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Immunity to Change  
 
leveraging the research by Robert Kegan and Lisa 
Lahey 
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W.A.C. Session 3 
My brain made me do it  
&  
Competing commitments as brake pedals 

 

 

Welcome! 

Our Session will be starting shortly 
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“Every immune system is an intelligent system that seeks to protect you, 

even “save your life” - the issue is that it also can keep us stuck between 

competing commitments and unable to grow out of or into a new way of 

being.” (Kegan & Lahey, 2010, pg. 47) 

IMMUNITY TO CHANGE  
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Why is it hard to change our habits? 
 

Findings from neuroscience show that changing embedded habits 

involves growing new neural pathways. 

The good news – it’s possible 

The “bad” news – it takes hard work 

 

 “The neo-cortex, the thinking brain that learns technical skills and purely cognitive abilities, 

gains knowledge very quickly, but the emotional brain does not…Brain circuits that carry 

leadership habits have to unlearn the old ones and replace them with the new.The more a 

behavioral sequence is repeated, the stronger the underlying brain circuits become. At some 

point, the new neural pathways become the brain’s default option.”  (Daniel Goleman, 2000 

in “Leadership that Gets Results”). 

IMMUNITY TO CHANGE  
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Technical Challenges: may be complex and important, but the solution 

can be known from existing knowledge  (example: taking out an 

appendix, landing a plane when a wheel falls off)   

Adaptive Challenges: require more than integrating new or more 

sophisticated knowledge into your existing mental models.                     

Requires some deeper level of growth or complexity.                           

Involves “new means of perceiving” – we ourselves need to adapt.         

This is where heavy testing of assumptions takes place. 

Note: The same outward challenge (i.e. delegating or weight loss or listening more 

or  voicing more) can be either a technical or an adaptive challenge, depending on 

the person 

Resources: “Ron Heifetz – consultant, Harvard Professor and author: “Leadership Without Easy Answers”; “The 

Practice of Adaptive Leadership”; “Leadership on the Line” 

 

 

IMMUNITY TO CHANGE  

Technical vs Adaptive Change 
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IMMUNITY TO CHANGE  

The Immunity to Change Four Column 
Exercise – Kegan and Lahey 

Column One Column Two Column Three Column Four 

Commitment(what it is 

that I say I want to do) 

Doing / not doing instead 

(behaviors I engage in 

that I know do not support 

my stated commitment in 

column 1). 

WORRIES BOX 

 

 

 

 

 

 

 

Hidden competing 

commitment (what are 

competing values or beliefs 

or assumptions that go 

against my column 1 

commitment) 

Big Assumptions (aspects 

of the way we see 

ourselves and the world 

that we uncritically accept 

as ‘true’ – often these 

aspects of our world view 

come from family, cultural, 

ses, religious beliefs, etc… 
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IMMUNITY TO CHANGE – BUILDING YOUR OWN MAP  

THE SLIDES THAT FOLLOW WILL 
ILLUSTRATE HOW TO BUILD YOUR OWN 
MAP 
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1. Commitment 

(development 

goal) 

1. Is this important 

to you? If you were 

to do this, would it 

be significant? 

2. Would others 

value it if you got 

better at this? 

3. Does 

accomplishing 

this goal lie in 

your hands? 

 
4. Is this framed in 

what you want to 

start vs stop? 

Your “one big 

thing” from this 

program  

 

and  

 

the commitment to 

a specific change in 

behaviour that it 

will require from 

you 
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1. Commitment 

(development 

goal) 

I am committed to: 
delegating 50% of 
my more tactical 
work. 

1. Is this important 

to you? If you were 

to do this, would it 

be significant? 

2. Would others 

value it if you got 

better at this? 

3. Does 

accomplishing 

this goal lie in 

your hands? 

 
4. Is this framed in 

what you want to 

start vs stop? 

Be 

specific 
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1. Commitment 

(development 

goal) 
 

I am committed to 
delegating 50% of 
my more tactical 
work. 

2. Doing/not 

doing instead 

1. What do you 

do that keeps 

you from 

achieving the 

stated goal? 

 

2. What do you 

not do that 

keeps you from 

achieving the 

goal? 

 

3. How do you 

actually behave 

in practice that’s 

different than 

your goal? 



Women as Agents of Change program 2017 – www.dorianbaroni.com 

1. Commitment 

(development goal) 

I am committed to 
delegating 50% of 
my more tactical 
work. 

2. Doing/not 

doing instead 

1. What do you do 

that keeps you 

from achieving 

the stated goal? 

