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Agenda

• The nature of change

• The neuroscience of change

• The arc of change

• What can you do?

SCARF

TRUST
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Change 

• Change is necessary and constant

• Leaders have to “drive” change

• Individuals need to embrace change 
to survive
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Change 

• We aren’t talking about leading 
organizational change

• We aren’t talking about changing 
people or yourself

• Let’s focus on the influence you have 
with your colleagues and their work 
units and how to support them in 
dealing with change
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Change
“The basic fact of today is the tremendous pace of change 
in human life.”

Jawaharlal Nehru 1958

“Future shock…the shattering stress and disorientation 
that we induce by subjecting them to too much change in 
too short a time”

Alvin Toffler, Future Shock 1970
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Threat or Reward?

• “We’re changing your OR date to Friday.”

• “We’re moving you to a clinic 12 miles south of the 
campus.”

• “We’re rearranging your inpatient team to add a 
consult service.”

• “You can now read studies from home.”

• “We are reassessing your clinic support model.”

• “We plan to reduce OR turnaround time by 50%.”
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SCARF: a brain-based model

Adopted from: SCARF: a brain-based model for collaborating with and influencing others, David Rock, 2008 
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SCARF: a brain-based model
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Your stakeholders’ experience… Your response…

Status

During change, people are keenly sensitive to (and weary about) 
their relative importance, and status in relation to others, and in 
the organization.

Convey the positive benefits of change with respect to growth, 
development, learning stronger marketable skills.  Emphasize how 
the whole team, individuals and the organization will do better, and 
thrive as the result of the change.

Certainty

During change, individuals are consumed with figuring out 
“where we are going, what’s next” and predicting the future. 
Individuals are seeking control and predictability.

Share details, repeatedly, about the change timeline, what is 
changing, how, and when.  Dates and timelines are particularly 
important.  Repeat these messages via different communication 
channels.

Autonomy
People seek control and influence over their environment during 
change; become protective of what they can shape.  Having 
autonomy lessens anxiety.

Delegate control, ownership, and engage others in shaping the 
change as much as possible.  Even subtle experience of having 
autonomy generates positive reactions.

Relatedness

“Tribal” experience are heightened during times of change.  
People worry about being “in” or “out” of social, or work groups, 
and preserving their connections, especially when work teams 
are redesigned.

Provide and promote “community” building forums (e.g., buddy 
systems, picnics, celebrations, learning sessions); where people can 
experience connections, and form new ones.  This is particularly 
essential when fostering cross-functional teams.

Fairness

During change, the perceived “doing the right thing” experience 
of the change leaders is critical.  People seek wholeness, 
decency, and trustworthiness in those leading the change, and 
the overall experience of the change itself.

As change leader, share your conviction, values, and guiding 
principles.  Demonstrate fairness, consistency, compassion, and 
caring.  Be transparent with your expectations.  Increase 
communication and involvement, and challenge session when 
making critical decisions.
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Improvement as Change

“Every time you make an improvement, someone 
loses and the leader’s job is to make them whole.”         

John Shook

“You are either the leader of an improvement project 
or you are the victim of someone else’s improvement 
project.

Niraj Sehgal MD
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The J-Curve of Change

10

The J-Curve of Change

Shanafelt, et al. Mayo Clin Proc 2019
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The J-Curve of Change

Shanafelt, et al. Mayo Clin Proc 2019
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The J-Curve of Change

Shanafelt, et al. Mayo Clin Proc 2019
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The J-Curve of Change

Shanafelt, et al. Mayo Clin Proc 2019
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Motivation
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Intrinsic Motivation

• Autonomy

• Mastery

• Purpose (Relatedness)

Gagne M, Deci E. Self-determination theory and work 
motivation. J Organiz Behav. 2005;26:331-362
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Skill & Challenge

Csikszentmihalyi, M. (1990). 
Flow: The Psychology of Optimal Experience
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Your role in change support

• Start with trust
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Trust  =  Credibility + Reliability + Intimacy
Self-Orientation

The Trust Equation

Source: TrustedAdvisor Associates 2007
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Trust  =  Credibility + Reliability + Intimacy
Self-Orientation

Source: TrustedAdvisor Associates 2007

Credibility

Has to do with the words we speak and our knowledge.
Skill Mastery is the least helpful in building Trust

The Trust Equation
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Trust  =  Credibility + Reliability + Intimacy
Self-Orientation

Reliability

Has to do with our actions and dependability.
Reliability is the most common trait.

The Trust Equation

Source: TrustedAdvisor Associates 2007
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Trust  =  Credibility + Reliability + Intimacy
Self-Orientation

Intimacy

Has to do with perceived safety and security.
Intimacy has the biggest impact on Trust.

The Trust Equation

Source: TrustedAdvisor Associates 2007
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Trust  =  Credibility + Reliability + Intimacy
Self-OrientationSelf-Orientation

Has to do with compassion.
A Leader builds a culture in which individuals lower their 
self-orientation.

The Trust Equation

Source: TrustedAdvisor Associates 2007
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Your role in change management

• Start with trust

• Anticipate the responses

• Use SCARF to adjust communication and reduce 
learning anxiety

• Leverage intrinsic motivation (autonomy, mastery 
and purpose)
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Change
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Thank you!!!
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