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Periplus – Gr. To sail around.  An account of a sea journey highlighting the dangers, 
shoals, reefs and rocks.  The purpose of the periplus was to aid those who would later 
journey the same seas.  A diary or journal of a sea voyage for the express purpose of 
enabling those who would follow to journey safely. 
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Course Facilitator - Phil Stover has masters’ degrees in Education and in Counseling 
Psychology.  He has extensive post-graduate work in educational leadership and 
organizational behavior and design.  He interned at the Federal Executive Institute of 
the University of Virginia.  He has served education as a dean of students, associate 
professor of psychology, director of counseling services, school board member and 
principal. He was responsible for the operations of over forty school district and 
university physical plant and/or custodial departments and has assessed and designed 
programs for over 120 school districts.  He served on the U.S. and International 
Councils of AIM International and was the chair of its education committee, 
providing leadership to eight international schools in six countries.  He has trained 
leaders in twenty-eight states and eight countries.  He has presented on school district 
physical plant management at national conferences of the American Association of 
School Administrators, the Association of School Business Officials and the Council 
of Great City Schools.  Phil has been a keynote speaker at the annual meeting of the 
National Association of Intercollegiate Athletics.  Phil has served his community as a 
member of the Sarasota County Historical Commission and as chair of his church 
congregation.  His poems, short stories and articles have been published in a variety 
of media.  Phil and his family divide their time between homes in Sarasota, FL and 
Chihuahua, Mexico. 
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June 14, 2007 
 
  8:00 AM Introduction of Topic 
  8:15 AM Understanding Systems – How do Organizations Work? 
  9:45 AM Break 
10:00 AM The Checklist for Change – Preparing for Change and 

Understanding Change Resistance 
11:30 AM Review Topic and Application to Your Team 
12:00 PM Lunch 
  1:00 PM Introduction of Topic 
  1:10 PM Understanding Self-Managed Teams 

• Stages of Development 
• All of Us are Smarter than Any of Us 
• Process vs. Content 
• Making it Stick   

  2:30 PM The Task at Hand - Team Goals 
  2:45 PM Review Topic and Q/A Session 
  3:00 PM Done for the Day! 
  3:10 PM Team Leaders/Liaisons Meeting 
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  4:00 PM Team Leaders/Liaisons Done for the Day! 



Training Session Guidelines: 
 

• Ask Questions/Make Comments at any time 
• Put Cell Phones on Vibrate or Turn Off 
• Following the Agenda is Optional! 
• If You Think the Presenter is Wrong . . . You are Probably Right! 
• Enjoy the Ride! 

 
Important Terms to Understand: 

 
• Systems (Closed and Open) 
• Homeostasis  
• Morphogenesis 
• Feedback (Open, Closed and Enmeshed) 
• Forces (Driving and Restraining) 
• Unfreezing and Refreezing 
• Strain 
• Valence 
• Potency 
• Self-Managed Teams 
• Forming 
• Storming 
• Norming 
• Performing 
• Adjourning 
• Process vs. Content 
• Synergy 
• Inter-Dependency 
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Important Concepts to Understand: 
 

• Systems are Organisms . . . Not Organizations 
• A Change in any Part Changes the Whole 
• Systems Resist Change 
• Think Systemically . . . Not Linearly 
• You Push Me . . . I Push Back 
• Unfreezing is the Hardest Part of any Change 
• Teams are the Most Effective Change Agents 
• Stages of Team Development 
• Teams will be Rendered less Effective by Ignoring either Content or 

Process Issues 
• Even Components of SDUSD that may not Get Along/Cooperate 

are Inter-Dependent 
• All of Us are Smarter than Any of Us 
• Balancing Time on Team with Time on Work 
• Any Improvements Must Create Added Value 
• Top-down Change Rarely Lasts 
• The Presenter is Always Right! 
• If You Think He is Wrong, You Need to Change! 
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 What Industry am I? 
 

• Before 1500 there were none of me . . .  
• Between 1550 and 1880 Europe dominated production . . .  
• Between 1880 and 1930 the United States dominated production . . .  
• Between 1550 and 1960 only my form changed; not my substance . . . 
• During the 1970s and early 1980s, technological upheavals and the 

difficult economic situation resulted in a reduction in the size of my 
industry: the number of employees fell from some 90,000 in 1970 to 
a little over 30,000 in 1984.  The number of companies decreased 
from about 1,600 in 1970 to about 600 now. 

