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March 2020.  The COVID-19 virus spread is taking threatening proportions and internationalising. 

Week 1 of March2020:  Governments all over Europe take measures, mostly of ‘we strongly advice’ nature. 

March 11th, the WHO declares COVID-19 a pandemic; 1st fatal case in Belgium. 

Week 2 of March2020: Governments all over the World take measures, mostly of ‘we impose’ nature.  

Individuals, families, communities and nations start a massive Change Journey. The Belgian Authorities 

‘address’ and ‘adapt’ for a first time. (see blogpost nr2) 

Friday 13th of March: Strict containment measures are imposed. Tzero of the ‘disruptive change’ for Belgium. 

Week 3 of March2020:  Thursday 18th of March: Belgian Authorities ‘address’ and ‘adapt’ a second time. 

Friday 20th of March: Belgium implements a ‘light’  borders’ closing (only people; not cargo) 

Week 4 of March 2020:  Belgium Authorities ‘address’ and ‘adapt’ a third time. The messaging changes: for 

now not stricter measures but the same strict measures for longer times. (I.e. we will be in the phase of 

protecting the integrity of people, assets and processes for a longer timeframe – see previous blogs.  

Authorities worldwide move to exploring and experimenting in the domain of finance & fiscal policy. 

Friday 26/03, 15 days and 353 deaths after the 1st fatal case in Belgium:  announcement of clarification of 

intensity and duration of change management measures. No unnecessary moving around anymore. (again, a 

lot of Step 2 activities = ‘adapt’) 

SERIES OF BLOGPOSTS ON CHANGE MANAGEMENT 

 BLOGPOST 7 – APRIL 5TH, 2020. 

CORONA : CHANGE IN DISRUPTIVE TIMES 
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Week 1 of April 2020.  I am hearing feedback from companies that left and right, a previously ‘innovative’/ 

‘unusual’ practice if becoming more usual.  Things that seem to work are more broadly ‘adopted’.  These are 

early signs of the next phase coming: the ‘ADOPT’ phase. 

Friday 03rd of April.  Another ‘adapt’ : The Belgian government published fine-tunings and clarifications on the 

existing measures in the Legal Gazette. No new measures for now. Neither additional ones nor cancellations. 

 

Illustration 35: Picture taken when I visited the command deck from the Rainbow Warrior (the main Greenpeace ship). It was the 

screen saver of one of their PC screen at the deck.  

 

In the media we see a nice example of entering a new transit curve at the ADDRESSING starting point.  After 

having ‘focused on what we do control’, i.e. the loco-loco situation, media and authorities start addressing also 

comparator situation. For, the comparative numbers across smaller countries with somewhat lookalike socio-

economic settings shows diverging indicators of progression.  

 

Illustration 36: I only took the ‘hardest’ primary endpoint i.e. registered fatalities. For this is the business we are currently in: saving 

lives. (numbers as per Thursday April 2nd)  

Remember also the tool/techniques highlighted in blogs 2 and 3. First, “Bad Days Are Good Data”. Somewhere 

hidden behind the data are insights that can help everybody. Also remember the tool/technique “Finding 

Bright Spots”. Some things that we would at first sight consider improbable, not plausible or impractical are 

maybe successfully implemented by others via another approach.  

nr of deaths nr citizens ratio

 per 03/04/20 (millions in 2017)  deaths per million

Belgium 1143 11.491.346,00 99,466

Netherlands 1339 17.084.719,00 78,374

Sweden 565 9.960.487,00 56,724

Switzerland 308 8.236.303,00 37,395

Portugal 209 10.839.514,00 19,281

Austria 158 8.754.413,00 18,048
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And one final recap before we enter the next quadrant of “The Three Clocks’. For we have already shared a lot 

of information and concepts. 

Readers warning/reminder: when I lecture or facilitate trainings on Change Management I have to repeat a 

few times that  there is no such thing as 1 single curve: not per person, not for the whole organisation.  

