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Michael McElhenie, Being First, Inc.

Michael McElhenie is a Senior Consultant at Being First, Inc. - the world’s preeminent
change leadership firm. Michael advises, coaches and works with leaders to manage
personal, team, and organizational change. With deep expertise in emotional
intelligence and crucial communication, Michael helps leaders navigate the complex
and ever-changing dynamics of executive team and board relationships. He is often
called upon to help leaders efficiently and effectively scale, merge, integrate
and evolve their organizations. Michael received his doctorate in Organizational,
Clinical and Experimental Psychology from the University of North Texas, and his
BS in neuroscience and psychology from the University of Florida. He is a practicing
licensed psychologist and a graduate of the Gestalt Institute of Cleveland’s renowned
Organizational Systems and Development program.
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. 7 Objective
Transforming Yourself, ey Ta

Leaders & Organizations Increaseyour understanding of
how to deliver sustainable
change in complexsituations
and systems...

... because we believe that
consciously guiding change is
the key lever for positive local to
planetarytransformation.

Lessons Learned from 35 Years Of Transformational
Changein Complex Systems

Figure 1. Introduction. Figure 2. Objective for this presentation.

Agenda

* Ten Common Mistakes

= What are the most common
breakdowns?
* Five Lessonsof Change:
1. Wake Leaders Up
2. Support Transformation
3. Catalyze Co-Creating
4. Expand Awareness

5. Take a Process Approach

* The Being FirstSystem

Figure 3. Presentation agenda.
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TenMost Common Mistakesin Change

1. Relevanceand Meaning:
Not overtly linking the change effort to the environmental, market and/orkey
strategies to create clarity in the minds of stakeholders

2. Change Governance:
Unclear Change Leadership: roles, structure, decision-making, and interface with
operations

3. Strategic Discipline for Change:
Leadersnot providing a strategic discipline for how changeis led across the
organization—no enterprise change agenda, no common change methodology, and
inadequate infrastructure to execute change successfully

4. Misdiagnosing Scope:
Misdiagnosing the scope of the change eitherin magnitude or by initiating only
technological or organizational initiatives, and neglecting the cultural, mindset, and
behavioral requirements

5. Initiative Alignmentand Integration:
Runningthe change through multiple, separate, or competing initiatives ratherthan
aligning all initiatives as one unified effort and ensuring the integration of plans,
resources, and pace

Figure 4. Ten most common mistakes in change.

TenMost Common Mistakesin Change (cont'd)

6. Capacity:

Not creating adequate capacity forthe change—setting unrealistic, crisis-producing
timelines and then laying the change on top of people’s already excessive workloads

7. Culture:

Not adequately addressing the organization’sculture as a majorforce directly
influencingthe success ofchange

8. Leadership Modeling:

Leadersnotbeing willing to develop themselves or change their mindsets, behavior, or
style to overtly modelthe changesthey are asking ofthe organization

9. Human Dynamics:

Not adequately or proactively attending to the emotional side of change; not designing
actionsto minimize negative emotional reactions; not attendingto them in constructive
ways once they occur

10. Engagementand Communications:

Not adequately engaging and communicating with stakeholders, especially early in the
change process; relying too heavily on one-way top-down communication; engaging
stakeholders only after design is complete

Figure 5. Ten most common mistakes in change (cont.).

Figure 6. Fixing and preventing these mistakes.

Fixingthese Issues, Preventingthese Mistakes....

QO Takes commitment & hard work
Q Invites you to expand your mindset

their Interior

O REQUIRES all aspects of you: | (We) have an interior; My Mindset is
= The Cynic Causative; Breakthrough begins within:
= The Believer
= The Frustrated * Conscious awareness: perspective
= The Curious

on my perspective

Cast your eyes upon the stars, with your * Self Mastery: healing ego;
feet firmly planted on the ground. ginbodying Being

October 8-9, 2015

Lesson One: Wake Leaders Up to

Figure 7. Wake leaders up to their interior.
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Self Mastery Model

Interpretation

Conscious
Awareness
and Choice

The World We Live In
4
Perception 5

’ Results

Internal State Actions/
Thoughts * Behavior Performance
Sensations
Emotions
Energy

Figure 8. Self mastery model.

Optimize State / Transform Ego
Dynamics

1. Become consciously aware

2. Accept (feel sensations in body)

3. Release (passive / active)

4. Create (trigger positive state)

5. Embody (inspire the positive
feelings in your body)

6. Integrate (mentally rehearse)

7. Act

Figure 9. Optimize state and transform ego dynamics.

