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“…People loved the screen-
sharing…no one wanted to pay 
for tech support…the $10 
million lesson? Do market 
validation!”

-Klaus Schauser, Co-Founder & CTO



ISOLATION PATTERN



• CEO told me directly
• Gave me clear direction
• I had time to process

COACHED THROUGH CHANGE



Current State
(primary, known)

Future State
(secondary, unknown)

WE ALL ADAPT DIFFERENTLY

X

X

XX

XX
X

CRR Global, Arne Mindell



• Products cancelled
• Growth/attrition
• New work or priority
• Knowledge sharing
• Stagnation & learning

WHY YOUR TEAMS WILL CHANGE



WHEN YOUR TEAMS 
CHANGE YOU ARE 
NOT “DOING IT 
WRONG”





5 PATTERNS OF TEAM CHANGE



ONE BY ONE 
PATTERN



GROW & SPLIT 
PATTERN



MERGING PATTERN



ISOLATION PATTERN



SWITCHING PATTERN



• Break up your teams tomorrow
• Switch people around frequently
• Change for the sake of change
• This is easy

I’M NOT SAYING…





• Planning ~ forever
• Decisions ~ harder
• Work ~ unrelated



RETRO ABOUT TEAM COMPOSITION



DESIGN YOUR TEAM ALLIANCE



RELAUNCH THE TEAMS



MATURITYBIRTH

DISRUPTION

RENEWAL

ADOLESENCE

GROWTH

Adapted from Gunderson and Holling, 2003
Keith McCandless, Henri Lipmanowicz & Fisher Qua, Liberating Structures

POVERTY
TRAP

RIGIDITY
TRAP

TEAMS EVOLVE











team

division

dept

company

person



Open space



People don’t fear change, they fear loss.

Leadership on the Line, Heifetz & Linsky





EXPOSE THE HIRING



VISUALIZE THE BEFORE & AFTER



IT HAPPENS IN DIFFERENT WAYS

Sam Kaner



PLAN THE CHANGE TOGETHER



OVERCOMMUNICATE

Say it 7 
times!



-Problem statement 
 
-Before & after team structure (visual) 
 
-Timeline  
 
-Communication plan 
 
-FAQ

WRITE DOWN & CIRCULATE



R - Recommend

I -   Input

D - Decide

E - Execute

DON’T FORGET “RIDE”

RIDE framework is from Pat Wadors, UKG



P A T I E N C E







DR. ANTHONY KLOTZ
TEXAS A&M UNIVERSITY



SWITCHING PATTERN



PANDEMIC EPIPHANIES
PROMOTIONS
HIGHER PAY



Tech Crunch article on Y Combinator Advice to Startup Founders 
https://techcrunch.com/2022/05/19/yc-advises-founders-to-plan-for-the-worst/





Help the humans through transition

EndingsNeutral Zone

New Beginning

Endings, Neutral Zone and New Beginning concept from Bridges, William. Transitions: Making Sense of Life’s Changes. Cambridge: Da Capo Press, 2004.

Capo Press, 2004.



Processing the Ending Together

• Talk about the ending with your team not just one on one


• Determine what to bring forward to your next team


• Calibrate/kick off the new team


• Move on



Offer support

• Support people who are leaving AND the people who are staying.


• Have open door sessions.


• Reach out to people. Tell them that you care.


• Leverage one-on-one and team discussions to get through it.



Current State
(primary, known)

Future State
(secondary, unknown)

WE ALL ADAPT DIFFERENTLY

X

X

XX

XX
X

CRR Global, Arne Mindell









Pay attention to each other.



LEVEL PLAYING FIELD

EQUALIZE LOCAL & REMOTE



How can you 
help 

them be 
successful?

Why don’t 
you have 

lunch with 
them?

What can 
you learn 

from them?



@heidihelfand

COACH THROUGH TEAM CHANGE



B U I L D  R O L E  E M PAT H Y





WHEN YOUR TEAMS 
CHANGE YOU ARE 
NOT “DOING IT 
WRONG”



YOU WILL GET 
CURVE BALLS





YOU CAN MAKE A BIG IMPACT!



IT’S ALL ABOUT THE RIDE
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