Each person and each team/unit is going through multiple change transit curves at the same time. (but that is 

difficult to illustrate easily …  ) 

 

Illustration 36: the 1 o’clock tool/technique: ‘Face-the-Phases’.  Each person or entity is involved in several change transit curves at the 

same time.  

Time and time again new Change Transit Curves will initiate themselves. Both when good news happens again 

(e.g. an abandonment of a certain measure/a release of a billion dollar package/an arrival of 10 million mouth 

masks for rest homes/…) and when adversity strikes again (a sudden outfall of police personal like the 1 in 4 in 

Harlem/NY / like running out of ventilators / having to file for bankruptcy support for your restaurant/ etc).  

Each and every transit curve, whether major or minor goes through the 4 phases. And, time and time again, 

each phase has to be matched to the 4 Steps in “The Three Clocks” system.  

“There is no such thing as one whole organisation being involved 

 in just one straightforward change transit curve.” 
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I know (from experience) and I predict you: Change fatigue will happen. When yet again a 

transit curve will start, we will get nonchalant. That is human. We will forget to mindfully go 

through the ADDRESS step. Or we will, consciously or unconsciously, skip the ADAPT step.  

Nothing will happen initially. But remember, it is on these omissions that the change 

dragons love to predate.   

 

Example:  

 Last Monday the pharmaceutical concern J&J announced that a vaccine might be available as early as 

Q1/2021. Which clearly set a curve in action if you listen to the questions of the TV journalist. “When will 

it be ready? “Oh, 100 million doses only? “Why? “Who will get priority? “What’s in it for me?  

 But also last Monday the Belgium government has had to acknowledge that some shipments of FFS2 

masks were flawed or fraught.  Which clearly set a new transit curve in action starting from disbelief to 

anger/frustration.  Look at the specificity. If we can believe the media this was in Flanders mostly 

manifested as frustration against the process and in the south as anger versus the lead person, in casu the 

minister of Health.  

 

MOVING INTO THE NEXT STEP.   

What happens classically in the next phase? Simplified, you will notice people starting to create, to have small 

successes. You will see little new solutions popping up. Yes, really, ‘pop-up’ solutions. Almost like pop-up 

shops and pop-up restaurants. 

 

Illustration 37:  phase 3:  Exploration & Experimentation.  Organisational manifestations in this phase can be met by the Step 3 

approaches in the Three Clocks system. 
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You will notice some persons showing new interests.  This is also often the phase of the ‘meet the 

unexpected’.  I have seen, first hand, again and again in sudden, deep business change, that some of the 

persons I would have guessed to do well under the change to fall back, and other persons that I thought, neh 

that’s not the kind of person that will take a lead here, to come forward with courage and contributions. Meet 

the unexpected here. Be open to it. For if that openness is trusted and fostered at your competitors and not 

at your group, you’ll be dead in the water when market competition gets to racing speed again. 

Of course you will also notice impatience here: parents wanting the schools to re-open ‘yesterday’. 

Governments to want to re-open the economy ‘yesterday’. Etc.  Some impatience will be for the good and 

some will be premature. Also positive, you will encounter ‘new referrals’. Meaning things like “have you tried 

this? A colleague from the other academic hospital told me it works for them.”.  “I heard that John at HQ has a 

really pragmatic way at redoing forecasts in these times. Maybe you should consider calling him. Say ‘Hi’ from 

me”. That, picking up new referrals, is of course   – if you are willing to listen to it, hear it out or even better to 

do it yourself. A classical Step 3 approach. 

And maybe the best of all.  People will be making ‘new friends’, new connections.  OK, OK, this happens 

piecemeal, one by one.  But this is the phase in which it happens.  Foster it.   

 

 

 

 

 

 

 

 

 

 

 

Caveat!  I am already talking here about Step 3 i.e. what to do in Phase 3. But when it comes to the disruptive 

change by COVID-19, we are not there. Not by far. In the race between expectations and realisations, 

between setbacks and successes,  I bet that between now and March 2021 we will all proportionately still 

have to do more addressing and adapting than adopting.  But he who doesn’t seek won’t find. She who 

doesn’t allow for serendipity will not discover.  
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Illustration 38:  To manage the exploration/experimentation phase  the thing to do is to generate lots of options, alternatives, try-outs, 

process mutations, etc. Many experiments will fail and they will be dropped. Some will stick and these can be adopted. As new 

practice. That is the essence of the ADOPT step.  