 

2. What do you not 

do that keeps you 

from achieving the 

goal? 

 

3. How do you 

actually behave in 

practice that’s 

different than your 

goal? 

-I am quick to do 
the detailed  work 
myself. 

-I’m not aware until 
“later” that I could 
have delegated. 

-I delegate but 
then tell them 
how to do it. 

-I don’t take the time to 
coach my new team 
members. 

-I push myself to do 
everything at 110%. 

-I enjoy the adrenaline 
of doing it myself 
under pressure. 
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1. Commitment 

(development 

goal) 

I am committed to 
delegating 50% of 
my more tactical 
work. 

2. Doing/not 

doing instead 

-I am quick to 
do the detailed  
work myself. 

-I’m not aware until 
“later” that I could 
have delegated. 

-I delegate but 
then tell them 
how to do it. 

-I don’t take the time 
to coach my new 
team members. 

-I push myself to 
do everything at 
110%. 

-I enjoy the 
adrenaline of doing it 
myself under 
pressure. 

Worry Box 
Look at each entry 

in column 2 and ask 

yourself: If I 

imagine myself 

trying to do the 

opposite of this, 

what is the most 

uncomfortable 

feeling that comes 

up? What fear? 

Dig deep. 

 

Avoid “book 

cover” feelings 

like boredom or 

impatience. 

3. Hidden 

competing 

commitments 
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1. Commitment 

(development 

goal) 

I am committed to 
delegating 50% of 
my tactical work. 

2. Doing/not 

doing instead 

-I am quick to 
do the detailed  
work myself. 

-I’m not aware until 
“later” that I could 
have delegated. 

-I delegate but 
then tell them 
how to do it. 

-I don’t take the time 
to coach my new 
team members. 

-I push myself to 
do everything at 
110%. 

-I enjoy the 
adrenaline of doing it 
myself under 
pressure. 

Worry Box 

I worry I will… 

- lose my 

expertise 

- fail 

- not be 

needed 

 

Look at each entry 

in column 2 and ask 

yourself: If I 

imagine myself 

trying to do the 

opposite of this, 

what is the most 

uncomfortable 

feeling that comes 

up? What fear? 

Dig deep. 

 

Avoid “book 

cover” feelings 

like boredom or 

impatience. 

3. Hidden 

competing 

commitments 
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1. Commitment 

(development 

goal) 

I am committed to 
delegating 50% of 
my tactical work. 

2. Doing/not 

doing instead 

-I am quick to 
do the detailed  
work myself. 

-I’m not aware until 
“later” that I could 
have delegated. 

-I delegate but 
then tell them 
how to do it. 

-I don’t take the time 
to coach my new 
team members. 

-I push myself to 
do everything at 
110%. 

-I enjoy the 
adrenaline of doing it 
myself under 
pressure. 

Worry Box 

I worry I will… 

- lose my 

expertise 

- fail 

- not be 

needed 

 

3. Hidden 

competing 

commitments 

I am committed … 

Those worries drive 

effective as well as 

not helpful 

behaviors used to 

keep these fears 

from becoming 

reality. 

Convert each of 

your fears into a 

competing 

commitment. 

A commitment to 

not having the 

things you fear 

happen. 
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1. Commitment 

(development 

goal) 

I am committed to 
delegating 50% of 
my tactical work. 

2. Doing/not 

doing instead 

-I am quick to 
do the detailed  
work myself. 

-I’m not aware until 
“later” that I could 
have delegated. 

-I delegate but 
then tell them 
how to do it. 

-I don’t take the time 
to coach my new 
team members. 

-I push myself to 
do everything at 
110%. 

-I enjoy the 
adrenaline of doing it 
myself under 
pressure. 

Worry Box 

I worry I will… 

- lose my 

expertise 

- fail 

- not be 

needed 

 

3. Hidden 

competing 

commitments 

Those worries drive 

effective as well as 

not helpful 

behaviors used to 

keep these fears 

from becoming 

reality. 

Convert each of 

your fears into a 

competing 

commitment. 

A commitment to 

not having the 

things you fear 

happen. 

I am committed to… 

- not losing my 
expertise. 

- not failing. 

- to not being less 
essential or 
expendable. 
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1. Commitment 

(development 

goal) 

I am committed to 
delegating 50% of 
my tactical work. 

2. Doing/not 

doing instead 

-I am quick to 
do the detailed  
work myself. 

-I’m not aware until 
“later” that I could 
have delegated. 

-I delegate but 
then tell them 
how to do it. 