 
In 2004 - Approximately 1,200,000,000 of me were made world-wide 

• The vast majority (90%+) were made in China and Hong Kong 
 
In 2004, of the total world-wide production of 1,200,000,000 - 
approximately 1,197,500,000 quartz examples were made.  2,500,000 
mechanical examples were made.  No more than .2 of 1% of the total made 
in 2004 were mechanicals, as had been all those that were built in the 
previous five hundred years! 
 

• So -- You’ve always done it that way before? 
• Think things aren’t gonna change? 
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Just ask the managers and employees of . . . the Swiss and American watch 
industry! 



PERIPLUS TRAINING 
UNDERSTANDING SYSTEMS 

 
 
A system may be mechanical, biological or social. 
 
Systems theorists prefer to think in terms of organisms, rather than 
organizations. 
 
Systems tend to self govern and self perpetuate.  They are living entities—
changing and maintaining equilibrium (homeostasis) on their own. 
 
“A system, in this context, is anything that takes its integrity and form from 
the ongoing interaction of its parts.  Companies, nations, families, bodies, 
television sets, personalities, and atoms are all systems.  Systems are defined 
by the fact that their elements have a common purpose and behave in 
common ways, precisely because they are interrelated toward that 
purpose.” (Pete Senge, The Dance of Change  p. 137). 
 
“At its most basic, the concept of system denotes a number of parts that 
are relatively organized so that a change in one or more parts is usually 
accompanied by a change in the other parts of a system.” (Bertalanffy, 
General system theory; Foundations, Development, Applications 
1966). 
 
A system is made up of component parts interrelated by time, space and 
function. 
 
These component parts interact to preserve the homeostasis of the 
organization, especially in closed systems. 
 
The tendency of a system to maintain constancy is referred to as 
homeostasis. The tendency of a system to change is referred to as 
morphogenesis.  For a system to be healthy it must have both 
homeostatic and morphogenic tendencies. 
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Systems interact internally among the component parts.   They interact 
externally with the environment.  These interactions are called “process” or 
“feedback”. 
 
These interactions (feedback) may be: 
 
Open 
 
 
Closed 
 
 
Enmeshed 
 
 
“Feedback is “a process by which a system informs its component parts 
how to relate to one another and to the external environment in order to 
facilitate the correct or beneficial execution of certain systemic functions” 
(Kantor and Lehr, 1975). 
 
“Process is continually operational in systems.  Process is like the wind, it 
cannot be seen or touched, but is constantly at work.   Its evidence can be 
seen” (Virginia Satir). 
 
Closed systems resist change 
 
Open systems adapt to and create change 
 
Systems with their interactions can be diagrammed.  The family is an 
excellent model for such a diagram. 
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FAMILY AS A SYSTEMS MODEL 



 

A GOVERNMENTAL AGENCY AS A SYSTEM 
 

Governmental Agencies tend to be closed systems. 
 
As a result they are very change resistant. 
 
Governmental Agencies are very complex systems. 
 
Because of political pressures and public criticism, homeostasis is 
highly valued in governmental agencies. 
 
Public and private feedback varies greatly. 
 
Feedback is often closed or enmeshed. 
 
Reform and change efforts come and go because they do not 
recognize the systemic nature of governmental agencies.   
 
Every time a new leader introduces change, the system, seeking 
homeostasis resists, or “waits out” the change. 
 
 
CREATING CHANGE IN A GOVERNMENTAL AGENCY 

ENVIRONMENT 
 
In desiring to bring change or improvement, the manager/leader 
seeks to introduce change, to interrupt (disrupt) the homeostasis of 
the system. 
 
The system resists, seeking homeostasis. 
 
When managers think linearly, they get “caught off guard” by the 
systemic realities of the organization 
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To be effective, the manager/leader must learn to chart all the 
systemic components active in his or her organization, along with 



 

their feedback patterns.  The manager/leader ignores components at 
his or her own peril. 
 

The Advantage of Teams in Change Management 
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Teams are more effective than individuals in introducing change into 
an organization.  More than a single leader, a team is more likely to 

know, understand and predict change resistance across the breadth of 
the organization. 



 

PPO Systems Diagram 
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PERIPLUS TRAINING 
ORGANIZATIONAL CHANGE RESISTANCE 

FORCE FIELD ANALYSIS 
 

The forces against change in organizations are very strong.   
 
Don’t confuse the desire for reform with a similar desire for change.  
Reform movements come primarily from outside the system.  The 
desire for constancy emanates from inside the system. 
 
Governmental agencies are systems that are constantly under fire.  
Outsiders are constantly pointing out the flaws.  Managers and 
employees get tired of this.  They return to the constancy of the 
system for security and validation.   Organizations find a thousand 
rationale reasons to resist the changes leaders try and bring.  While all 
of these reasons may have validity, the primary cause for resistance is 
a desire for systemic constancy.  This provides emotional support 
and constancy to the members of the system.   
 