 

In the previous phase we mentioned ‘reaction’ as a way to rapidly avoid harm. In this phase it is about 

‘response’.   (see the side box)  

Because now it is about building exploration and  experimentation, it is about options and alternatives. It is 

about trying out new moves and seeing what works.  What works still? What 

works no longer? What new things work? 

When confronted with a change for which you don’t master an adequate 

response, it can help to look at two things:  

 Is there something that helped ME in a DIFFERENT situation?  

 Or, is there something that helped 

OTHERS in SIMILAR situations? 

In the adopt phase, or on the border of adapt and adopt, we need 

try-outs. We experiment, we trial, test, probe, prototype, modify, 

validate, etc.  Until some efforts stick to the new context. And show 

effectiveness. Show 

potential.  

We are talking both new functional moves and new relational 

moves.  
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Illustration 39:  When nothing seems to work anymore, don’t panic. Go outside. Somewhere out there someone considers as a habit 

something you might consider impossible.  Little personal example from this morning. An international client of mine wants to book a 

Zoom meeting.  Zoom has been accused of large scale privacy breaches in the last 5 weeks. So I prefer Skype.  In the conversation 

around cybersecurity I tell the client that I operate already 10 years without using Google for searches.  What has become an 

‘unconscious habit’ to me seem ‘not possible/not achievable’ to the client person. (NB: I use exclusively Firefox for all business 

searches and DuckDuckGo for all private searches. Not hard at all once you’re used to it…;  ) 

 

 

 Sub phase 3b: adopting experimental moves as new routines  

When new/modified behaviours show initial results within the new/modified context then we start resourcing 

the new ways, i.e. we ‘adopt’ them.  

 We confirm them, try them again,  

 tune them, modify them, challenge them 

 we resource them, budget them, sponsor them 

 we cut time spent on previous habits and transfer the time to new things that work 

 we recognise, reward, stimulate, compliment colleagues who discover new ways and stop giving 

accolades for ‘sacred habits’ that work less and less well.. 

 ….and adopt them as the new practice.   

 

 

“ ‘ADOPTING’  means 

 that as and when new practices demonstrate progress versus change 

we shift resources from previous practices to next practices, 

 from previously ‘winning routines’ to next ‘winning routines’ ” 
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(the notion of winning routines is explained in my book ‘The Sidera. On building superior teams’.) 

 

From a leadship perspective this try-out step is very important. Why?  I refer to 2 important change principles 

mentioned in my book ‘de Summa’ (ref #1; pages 213 and 216)  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

“people are more capable 

of major change 

that they initiated themselves 

than of minor change 

that is imposed on them.” 
 

© Geri G. Brouwers, 2014, de Summa 

“minor change 

implemented 

in a disciplined way 

will outperform major change 

implemented  

in a sloppy way.” 
 

© Geri G. Brouwers, 2014 , de Summa 
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Examples. 
 

Banks, telecom/TV providers and governments know this very well. When trying to move from one reality 

to another - say from paper banking to digital banking to mobile banking - they will launch several 

initiatives and watch closely what sticks and what doesn’t stick.  Once they know what sticks they will 

make variations, mutations, versions 2.0,  etc until it is adopted by the public as ‘the new normal’.  These 

‘phasing in’ policies are a smooth, sometimes covert way of moving large populations through the change 

action zones from ‘adapt’ to ‘adopt’.  

 

Even more. Often, when aiming to move large populations through the curve, these ‘positive’ phasing-in 

policies/strategies are often coupled with ‘negative’ or ‘punitive’ phasing-out strategies regarding the 

‘previous normal’.  Example: airport ticketing automation: from 100% at-your-service desk staffing in 2005 

to 100% digital self-help by (?) 2030.  

