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Today we are, precisely, 30 days, 4 weeks, into the containment.  

 

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.  

Friday 13th of March: Strict containment measures are imposed. 

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. Measures are being tuned to 

secure effectiveness, understanding and buy-in.  

Friday 26/03, 15 days and 353 deaths after the 1st fatal case in Belgium:  No unnecessary moving around 

anymore. (again, a lot of Step 2 activities = ‘adapt’) 

Week 1 of April 2020.  Companies test more ‘innovative’/ ‘unusual’ practices.   
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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.  

Friday 13th of April, 4 weeks after Tzero.  Curves in countries seem to flatten. Knowing this is a cluster-by-

cluster and outbreak-by-outbreak type of disaster, top caution is still enforced.  

 

 

Little story.  

May 1978. I am rock climbing in the Belgian 

‘Ardennes’.  As a second (so not as the lead). I am 

stuck under a ‘surplomb’ (corniche/overhang). The 

lead climber has made relais only a few meter higher.  

Because of the difficulty. I can hear him but can’t 

understand what he is shouting. Due to the overhang 

I can’t see him.  Scary. This is a V- , a Five minus move. 

To get beyond the corniche.  I feel stuck. Very stuck.  

Suddenly cold sweat breaks me out. Truly, if you have 

never had it, it is an unreal experience.  You are 

scared, muscles heated from the previous efforts but 

feeling cold, whilst you feel the individual chilling 

drops of cold sweat searching their way over your 

back….  

You can’t possible see how to work your body beyond this barrier. Not possible. Not possible. 

 I WILL FALL …  

 

Today we address “Slice-to-Nice”, my jargon for the 7 o’clock tool. Part of the Step 3: Exploring & 

Experimenting. See illustration.  
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Illustration 47: In Step 3 I can recommend 4 tools/techniques  

- The 7 o’clock tool :  “Slice-to-Nice” 
- The 8 o’clock tool :  “Switch-A-Switch” 
- The 9 o’clock tool :  “Seek Sherpas” 
- The 10 o’clock tool: “Pace the Pace”. 

 

The team, the department/unit, country etc have now had their debates on what could work in terms of new 

approaches, or new behaviours, or new ways of decision making, or new metrics, or new procedures, or any 

combinations of the above.  

However, in change as opposed to continuity it is not because it could work, that is can work. It is not 

because it should work that it shall work.  

(if that would be the case then many diets, many smoking cessation efforts, and many start-to-sport efforts 

would be more effective).  

 

“In change as opposed to continuity, 

it is not because it could work, that is can work. 

It is not because it should work that it shall work.” 
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Before personal change, especially behavioural change, can be adopted the exploratory/experimental change 

needs to be ‘sliced’.  

Only if and when the desired change is sliced into steps that are doable on a daily or weekly basis, the change 

will last. Will relapses be minimised.  

Only if and when the desired change can be translated into 1 or 2 key ‘switches’ (in behaviour) will the change 

last.   ( ‘making a switch’ in this context  means a singular change action that a person can execute e.g. no 

longer eating chips after 8 p.m.).  

Only if and when one can find more people supporting your modified approach than people cheering for your 

unmodified approach will your change last. Will your ‘adoption’ succeed.  

That Is why, when I lecture or facilitate training I put so much emphasis on “slice-to-nice”, “switch-a-switch” 

and “seek Sherpas”. 

 

‘Slice-to-Nice’ 

 

Together with ‘Bad Days Are Good Data’ this is one of my favourite ones.  One of the key challenges in Change 

is that it so often looks daunting.  

Where to start, where to end? 

Where to focus, where to leave aside? 

 Who to work most with, who to leave in peace?  

Also I find this a favourite teaching topic because it can be done in team. This action is indeed one which is 

advocated to do with several people. A team, a group, a unit.  This can be fun, and can lead to mutual 

understanding, maybe even some rallying around the change.  

Here is the key idea: Slice-to-Nice.  Keep slicing and dicing the change mix UNTIL you find a piece of which you 

can say: “This is nice. I can do this!” . “This is nice! We can do this!” 

Of course it can take many repeat efforts/dialogues to find a ‘slicing’ that will work for you, work for the team. 