The forces against change can be very strong! 
 

FORCE FIELD ANALYSIS 
 
Kurt Lewin is the father of modern change theory.  He pioneered the 
concept known as force field analysis as a model for effectively 
introducing change in a system.   
 
• Please remember - when a leader suggests new ways of thinking or 

doing things, he or she is introducing change into the system.   
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• Unless introduced carefully, the changes will be ignored, 
postponed or resisted.  



 

Taken from Checklist for Change by Tom Harvey (Allyn and 
Bacon, 1990) 
 
The process in this case involves introducing a change that moves the 
organization (its employees and leaders) from Point A (current status) 
to (Point B).  This process involves: 
 
Unfreezing from Point A (a very difficult process) 
Moving to Point B (not a difficult process) 
Refreezing at Point B (a fairly easy process) 
 
The central challenge in this process is getting someone who is 
happily settled in at Point A to move off that spot. 
 
Lewin states that three factors are necessary for unfreezing: 
 
Strain—You change if there is discomfort where you are 
Valence—You change when the payoff for changing is positive 
Potency—You change only if you believe you can 
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The successful change agent or improvement team knows how to 
create and use strain, valence and potency to introduce change in a 
way that it “sticks.” 
 
Three ways to help an organization (department, division, etc) move 
from Point A to Point B: 
 
1.  Increase the drivers  
 The push method 
 Not very effective 
 Increases resistance 
 
2.  Decrease the restrainers or resisters 
 Decreases resistance 
 Requires diagnosis of what are the restrainers 
 Generates little backlash and greater commitment 
 
3. Turn a Restrainer into a Driver 

Very difficult to accomplish 
Challenging unless you are recognized and accepted as part of 
the system 
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The successful individual or team becomes expert at diagnosing and 
decreasing the forces against the change. 



 

PERIPLUS TRAINING 
PERSONAL APPLICATION CASE STUDY 

 
Performance Team with which I am working:  
____________________________________ 
 
Systemic Components Influencing the Change: 
 
 
 
 
 
 
 
 
 
 
 
Forces For: 
 
 
 
 
 
 
 
 
Forces Against: 
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Periplus Training 
Understanding Self-Managed Teams 

 

What we can learn from Geese – Adapted from Dan Freigang  
 

This fall when you see geese heading south for the winter, flying in 
"V" formation, you might be interested to know what science has 
discovered about why they fly that way.  

 

Lesson 1  
It has been learned that as each bird flaps its wings it creates uplift 
for the bird immediately following.  By flying in a "V" formation, the 
whole flock adds at least 71% greater flying range than if each bird 
flew on its own. People who share a common direction and sense of 
community can get where they are going quicker and easier because 
they are traveling on the thrust of one another.   
 

Lesson 2 
Whenever a goose falls out of formation, it suddenly feels the drag 
and resistance of trying to fly alone, and quickly gets into formation 
to take advantage of the lifting power of the bird immediately in 
front.  If we will stay in formation we can make the trip easily.  
 

Lesson 3 
When the lead goose gets tired, he or she rotates back in the wing 
and another goose flies point. It pays to take turns doing hard jobs, 
whether it's people or geese flying south.  
 

Lesson 4 
The geese honk from behind to encourage those up front to keep up 
their speed. What do we say when we honk from behind?  
 

Lesson 5 
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Finally, when a goose gets sick or is wounded by gun shots and falls 
out, two geese fall out of formation and follow him down to help and 
protect him. They stay with him until he is either able to fly or until 
he is dead, and they then launch out on their own or with another 
formation to catch up with their group. 



 

The Advantage of Teams in Change Management 
 
Teams are more effective than individuals in introducing change into 
an organization.  More than a single leader, a team is more likely to 
know, understand and predict change resistance across the breadth of 
the organization.  
 

Understanding Self-Managed Teams: 
 
Goal setting, Decision Making, Problem Solving and Change 
Implementation are best done in Teams, not by individuals or in 
superior-subordinate relationships. 
 
1.  Stages of Self-Managed Team Development: 
 
I know of no better tool for understanding team development than 
the following (Developed by Bruce Tuckman in the 60’s): 
 

• Forming – Dependence on a leader 
• Storming – Trying to figure it and each other all out 
• Norming – The rules and roles are set and accepted 
• Performing – The Group functions effectively on the task 
• Adjourning/Mourning (It almost rhymes!) – The task is 

finished – the group either moves to a new task or disbands 
 
2.  The Purpose of Self-Managed Teams (Both Group Process 
and Content have Purpose): 
 

• To build trust among individuals and groups. 
• To give people a voice in what happens to them and their 

organization.  Teams help people believe that they can 
influence their organization. 
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• To create an open, problem-solving climate throughout the 
organization. 



