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  Foreword




  By Spencer Johnson, M.D.




  

    Author of Who Mo[image: ]ed My Cheese?™


  




  

    Coauthor of The [image: ]ne Minute Manager™


  




  On the surface, this wonderful book appears to be a simple fable that is easy to read and understand. But that is just the tip of the proverbial iceberg.




  Working with John Kotter, at the Harvard Business School, I learned that he knows more about changing organizations than anyone, anywhere. Leaders and managers around the world

  have read his highly respected book, Leading Change, and have discovered that using his Eight Steps is the best way to ensure a successful organizational change.




  What does that have to do with most of us?




  Well, with Our Iceberg Is Melting, everyone working in any kind of organization—and that is most people—can now discover how to use the same Eight Steps,

  and enjoy more success in these changing times.




  Professor Kotter and his equally creative coauthor Holger Rathgeber, let us see how a group of penguins, in adverse conditions, use the steps, seemingly without knowing it.




  Whether you work in a business, or the business of life, everyone from CEO’s to high school students, can gain from what each takes from this story.




  As you enjoy reading what follows, you may want to ask yourself, “What is my ‘iceberg,’ and how can I use what I discover in the story?”




  And then consider sharing it with others you work with. After all, things usually turn out better when everyone is on the same page.










  Welcome




  Handle the challenge of change well, and you can prosper greatly. Handle it poorly, and you put yourself and others at risk




  All too often people and organizations don’t see the need for change. They don’t correctly identify what to do, or successfully make it happen, or make it stick.

  Businesses don’t. School systems don’t. Nations don’t.




  We have studied the challenge of change for decades. We know the traps into which even very smart people fall. We know the steps that can assure group success. And we will show

  you what we have found.




  Our method is showing, much more than telling, and showing with the method that has helped more people learn over the centuries than any other single technique: the fable.




  Fables can be powerful because they take serious, confusing, and threatening subjects and make them clear and approachable. Fables can be memorable, unlike so much of the

  information that bombards us today and is forgotten tomorrow. They can stimulate thought, teach important lessons, and motivate anyone—young or old—to use those lessons. In our modern,

  high-tech world, we can easily forget this simple yet profound truth.




  The fable that follows was inspired by John Kotter’s award-winning research on how successful change really happens. All of us encounter the basic issues in the story. Few

  of us encounter highly effective ways of dealing well with those issues.




  If you know much about the setting in which we have placed our story—Antarctica—you’ll see that life for our penguins is not exactly as you would find it on a

  National Geographic documentary. Fables are like that. If you think a fun story with illustrations must be for young children, you’ll soon see this book is about real-life problems that

  frustrate nearly everyone in organizations.




  For readers who would prefer to begin by learning about the history of this book, its intellectual underpinnings, the Eight Step change method, or exactly how this fable can

  help you succeed in an era of change, we have placed that material after the story on this page. If that doesn’t feel needed now, just find a comfortable chair and read

  on.










  Our Iceberg Will Never Melt




  Once upon a time a colony of penguins was living in the frozen Antarctic on an iceberg near what we call today Cape Washington.
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  The iceberg had been there for many, many years. It was surrounded by a sea rich in food. On its surface were huge walls of eternal snow that gave penguins shelter from

  dreadful winter storms.




  As far back as any of the penguins could remember, they had always lived on that iceberg. “This is our home,” they would tell you if you could ever find their world

  of ice and snow. They would also say, quite logically from their perspective, “and this will always be our home.”




  Where they lived, a waste of energy kills. Everyone in the colony knew they needed to huddle together to survive. So they had learned to depend on each other. They often

  behaved like a big family (which, of course, can be both good and bad).
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  The birds were truly beautiful. Called Emperor Penguins, they were the largest of seventeen types of Antarctic animals that seem perpetually to wear tuxedos.




  Two hundred sixty-eight penguins lived in the colony. One of them was Fred.