Some ‘change mix’ is quite simple. Some ‘change mix’ is highly complex if not complicated. But if you do find a 

(common) way, you are in a good position.    
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Illustration 48: Nobody conquers a challenge as daunting as an 8000+ meter mountain in one heroic, bold, brave, beautiful, intelligent 

move. Everybody makes intermittent camps. Everybody starts with hauling material from on camp to the next for days. Everybody 

starts with acclimatisation, with building condition. Everybody waits for favourable weather conditions.  Adversity and change are 

sliced until it is doable. 

 

Also, quality slicing and dicing will fight of some (mid-size) dragons. Because the temptation can 

come to shrink yourself. “I can’t do this”. “I will never be able to do this.”   “I am who I am.” “This 

is not for me.” Etc.  

My advice:  “Shrink the steps, not yourself!” 

When something doesn’t work out, don’t call yourself a loser. Neither immediately nor automatically. 

 

 

Redo the slicing and dicing. Shrink the (initial) change steps until you find a step that looks AND attractive to 

try-out AND achievable in the short run. Then get going. Don’t delay. You know from the 6 o’clock tool (Bad 

Days Are Good Data) that there will be unsuccessful days but that these unsuccessful days will provide you 

with data and insights on how to either (a) change course i.e. explore & experiment with something else, or 

(b) to stay on course but to redo the slicing & dicing.  

 

 

 

Illustration 49: Identify the BIG STEPS in you/your/team/your unit conquering the 

Change. Then seek to break down the major steps into sub steps. If you impose 

on others to take too large steps ASAP, the change staircase will lead you down 

instead of up. (Of course, it doesn’t stop after the first initial step: extra steps will 

be taken almost on a weekly basis). 

“Shrink the steps. Not yourself.” 

Zius © 2012 
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Think about a tennis player in a make or break match. She is under 

pressure from relentless rallies by an opponent.  

She has thought of a strategy to tilt the game. But first she needs to 

regain balance. To take the danger out of the adversity.  Will she 

react first with a hard hitting kill-all forehand?  No, she decides to 

make a craftful slice. Taking the violence out of the top-spin 

forehand attack from the opponent.  Quickly she re-centers at the 

mid-position on the baseline.  

Thereby regaining the initiative and 

preparing to attack herself.  

 

 

 

 

Also in medicine: seek detailed assessments. Successive exams.  Examine slice by slice. Then build up to a 

wholesome strategy. Slice and build. 

 

A dragon that likes to inflame things at the change situation or at the change team, is the 

following:  

Under pressure of the many change needs, or due to the confusion generated by the 

complexity of the change mix, the temptation will rise to LOWER THE STAKES.  

 

The danger is obvious: as soon as management lowers the stakes, half of the organisation goes asleep and 

reverts back to the previous status quo.  As soon as you say to yourself: “as from now I will only drink one unit 

when driving because zero units seems not to work for me”, the change ambition is dropped, is lost.  

The right way is not to LOWER the stakes, but to SHRINK the stakes. SLICE the stakes. 

All sport teams do this all the time with journalists. 

They DON’T say “we don’t want to play for the title anymore (this year)”. They say “only the next match 

matters”.  They don’t say “I am the favourite for this race”. They say “I will see how my legs are the day itself. I 

will give it my all. And then we’ll see how things present themselves in the last rounds...” 

 

This happens all the time in teams confronted with change:  

The team is pressing to LOWER the stakes. Because it gives them more chance to come out well. Or because 

they are crumbling under the pressure.  

The team lead is pressing to UPHOLD the change ambitions/stakes. Because she/he is herself part of the 

management team or task force who is ultimately accountable for realising the change ambitions.  
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Mind you, major, disruptive change is not a Casino.  

We shouldn’t play poker against the virus.  (Even if some 

leaders would love to bluff the virus).  

Don’t bet everything on your staff persevering throughout 

the self-containment periods without strain. However great 

and talented they are. They are human too.  

Don’t bet the house on just one or two anti-viral leads. Have 

several, even many. Don’t bet the house on just a one or two 

vaccine leads. Explore several, if not many. 

Don’t bet everything on headquarters coming with an full blown, all out, holistic strategy for 2020-2022. We 

are still in the phase where solutions are discovered bottom-up. From the field – I mean the citizens, 

consumers, customers and clients – back to the unique talents and assets of your organisation. 