 
(In Dutch : ‘uitdoof-beleid’ en inloop-beleid’. Ook, sommige politici, bvb in Nederland gebruiken in het middenstuk (waar de 2 

curves elkaar ongeveer kruisen soms een ‘gedoogbeleid’ om te observeren wat spontaan wordt geadopteerd door de bevolking 

en wat niet…)   

 

 

 

 

Illustration 40:  Typically, 

to foster adoption, the 

new routines become 

more incentivized after 

the early adoption to get 

traction from the ‘bulk’ 

of the participants. And 

the previous routines 

become more punitive 

after the cross-over 

point, to prevent 

relapses.  

 

 

 

 

IT IS BETTER TO START 

 MANY MULTIPLE LITTLE EXPERIMENTS 

 THAN ONE 

 ‘SO MAJOR THAT IT WILL TAME THE CHANGE BEAST” 
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Build in-change and post-change strength little by little. Mutation by mutation.  This is (now) not about 

quantum leaps nor about putting a man on the moon. This is about many mutational changes and observing 

fast which ones will stick to the new substrate i.e. the post-corona society. Right now it is more about ‘failing 

forward’ than about a new Nobel price. 

 

I hear of companies and organizations who are rapidly increasing the number of controls or number or 

processes. I teach, coach and lecture against this. Whilst there is a lot of rationale about deeply understanding 

financials, espec. cash flows, it is not by doing and redoing the iterations and calculations that a new future 

will be created.  The future will be a new mix of previously successful and newly successful behaviors. The 

sooner time and effort is invested in deeply understanding what will no longer work and what might work, the 

more edge you will have when ‘regular’ competition starts again. I know it is a gigantic cliché but think about 

the saying:  “The future doesn’t exist. It is ours to create.”  

 

Let’s gear up for the next four blogs:  

 We have looked at the inner ‘clock’ of the Three Clocks i.e. the “What is happening?” -clock 

 We have looked at the middle ‘clock’ of the Three Clocks i.e. the “What to do?” clock 

 In the next 4 blogs we will look into the outer clock i.e. the “How to do it?” clock.  

 

 

 

Illustration 41:  From now on we will look into tools/techniques that work in Step 3 = Exploration & Experimentation.  

  

© Geri G. Brouwers 

“The Three Clocks” 
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We will look into the following action items:  

- “Slice-to-Nice” 

o Meaning:  make your new routines easy, low threshold enough to get rooted in the organisation.  

Don’t jump to Mars in one go. 

- “Switch-1-Switch” 

o As in evidence based science we are – initially – never sure if the new results are a coincidence or 

a causality. On top of that there is group psychology and team dynamics. Say a team lead of a 

team of 12 members – e.g. a Management Team – asks all 12 members to ‘adopt’ 5 new routines. 

What do you reckon are the odds of success that 12x5 new things succeed?  

- “Seek Sherpas” 

o All the 8000+ mountain summits have been climbed with the help of others.  Often people who 

either know the terrain very well or who have been brought up in the circumstances we ourselves 

call ‘adversity’.   Major disruptive change is not a time to play your favourite action figure or 

special power mutant. It is not a time to go ‘solo’.  Reach out for help. Don’t be shy, don’t be 

arrogant. 

- “Pace-the-Pace”. 

o It took the banks 12 years after the financial crisis of 2008 to first clean up and then strengthen 

their balance sheets. It’ll take us 12 years after the health crisis of 2020 to first clean up and then 

strengthen our “free movement of people, goods and viruses”.  This is a long haul effort.  They 

who know their limits best will see the finish line. They who don’t will only see the starting line.  

 

For each action item I will create a blogpost. 

Keep up the feedback. The more there is the more to the point the blogs become.  

 

More, soon!   Enjoy reflecting. Enjoy contributing. Geri.  

Geri G. Brouwers  

bro@meta-meta-be | 0032-476-43.30.31 

References:  

#1: ‘On Change’; A.G. Zius, © 2014.  

 #2: ‘Seven habits of highly effective people’; Steven Covey;  

#3:  ‘The Change Monster’, Jeanie D.Duck 

#5: ‘Change Anything’; Kerry Patterson, Joseph Grenny et al. 

