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Overview 

This presentation includes  

•  the slides from the second module 

•  the results and tests from the organizational Immunity to Change exercise 

Please make sure you do your test in the next couple of weeks and 
document the data you gathered in your journal.  

 

Remember: the purpose of the test is learning something new about your big 
assumptions. 



Workshop Slides 



Column 1: Finding Your Focus 

A good goal 
•  Is really important for you 
•  Lots of room for improvement 

•  On a scale of 1-5 feels like a 4 
or 5 

A good group 
•  Cares about the goal 
•  Their work touches the goal 

 

 

You have two tasks:  
•  Find a group  
•  Find a goal 
 
 
 

 

 



Column 2 
Doing & Not Doing 

What are you doing and not doing that 
work against your Column 1 goal? 

 

Take a fearless inventory of the behaviors that undermine your goal.  
Tell on yourself! 

 

Identify actual behaviors – not emotions or dispositions. 

These behaviors work against achieving your column 1 improvement 
goal. 

Not “why” or what you are going to do about it.  
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Column 3 
Worry Box 

Imagine doing the opposite of what you 
wrote in Column 2 

 
Identify the fear, discomfort or sense of loss that surfaces. 

These do not feel good. 

These worries feel “yucky.” 

List these yucky worries in the “worry box” at the top of Column 3. 



Column 3 
Hidden Competing Goal 

Consider that you may have a hidden commitment to prevent 
this fear or loss from happening.  That you are committed to 

protecting yourself from your worries. 
 

We worry we will look incompetent à “ We are committed to looking competent.” 

•  These flow from your fear. 

•  These are commitments to self-protection. 
•  These are NOT noble – can feel embarrassing. 
•  Show how Column 2 behaviors make good sense. 



Column 3 Examples 

We are committed to: 
•  not feeling stupid / incompetent 
•  Not challenging each other 
•  Making each other feel good 
•  Maintaining control  
•  Maintaining autonomy 
•  Not doing extra work and somebody else 
gets the credit 

•  not being ineffective 
•  looking good 
•  Making a career 
•  being liked 
•  being the best 
•  not showing weakness 



Goal Behavior 
Hidden Goal 

 
Hidden 

Commitment 

We “have” or “hold” 
our goals.  We hold 
them “object.” Certain behaviors or 

patterns of thought 
“have” or “hold” us.  
We are “subject” to 

them. 

We are learning to 
see what we are 
“subject” to and hold 
it as “object.”  



Column 4 
Big Assumption / Our “Story” 

IF ______ (inverse of column 3 commitment),  
THEN _______ (big bad outcome) 

 
“We are committed to being in control” becomes: 
         “If we are not in control, THEN ….”  
 
“We are committed to not feeling stupid / incompetent” becomes: 

 “If we are seen as incompetent, THEN….”   
  



Column 4 
Big Assumption / My “Story” 

Column 4 should: 
 
•  Make Column 3 completely necessary 
•  Explain Column 2 behaviors 
•  Have a bad conclusion for you 
•  Feel real and powerful (4 or 5) 
•  Suggest a contracted/narrow perspective of the world 



Big Assumptions 

Big Assumptions are stories we tell ourselves 
about the way we think the world is.   

The world may or may not actually be this 
way. 



1. Improvement 
Goal 

2. Doing & Not 
Doing 

3. Hidden 
Competing Goal 

4.Big Assumption / 
My “Story” 

 
 
 
Collaborate more 
across different classes 
of the same age level:  
 
•  Share materials and 
lesson plans, 

•  Observe each 
other’s lessons 

•  Consult each other 
and give feedback 
on challenges 

Doing 
•  Teach and plan all 
by ourselves 

•  Complain together 
about students and 
parents 

 
Not Doing 
•  Established shared 
folder, but nobody 
put their material 

there.  
•  Schedule a peer 
consultation 
meeting once a 
month, but nobody 
wanted to present a 
problem 

•  Don’t observe 
colleagues teaching 

 
 
 
 
 
 
 
 
We are committed to 
being seen as 
competent 

 
We are committed to 
keeping a friendly and 
positive atmosphere 
 
We are committed not 
being stressed out 

If we stopped being 
committed to being 
seen as competent  

then we would 
lose the respect of the 
school. People would 
think we were not up to 
the job.  
 
(Strong people don’t 
need support) 
 

If we stopped being 
committed to keeping a 
good atmosphere 

then we would all 
burn out, work would 
get more stressful and 
the children would lose 
their best teachers.  

•  People will find stupid 
mistakes and think I 
can’t do my job 

•  People will realize 
how little I know 

•  No time, stressed out, 
overwhelmed, 

•  We might argue 

Worry Box 



Testing Your Assumption / Story 

A good test is SMART 
•  Safe 
•  Modest 
•  Actionable 
•  Research Oriented 
•  Tests your story 



Smart Test 

•  We are not going to 
share everything – but 
each team member will 
put their favorite 
resource from last week 
in the folder.  



SMART Test Data 

That was fine. It took five 
seconds.   

 

I was a little scared about 
what other team members 
thought. But my worksheet 
didn’t turn out to be that bad 

 

People didn’t think I was 
incompetent and the 
atmosphere was actually 
friendly 



TASK 

•  Develop a couple of SMART tests for your group 
in order to learn something about your big 
assumptions. 

A good test is SMART 
•  Safe 
•  Modest 
•  Actionable 
•  Research Oriented 
•  Tests your story 



Documentation 

Cohort C 



Recognizing and pointing out the 
positive at the CPUC: The problem 



Recognizing and pointing out the 
positive at the CPU: Map 



Recognizing and pointing out the 
positive at the CPUC: Test 



Improving Knowledge Sharing (Group 
1): Map 
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Improving Knowledge Sharing (Group 2) 



Improving Knowledge Sharing (Group 
2): Test 



Improving up and down communication: 
map 



Improving up and down communication: 
test 



Prioritizing which vacancies get filled 
first: map 
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Prioritizing which vacancies get filled 
first: test 