Slice & shrink the stakes by initiating broad exploration, multiple experimenting.  Slice the stakes per bet but 

don’t lower your ambition.  

Forgetting to build insights and intelligence on how co-workers see the change and stake mix will lure out a 

(little) dragon.   

You will start to hear things such as.  “You know, boss, if the targets are not adapted, if 

they stay what they are, I can not any longer be held responsible for them (these targets).  

They are too high.” (he means either that they are wrong, or that he can’t do it...)  

OR, “…if I don’t get more resources I can’t make any promises on outcomes and/or timelines any more …” 

 

So, shrink the stakes, if need be. But don’t shrink 

yourself. 

Slice-to-nice, shrink-the-stakes, shrink-the-steps.  And 

get going!  

 

Visualise this with your people. Talk to each other. 

Image, as many of you can, an integration between 2 

huge companies or two huge organisations. The merger has to be accomplished including – as we know well 

by now – (a) the ambition to create the most marvellous R&D machine in the world, and (b) a synergy exercise 

reducing total global headcount with 15%.  Now the company issues a road book with a great many steps. 

(with or without the help of McKinsey or others …  ;)).  Preferably all to be executed ASAP.  

Wouldn’t an ALL+ASAP approach look like a situation in which the little man is trying to push all the dominoes 

at once without stacking them appropriately in time or in space?  
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And even when you are so, so sure of your bet. Don’t eat all your cake 

at once.  The change might last much longer that you thought.  I might 

change in nature. It might unleash some unexpected dragons.   

 

 

 

You want your hospital to be the best contamination-proof hospital in the country after the corona year? You 

want your rest home to be the best contamination-proof rest home in the country? You know a strategy to 

make your company the most digital savvy company in your country?   Fine. Great. Congrats! 

Now, turn the tables, and put yourself in the shoes of your front line colleagues:  how much change have they 

already handled in only 4 weeks (!!) since Tzero??   How much change will they think/feel they can take on in 

the next 4 weeks??  (which will as much look as an eternity as the last 4 weeks).  

This CORONA race is a triathlon:  (1) swimming or sinking: the containment, (2) riding  and racing : the 

testing& tracking of patients, health care professionals  and the contact persons they ‘touched’ in their last 14 

days – all of this until antiviral drugs and vaccines have arrived,  (3) running a marathon:  persevering  42km, 

maybe 42 months, until the economic, financial, and social fall-out has been conquered.  

Are you still sure you don’t want to ‘slice’ your change endeavours?  

 

« Change should be  

sliced and diced  

until people feel 

they can contribute 

to it. »  
 

                 Zius, 2014. 

            Book ‘On Change’ 
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Illustration 48:  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.  

To keep control of that ‘mutational’ process we advise to NOT launch all strategies all out in all directions. Whilst this is a good approach 

in time of continuity, under condition of disruptive and/or enduring change we have to take account of the yet unknown new ‘frailty’ 

levels of the people, assets, and processes.  Whilst in the ADAPT phase our goal was to protect & preserve the “integrity” of the people, 

assets and processes in the ADOPT phase our goal is to sustain & strengthen the “resilience” of the people, assets and processes.  

 

Little story ( … continued)  

 

And no, I didn’t fall.  

I stayed there, frozen, for 10 minutes, unable and unwilling to move. 

Slowly it dawned on me that staying there, under the overhang, till 

night fall wasn’t an option. I revisited my smallest possible moves: 

maybe one hand there, then a few toes there, and then my butt left 

up but not so far out that I would fall… 

Slowly I identified a move that I thought: “I can do that”. If only I 

switch where my feet stand now, I can hang on one stretched arm. 

Yes, I can do that. I have done that before. In other circumstances.  

I shouted to the lead climber on the relais: “sec”.  He held the rope 

tight. I made the three moves. Feet repositioned, arm passively 

stretched like a cable, arse up left high. And pushing on that left leg. 

Giving it my all.  

I couldn’t believe it afterwards.  Afterwards the change, once so unsurmoutable, seemed ‘doable’.  
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Wishing you well!  

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

Geri G. Brouwers  

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

 

 

 

 

 

 

© Geri G. Brouwers 

“The Three Clocks” 

http://www.zius.net/
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