 

• To locate decision-making and problem-solving responsibilities 
as close to the information sources and relevant resources as 
possible. 

• To increase the sense of ownership of organizational goals. 
• To move toward more collaboration between inter-dependent 

persons and inter-dependent groups within the organization. 
• To create conditions where conflict is brought out and 

managed. 
• To increase awareness of group process and its consequence 

for performance. 
• To accomplish given tasks and objectives. 
• To monitor the success/implementation of tasks and 

objectives. 
 
3. All of Us are Smarter than Any of Us! 
 
Characteristics of Healthy Self-Managed Teams: 
 
Freeing--not Controlling Behavior and Language 
Equality--not Superiority based on rank, power or verbosity 
Enthusiasm--not neutral/disinterested behaviors 
Consultative attitudes--not Dogmatic/know-it-all behaviors 
Focus on both process and content--not Dwelling on one to the 
exclusion of the other 
Time Management and Balance--not Forgetting the ongoing 
responsibilities of team members to the organization  
Understanding that teamwork takes longer--not Hurrying to 
finish to the detriment of the quality and permanence of the result 
Valuing the Synergy of the Group--not expecting any one team 
member to carry the load (or allowing one member to carry the load, 
even if he or she wants to) 
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Seven Essential Ingredients to Successful Improvement  
Through the Use of Teams: 

 
1. Purpose    2. Principles 
3. Process   4. Practice 
5. Patience   6. Perseverance 
7. Party 
 

Teams are More Effective When The Following are Present: 
 

• High level of inter-dependence among team members  
• Team leader has good people skills and is committed to team 

approach  
• Each team member is willing to contribute  
• Team develops a relaxed climate for communication  
• Team members develop a mutual trust  
• Team and individuals are prepared to take risks  
• Team is clear about purpose and establishes targets  
• Team member roles are defined  
• Team members know how to examine team and individual 

errors without personal attacks  
• Team has capacity to create new ideas  
• Each team member knows he or she can influence the team 

agenda  
 
4.  Making it Stick 
 

• Any quality improvement effort that doesn’t focus on added 
value for the customer is misdirected and won’t last. 
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• Those who must implement the change must be thoroughly 
consulted.  They must believe in what they are being asked to 
do.  Change readiness work must continue until the change is 
accepted (if not embraced). 



 

• Top-down change implementation does not last (any longer 
than the manager does!) 
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• Appropriate/adequate resources must be available to ensure 
implementation. 



 

 The Task at Hand 
 

PPO Performance Team Goals 
 
Discuss, refine and implement recommendations as suggested by 
The Portolan Group and as developed by the Teams. 
 
To accomplish this, each team must: 
 
• Establish norms (guidelines) for the team.  
• Identify and review the Portolan and each Team’s own 

recommendation(s).  Reach agreement on your purpose. 
• Determine the resources (funds, material, supplies, equipment, 

systems, etc) needed to implement the recommendation. 
• Determine the systemic factors involved in implementation, as 

well as the forces for and against that implementation. 
• Determine timelines and methodologies for implementation. 
• Determine needed approvals/processes for implementation. 
• Consult with appropriate stakeholders and customers who will 

be impacted by change.  Seek/obtain their insight/approvals. 
• Agree on methodology for implementation, obtain needed 

approval and implement. 
• Monitor implementation. 
• Review team outcomes and successes 
• Celebrate!  
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The Leadership Compass 

 
I am committed to being an effective leader.   

I will chart my course to that destination. 
By following the principles of  
The Leadership Compass,  

I will be guided in the right direction. 
 

N.  Determined to Persevere 
I commit to finishing what I start. 

 
NE. Detailed Knowledge 

I commit to lifelong learning and research.  
 

E.  Delegating Authority 
I commit to trusting my team and encouraging autonomy and creativity. 

 
SE.  Delaying Gratification 

I commit to never sacrificing the long-term on the altar of the immediate. 
 

S.  Devotion to Duty 
I commit to being faithful to the vision that identifies and binds us together. 

 
SW. Doing Right 

I commit to character before career; using absolute honesty in decision making. 
 

W.  Dignity Under Fire 
I commit to being at my best at all times, including when things are at their worst. 

 
NW.  Denial of Self 

I commit to giving credit to others when things go right and assuming responsibility 
when they go wrong. 
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