 

For other text on Leadship, Teamship, Change and Trust, please consult  

 The publication website www.zius.net 

 My LinkedIn page containing several more brief yet illustrated blogposts https://www.linkedin.com/in/geri-

brouwers-meta-zius/  

 

 

http://www.zius.net/
https://www.linkedin.com/in/geri-brouwers-meta-zius/
https://www.linkedin.com/in/geri-brouwers-meta-zius/


Series of  blogposts on Change in Disruptive Times 

 

G.G.Brouwers –  2020 - Leadship, Teamship & Change Management – April 5ht, 2020. 

 

1
1
 

Post Scriptum 1:  for those who have missed one or two previous blogposts, I provide a résumé here.  

1) There is a difference between ‘desired change’ – i.e. change that we drive ourselves – and ‘disruptive 

change’ – i.e. change that happens to us.   

2) In disruptive change a number of phases can be identified.  

a. I have simplified these phasings to 4 only. (for the sake of simplifying dialogue and interaction 

between colleagues and parties).  

3) The phases are more or less universal.  

a. Meaning a government of a huge country will be experiencing it, a national association will 

experience it, a local church congregation will experience it, a family will, and each individual 

will.   

4) What will differ is  

a. The amplitude of the swings (e.g. higher anger/lower anger – higher experimentation/lower 

experimentation) 

b. The speed/pace at which an ‘entity’ (e.g. you yourself or you team or you company) will go 

through the change transit curves. 

c. The number of swing backs/relapses  from one more advanced phase to a previous phase. 

E.g. reverting back from exploration/experimentation to anger/resistance.  

5) Each person or entity is involved in multiple change transit curves at the same time. E.g. a company 

can have to cope with the following transit curves:  

a. Income will be down 50% by year end. How to cope? What will happen to us? How will it be 

when all this is over?  

b. We can’t do live visits to customers anymore, not fairs, congresses, etc.  We have just lost our 

unique selling edge. Where is this going to end? It this temporarily or will it last? What to do?  

c. Our company has never invested in people having screens, printers, cameras, headsets at 

home. The competition has.  Are we dead in the water now? Is this the end of our golden 

age?  Do I have to learn all these millennials’ tricks? Will I get obsolete? 

d. I hated my boss before. He was always picking on me. Gladly I can now work at home. But I 

am a social animal. I get depressed from not being with my colleagues on the work floor.  

e. My husband has been made unemployed. He has never done much in the household, nor in 

the care for the 3 kids. Tensions do run high 2 à 3 times a week.  All he thinks about is his car, 

his race bike, the garden, his dog, watching CNN, etc. Are we heading to a Corona divorce?  

Someone please tell me how to work this out?  

6) Although many actions and behaviours are possible in each phase, it helps to match phases and 

action steps. This is the approach of “The Three Clocks”. 

a. To the first phase of DENIAL/DISBELIEF (inner clock) we match the behaviour of ADDRESS 

(middle clock). To the behaviour of ADDRESS we match the two tools/techniques of “Phase 

the phases” and “Focus-on-what-you-do-control” (outer clock). 

b. To the second phase of ANGER/RESISTANCE  (inner clock) we match the behaviour of ADAPT 

(middle clock). To the behaviour of ADAPT we match the four tools/techniques of “Play-the-

Perspectives”, “Find-A-Feeling”, “Bring-in-Bright-Spots” and “Bad-Days-Are-Good-Data”.” 

(outer clock). 

c. To the third phase of EXPLORATION/EXPERIMENTATION (inner clock) we match the behaviour 

of ADOPT  (middle clock). To the behaviour of ADOPT we match the four tools/techniques of 

“Slice-to-Nice”, “Switch-A-Switch”, “Seek Sherpas” and “Pace the Pace”  (outer clock). 
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d. To the fourth phase of (re-)ENGAGEMENT/(re-)COMMITMENT  (inner clock) we match the 

behaviour of ANCHOR (middle clock). To the behaviour of ANCHOR we match the two 

tools/techniques of “Smooth-and-Shape” and “Script-the-scripts” (outer clock). 

