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CHANGE

We need change to survive.
We feel ambivalent about change.

Useful, or sustained, desired change Is a form of
adaptation and innovation.

Adaptation and innovation requires diversity of thought
and perspective.

Adaptation and innovation requires being open to new
iIdeas and others.



Change is hard — Did you ever wonder
why?

» Change Is necessary for survival and growth.
« |f it occurs, change is at best ephemeral.

* Improvement in behavior predictive of leadership, management
and professional effectiveness is developed in above average
MBA programs at about 2%, and in industry and government
training about 11%.

* Retention of knowledge from a required MBA course is 6 1/2
weeks.

* Treatment adherence for every disease or surgical recovery
studied is less than 50%.

« APA survey shows less than 20% of people achieve goals set in
resolutions.

* 80% of organizational development efforts fail to reach
objectives.
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Allegra Expedition 2001

TOUCH the TOP 21 climbers, 8 sherpas
2 WOERLED 19 reached Summit

Trained over a year
clear vision

(

A BLIND MAN’S JOURNEY
TO CLIMB FARTHER

THAN THE EYE CAN SEE

MY STORY

Adventure Consultants 1996
8 clients @ $85,000

15 climbers

3 reached Summit

2 clients & 2 guides died
Many with frostbite



Bill Stone

Cheve Oaxaca
Accidents & 1 death
Deep breather

Alexander Klimchouk &
Krubera Deep Cavers
7,188 ft 2004 everyone
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INSIDE THE MINE

Opened in 1889, the San José expanded underground like an iceberg city.

Deep Water Horizo
Worst man-made
environmental
Disaster;
Hurricane
Katrina—

New Orleans

Sy

2010
33 miners trapped
below 2,00 ft

69 days, all rescued
safely

| The giant stone
M that blocked the
| men’s escape.
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Let’s Start with Primary Processes

*WWho helped you the most in your life
become who you are?

*Remembering a moment in which you
learned something from that person,
what were they saying or doing?



Two Attractors

Positive Emotional Attractor @Negative Emotional Attractor

Neuro-endocrine PNS Arousal, Empathic ~ SNS arousal, Analytic Network

Network
Affect Positive Negative
Ideal Self Possibilities, dreams Problems, expectations,
optimism, hope pessimism, fear
Real Self Strengths Weaknesses
Lrng Agenda Excited about trying Should do, performance
Improvement plan
Experiment/ novelty, experiments, Actions expected, things you
Practice Practice to mastery are supposed to do
Relationships ~ Resonant Dissonant or annoying

© Richard E. Boyatzis, 2011.
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Uses complexrty theory to acknowledge dreoontrnwtres and nontlinear dynamrcs of
change which often appear as power curves (not often gradual) Emergencfe is, invoked by
trpplng pornts iy 4 , b

» Most energrzrng and rhotrvatlng nver of change 1s a vrsron (|deal self urpose dream and
shared vision in“collectives) whlchrnvokes hOpe,. It is.not goals, problems or plans, nor, the ’
realbselzollc |)deal self d|screpancy It is the blg p|cture the why, the possrble (not the

probable ; e, :

Tipping pornts are a mlnd body consplracy Stress (SN3 causes cognltlve emotional, and
perceptual impairment. Renewal (PNS) is'the,ohly antidete:TPN allows fecus’and analytic
thinking. DMN’gllows openness to'hew ideds, people and.emotions. Positive and negative
empotions are a third.axis. They form the psychophysrology of the, Posrtrve and Negatrve
EmotlonalA:ttractors Each of thesg’ poles are antagonlstlc <

Actippingis needed%o foveito the‘ néxt phase and to energlze condrtrons Wrthm a phase G-y
fornopenness to gchange,.tg the sustalnablllty of. ohan% A person ahd our.collectives need
brief episodes of PEA tQ contlnue a change process hythms of change are likely non-

y )"‘-‘ y y

ICT'is a mdltr level fractaltheory of change > ¥

Cross leveltransmrssron 6f emotiohs and mformatren i through resohant leadershlp and
socialidentity grQups. Sustaimable chan§e requires change,at multiple levels (i.e., at )
levels above’and below the focatlevEl)..Swarming, as well asigclusivenessand ™ 4w
adaptabrlllty are often a key to sustained change while rational, analytlc plannlng is, not
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#4
Experimentation
and Practice

A

(Boyatzis, The Science of Change, 2024)

|
M

#1
Ideal Self

Personal Vision or
Shared Vision

#5
Resonant
Relationships and
Social Identity
Groups

#3
Learning
Agenda

A

#2
Real Self or
Culture, Norms,
Expectations

A
A

b

he Proceés of Intentional Change Theory

Strengths or

Functional Norms

Weakensses or
Dysfunctional
Norms

a



Country

Leadership

social ldentity
Groups

Community

Leadership

Social ldentity

Organization

Team

Dyad

Individual

eadership

Social Identity

Leadership

Social ldentity

Leadership

Social Identity



Conversations that Inspire Learning & Change

Coaching with Compassion
(to the PEA)
VS

Coaching for Compliance

(to the NEA)
o



ldeal Self — Shared Vision, Not Goals, Not
Problems, Not Discrepancies Motivate
Sustained Change

“If you want to build a ship, don’t herd
people together to collect wood and
assign them tasks and work, but
rather teach them to long for the
endless immensity of the sea.”

Antoine de Saint Exupery
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* Swarming via Emotions Contagion ’

We are ‘wired’ to pick up unconscious emotions from one another.