  Fred looked and acted much like the others. You would probably describe him as either “cute” or “dignified,” unless you really dislike animals. But Fred

  was different from most penguins in one very important way.
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  Fred was unusually curious and observant.




  Other penguins went hunting for creatures in the sea—quite necessary, since there was no other food in Antarctica. Fred fished less and studied the iceberg and the sea

  more.




  Other penguins spent much of their time with friends and relatives. Fred was a good husband and father, but he socialized less than average. He frequently went off by himself

  to take notes on what he had observed.




  You might think that Fred was an odd bird, perhaps the sort of penguin that others did not want to spend time with. But that wasn’t really true. Fred was just doing what

  seemed right to him. As a result, he was becoming increasingly alarmed by what he saw.




  Fred had a briefcase stuffed full of observations, ideas, and conclusions. (Yes, a briefcase. This is a fable.) The information was increasingly disturbing. The information was

  beginning to cry out:










  The Iceberg Is Melting and Might Break Apart Soon!!




  An iceberg that suddenly collapsed into many pieces would be a disaster for the penguins, especially if it occurred during the winter in a storm. Many of the older and younger

  birds would surely die. Who could say what all the consequences would be? Like all unthinkable events, there was no plan for how to deal with such a catastrophe.




  Fred did not panic easily. But the more he studied his observations, the more he became unnerved.




  Fred knew he had to do something. But he was in no position to make any pronouncements or dictate how others should act. He was not one of the leaders of the colony. He

  wasn’t even a son, brother, or father of one of the leaders of the colony. And he had no track record as a credible iceberg forecaster.




  Fred also remembered how fellow-penguin Harold had been treated when he once suggested that their home was becoming more fragile. When no one seemed interested, Harold tried to

  assemble some evidence. His efforts were greeted with:




  “Harold, you really do worry too much. Have a squid, you’ll feel better.”




  “Fragile?! Jump up and down Harold. Have fifty of us jump up and down at the same time. Does anything happen? Huh?”




  “Your observations are fascinating Harold. But they can be interpreted in four very different ways. You see, if one makes the assumption...”




  Some birds said nothing, but they began to treat Harold differently. The change was subtle, but Fred had seen it. It was definitely not a change for the better.




  Fred found himself feeling rather lonely.
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  What Do I Do Now?




  The colony had a Leadership Council. It was also called the Group of Ten, led by the Head Penguin. (The teenagers had another name for the group, but that’s another

  story.)




  Alice was one of the ten bosses. She was a tough, practical bird who had a reputation for getting things done. She was also close to the colony, unlike a few of her peers who

  were more aloof. Actually all of their breed of penguins look a bit aloof, but they don’t all behave that way.




  Fred decided that Alice would be less likely to dismiss his story than other more senior penguins. So he went to see her. Alice being Alice, he did not have to schedule an

  appointment.




  Fred told her of his studies and his conclusions. She listened carefully, even though, frankly, she wondered if Fred was having some sort of personal crisis.
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  But...Alice being Alice, she did not ignore Fred. Instead, she said, skeptically, “Take me to the place that you think most clearly shows the problem.”




  That “place” was not on the upper surface of the iceberg, where the melting and its consequences were hard to see, but underneath and inside. Fred explained this to

  Alice. She listened, and not being the most patient of birds, said, “Fine, fine, fine. Let’s go.”




  Penguins are vulnerable when they leap into the water because leopard seals and killer whales hide to catch careless birds. Without going into any unpleasant graphic detail,

  let’s just say that you really don’t want to be caught by a killer whale or leopard seal. So when Fred and Alice jumped into the sea, they were instinctively careful.




  Below the surface, Fred pointed out fissures and other clear symptoms of deterioration caused by melting. Alice was amazed at how she had managed to ignore these signs.




  Alice continued to follow Fred as he turned into a large hole at a sidewall of the iceberg. Through a canal a few meters wide, they swam deep into the heart of the ice,

  eventually reaching a spacious cave filled with water.
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