 

 

Illustration 42: the 1 o’clock tool/technique: ‘Face-the-Phases’  at nationwide level. With looping back and some relapsing or going 

back & forth between phases. 

 

Illustration 43: the 1 o’clock tool/technique: ‘Face-the-Phases’  at organisational level. Illustrating a different change transit curve from 

the national/societal level. 
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Illustration 44: the 1 o’clock tool/technique: ‘Face-the-Phases’  for a specific team in the company. Notice some going back & forth 

between disbelief and passiveness, followed by excellent exploration. But some commitment relapses before engagement is complete 

again. 

 

Illustration 45: the 1 o’clock tool/technique: ‘Face-the-Phases’  for a single person. Observe that the person and her team are not 

transiting the curve in the same way.  
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Illustration 46: Overview of clock 3 : the outer clock featuring all tools/Techniques from the 1 o’clock tool ‘phase the phases’ to the 12 

o’clock tool ‘script-the-scripts’.  
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SIDE BOX : WALL STREET AND  THE THREE CLOCKS   

 

Some nice parallels here.  

Even the stock markets – which some people call highly irrational, volatile and sometimes haunted by 

animal spirits – are more or less following the simplified ‘4 Phases – 4 Steps’ rhythms. 

 

Key benchmarks (such as the S&P500) have been very fast to ADDRESS what was going on. With key 

questions such as 

- “Is this going to be a depression or a recession?” 

- “If a recession, is it going to be worse, equal or milder than the 2008 financial crisis?”  

- “Are responses possible? Plausible? And, if they are, will they be adequate or inadequate?” 

 

 

Then on April 2nd the Financial Times wrote: “ (the rebound in recent days)…simply marks a new phase 

in the markets’ struggle to adapt to a rapidly shrinking global economy…The violent phase of the 

adjustment has passed .. but the perils to investments has not…” (underlining is mine; GGB). 

Further in the article the FT mentions: “Some investors are dipping a toe back in …”  

Which is, as faithful readers will spot immediately, a sign of Step 3 activity: “Explore & Experiment”. 

 

  



Series of  blogposts on Change in Disruptive Times 

 

G.G.Brouwers –  2020 - Leadship, Teamship & Change Management – April 5ht, 2020. 

 

1
6
 

 

SIDE BOX : REACTION  VS RESPONSE    

 

Side box  : ‘React’  is not the same as ‘Respond’ 

‘React’ is not the same as ‘Respond’ .  

 Again, when I lecture on Change or facilitate training session, then the ease of interacting  I separate the 

jargon ‘reaction’ from ‘response’. 

Immediate/instantaneous reactions to change are natural. And can be used to win time.  

 When your boss announces an unexpected decision, you can and will react: happy, surprised, wrong-

footed, alienated.  

o E.g. when you find out that for a Special European Post-Change Task Force you have been 

selected.  “of course”, as it goes, on top of your regular work … 

 No need to instantaneously provide a response = a move relevant in the longer term to the move of 

your boss.  Just do what politician do when asked for a (first/immediate) reaction: 

o acknowledge the change;  

o acknowledge possible perceptions you or others can have;  

o seek clarification or further elements on the nature of the change 

 Look at the metaphor of boxing sports or martial arts: when a stroke (action)  is coming your way, the 

first and correct  re-action is to step aside, lean aside, jump back, or otherwise  swaying or weaving. 

This (instant) reaction = adapting to the change coming your way  comes before any response. It aims 

solely to preserve the integrity of people, assets and processes – as we discussed before).  

 

You have noticed that in Change, the basic laws of physics  - i.e. action-reaction happen almost 

instantaneously -  is not a wise idea…  .  

 It will also avoid getting normal reactions - such as anger, resistance - mounting, not against the 

impacting event, which is perfectly OK, but against your own self or your boss, which is not very helpful...   

 It is neither wise not effective to move from reaction to response before having regained – however little 

– one’s center and balance.  (see the books The Summa and The Sidera)  

 

  


