s about thinking optimistically, and training your mind to look for opportunities instead of only seeing obstacles. 

If you don’t feel comfortable talking with someone else, write it down in your notebook.


Campus Resources

« Employee Assistance (formerly CARE Services)

— Confidential assessment and referral counseling services for
employees and dependents (over age 18)

 Wellness (formerly Health*Matters)

— Provides faculty and staff with tools and skills for leading
healthy lifestyles and preventing injury and iliness.

 Health and Wellness Workshops

 Wisdom Café — social learning community for faculty and
staff
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