Lesson Two: Support Transformation -
Self, Relationship & Team

Embodied ongoing Self Mastery practice
that serves your Breakthrough

Relationship Mastery and trust building
through “center-to-center”

communication

Team Mastery through shared practices

Figure 10. Transformation of self, relationship, and team.

Self Leadership & Mastery
Science of optimal human
performance

* Howtomanage your inlenor
to perform at your peak

Team Mastery

Walk the Talk of Change

Organizational Breakthrough

RelationshipMastery

* Authenticcommurncations

* Resolved confiict

* Mutualsupport and
collaboratior

VisionandValues

Optimized Culture
Successful enterprise change
initiatives

Operational excellence

Figure 11. Walk the talk of change.
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Breakthrough Declarations

« | statements
« Positive

right now
« Active voice

= Short, concise (less than 6-8 words)

« Present tense, as if this vision were true

= Powerful and meaningful f

Figure 12. Breakthrough declarations.

Identify with the Whole
(enterprise)

Collaborate across boundaries

Communicate to generate depth
alignment

Organize to work together in
service of the whole

Lesson Three: Catalyze Co-Creating

BIG WIN

o““ CUSTOMER W’Ns

GANIZA‘I‘IDN
R OR! ™
oV OUR TEAM Wiy Ing

= RELATIONSH;p Wiy
g

goow

I WIN YOU WIN

Figure 13. Catalyze co-creating.

Develop Your Communication Skills

Be CURIOUS!
Actively listen, listen, listen ...

Share your truth:
* Be vulnerable: Self-disclose your interior
* Take risks: Share your perspective
* Be Influence-Able: Be willing to modify &
grow your truth

Figure 14. Develop your communication skills.

Lesson Four: Expand Awareness,
Modeling, and Skills of Conscious
Change Leadership
« All quadrants
* All levels of System

* The Transformation Process
forit ALL

eneLATeLY
Ameuone=n

Figure 15. Expand awareness, modeling, and skills of
conscious change leadership.

October 8-9, 2015
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Lesson Five: Take a Process

Approach
Vision

1. Choose desired outcomes — Make them
overt

2. Identify current reality: Make it overt

w

. Identify the gap: Make it overt

4. Initially design the process of change, then
facilitate it... and encourage the right
process to emerge

CURRENT
REALITY

Figure 16. Take a process approach.

Three Critical Focus Areas

Process of Change
The way in which change is planned,
designed, and implemented; adjusting
to how it unfolds; its A-Z roadmap,
governance, integration strategy, and
course corrections

People in Change
Handling the human dynamics of
change: people’s mindsets, commitment
to change, emotional reactions,
behavior, engagement, relationships,
politics; cultural dynamics impacting the
change

Content of Change
The organizational focus of the change
(structure, strategy, business process,
technology, culture, product, or service)

Figure 17. Three critical focus areas.

Full Stream Transformation

DOWNSTREAM
CHANGE

Implementation

Figure 18. Full stream transformation.

UPSTREAM
CHANGE
Setting the Foundations for
Success

MIDSTREAM
CHANGE
Design

I. Prepare to Lead
the Change

Il. Create Organizational
Vision, Commitment,
and Capability

IX. Learn and
Course Correct

VIIl. Celebrate and Ik gk ibationho

Figure 19. The change leader’s roadmap. A strategic
process design and implementation guidance system.
The operating system for organization transformation
and a thinking discipline.

Determine Design
Integrate the New State Fogihom o
VII. Implement the IV. Design the
Change Desired State

VI. Plan and Organize

V. Anal the I ct
for Implementation e
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*

The /Z*FiRst System

: Assess Develop
Align
. Current Change
iy

Catalyze Breakthrough in Leaders and Teams

Develop Change Leadership Capability

Engage Stakeholders in Local & Enterprise Changes

T R ANSFORMATI ON

Figure 20. Transformation.

»

The /7“FiRst System

The Path of Conscious Change
Leadership

See the opportunities that many miss:

Raise consciousness in ourselves - broader,
deeper and more inclusive mindsets,
worldviews, perspectives

* Engage others so they transform their own
mindsets to unleash their potential to
perform optimally and deliver Breakthrough
Results

Figure 21. The path of conscious change leadership.

»

The %}stem

e,\opment&
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o rship
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Achieve
Breakthrough

Organizational
Transformation

Personal
Transformation

Figure 22. Achieve breakthrough.
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