-I don’t take the time 
to coach my new 
team members. 

-I push myself to 
do everything at 
110%. 

-I enjoy the 
adrenaline of doing it 
myself under 
pressure. 

Worry Box 

I worry I will… 

- lose my 

expertise 

- fail 

- not be 

needed 

 

3. Hidden 

competing 

commitments 

Those worries drive 

effective as well as 

not helpful 

behaviors used to 

keep these fears 

from becoming 

reality. 

Convert each of 

your fears into a 

competing 

commitment. 

A commitment to 

not having the 

things you fear 

happen. 

I am committed to… 

- not losing my 
expertise. 

- not failing. 

- to not being less 
essential or 
expendable. 

This is not what 
you actually want 
to be committed 
to 



Women as Agents of Change program 2017 – www.dorianbaroni.com 
17 

1. Commitment 

(development 

goal) 

2. Doing/not doing 

instead 

3. Hidden 

competing 

commitments 

4. Big assumptions 

Brainstorm all the 

assumptions a 

person who had 

such 

commitments 

might hold. 

Some you may 

regard as true 

not true. 

It is possible 

these 

assumptions are 

appropriate. 

It is also possible 

they are holding 

you back, 

allowing you to 

limit yourself. 

I am committed 
to delegating 
50% more of my 
tactical work. 

-I am quick to 
do the detailed  
work myself. 

-I’m not aware until 
“later” that I could 
have delegated. 

-I delegate but 
then tell them 
how to do it. 

-I don’t take the time 
to coach my new 
team members. 

-I push myself to 
do everything at 
110%. 

-I enjoy the 
adrenaline of doing 
it myself under 
pressure. 

Worry Box 

I worry I 
will… 
- lose my 

expertise 

- fail 

- not be 
needed 

I am committed 
to … 

-not losing my 
expertise. 

- not failing. 

-not being less 
essential or 
expendable. 

I assume… 
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1. Commitment 

(development 

goal) 

2. Doing/not doing 

instead 

3. Hidden 

competing 

commitments 

4. Big assumptions 

Brainstorm all the 

assumptions a 

person who had 

such 

commitments 

might hold. 

Some you may 

regard as true 

not true. 

It is possible 

these 

assumptions are 

appropriate. 

It is also possible 

they are holding 

you back, 

allowing you to 

limit yourself. 

I am committed 
to delegating 
50% of my 
tactical work. 

Worry Box 

I worry I 
will… 
- lose my 

expertise 

- fail 

- not be 
needed 

I am committed 
to … 

- not losing 
my expertise. 

- not failing. 

- not being less 
essential or 
expendable. 

I assume… 

…only I know how 
to do it perfectly. 

…If I’m not the 
go-to person for 
the details , I will 
lose my 
proficiency. 

…asking for help 
is a sign of 
weakness. 

…my team 
members have 
too much to do. 

…I will enjoy the 
detailed  work 
more than the 
strategic 
responsibilities of 
my role. 

-I am quick to 
do the detailed  
work myself. 

-I’m not aware until 
“later” that I could 
have delegated. 

-I delegate but 
then tell them 
how to do it. 

-I don’t take the time 
to coach my new 
team members. 

-I push myself to 
do everything at 
110%. 

-I enjoy the 
adrenaline of doing 
it myself under 
pressure. 
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1. Commitment 

(development 

goal) 

I am committed to 
delegating 50% of 
my more tactical 
work to my staff 

2. Doing/not 

doing instead 

-I am quick to do 
the detailed  
work myself. 

-I’m not aware until 
“later” that I could 
have delegated. 

-I delegate but 
then tell them 
how to do it. 

-I don’t take the time 
to coach my new 
team members. 

-I push myself to do 
everything at 110%. 

-I enjoy the 
adrenaline of doing it 
myself under 
pressure. 

Worry Box 

I worry I will… 

- lose my 

expertise 

- fail 

- not be needed 

 

3. Hidden 

competing 

commitments 

I am committed to… 

- not losing my 
expertise. 

- not failing. 

- to not being less 
essential or 
expendable. 

I assume… 

…only I know how 
to do it perfectly. 

…If I’m not the go-
to person for the 
details , I will lose 
my proficiency. 

…asking for help 
is a sign of 
weakness. 

…my team 
members have 
too much to do. 

…I will enjoy the 
detailed  work 
more than the 
strategic 
responsibilities of 
my role. 

4. Big assumptions 
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contact information 

For more info, please 

contact me at 

 

dorian@dorianbaroni.com 

626-264-0035 

 

 

 

thank you 