4
People self-organize and get motlvated via swarmlng not ratlonal stra
planmng' - ‘A w b v <v v»., _
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Analytic vs empathic in the brain
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Jack, A.l., Dawson, A.J., Begany, K.L., Leckie, R.L., Barry, K.P., Ciccia, A.H., & Snyder, A.Z. (2013). © Anthony I. Jack
fMRI reveals reciprocal inhibition between social and physical cognitive domains. Neuroimage, 66C, 385-401.  brainmindconsciousness.com
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“Coaching, Motivating, and Inspiring with
. Compassion to the PEA
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« Jack, A., Boyatzis, RE Khawaja',‘ M., Passarelli, AM & Leckie,'R. 'A
(2013). Visioning in the brain: an fMRI Study of inspirational coaching
and Mentoring. Social Neuroscience. 8(4). 369-384.

« Jack Al, Passarelli AM and Boyatzis RE (2023). When fixing
problems kills personal development: fMRI reveals conflict

between Real and Ideal selves. Frontiers in Human
Neuroscience. 17:1128209. doi: 10.3389/fnhum.2023.1128209

_ Based on research done at the Brain, Mind, & Consciousness Lab,

Case Western Reserve University, Professor Anthony Jack, Director
and Principal Investigator on this study: http://tonyjack.org/
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-~ vs Coaching for Compliance to the NEA
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http://tonyjack.org/
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PEA-NEA
replicated
(50 rather
than 20
participants)




Dose-dependency of positive coaching

Writing 1PEA 2PEA SPEA
-0.2
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Anchoring motivating and
INSpiring others In vision, not
just letting the other person

decide the agenda.
Anchoring In resonant
relationships because It pulls
for compassion.



Emotional Intelligence Can Be Developed

Results from 33 longitudinal studies
at the Weatherhead School of
Management of 25-35 year. old managers.

And comparable results with 4’ longitudinal
studies of 45-55 year. old executives
In an Executive Education program,
and 2 longitudinal studies of 38-42 year: old
high potential managers.



Sustainable Percentage Improvement of EI/SI

80
70 —
60 E Emotional
50 -
Intelligence
40 Competencies
30 P
20
10 B Social
0 | . . . Intelligence
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Practical Tips: Something to Try Next Week

1. Positive ways to introduce people and build better relationships
2. Reflecting about leaders who brought out the best in you
3-14. Increase resonant relationships and renewal through: (3)
meditation; (4) prayer; (5) yoga; (6) tai chi; (7) massage; (8)
physical exercise; (9) feeling hopeful about the future; (10)
being in a loving relationship; (11) helping those less fortunate
and/or ill and/or elderly; (12) having pets you can pet; (13)
being playful; (14) walking in nature
15. Initiating inspiring conversations: who helped you?
16. Coaching with compassion (i.e., to the PEA)
17. Start every meeting with a discussion of shared vision,. values
or positive stories
18. Practicing mindfulness (emotional awareness ) of yourself and
others



PEA > NEA

#4:
Experimentation and
Practice

PEA > NEA

#1: Ideal
Self: Personal Vision
or Shared Vision

#3: Learning Agenda

Strengths or
Functional

\/

>
#2: Real Self

or Culture, norms,
expectations, values

PEA > NEA

Weaknesses/
Dysfunctional

‘ Norms

-
prd
N\

PEA > NEA
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Frontoparletal Control Network (FPCN)
Planning is practice. Visualizing is planning.
The role and timing of goal setting.

Organizations should develop a culture of development to
complement a culture of performance.
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Country

Leadership

social ldentity
Groups

Community

Leadership

Social ldentity

Organization

Team

Dyad

Individual

eadership

Social Identity

Leadership

Social ldentity

Leadership
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Harnessing Grandmother Power
Friendship Benches
< Dr. Dixon Chibandra |
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School in Kwa-ZUIu Natal
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TOUCH . TOP
/7 WORLD

A BLIND MAN’S JOURNEY
TO CLIMB FARTHER
THAN THE EYE CAN SEE

MY STORY

Allegra Expedition 2001
21 climbers, 8 sherpas
19 reached Summit
Trained over a year
clear vision

X Adveqture‘Consu}.@ants 1996
:'chlents $85,000 ** Y

"" JlS”cllm,bePs il B
’4 Sre@c'h' Su-mmlt” w4y
k¢ 2G]iént &2 guwlestu,ed :
' Many w;thfro§tb|te L N

v : oo g

A o YaPaay
< _EaY
v v
3
4



B|II Stone R
Cheve‘@axaca v
ACC|der1ts Lt death«

L')ee'p,bjeat’ner sl
R

Alexander imchouk &
Krubera Deep Cavers
7188 ft, 2004, everyone
Ynade |tvsafel \bkhazi



NATIONAL
PARK
SERVICE




A < A b
> I y < g
v ) A v » <
b “f ¥ 4 b v v ’ | 4
b 5 M 3 v .
b & b
q y 9 X
= F
Ams}eroﬁam and Netherl"ands iy <% b o v ’

" .’:‘ A

‘v‘éoﬂ mejlmlnatmg‘]anes N
: mv'th dedleof dO\A‘/an'\Nn

I V‘

> wY
B



INSIDE THE MINE

Opened in 1889, the San José expanded underground like an iceberg city.

‘MDeep Water Horizo
v WQrst map-made y

2000 " Twp W, Ty

33 minerd yrapped
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Two Studies of Competencies of Coaches that Predict Client Behavior Change over Two Years

Study 1: Boyatzis, R.E., Quinn, J., Liu, H., Smith, A., & Zwygart, K. (2023).
Competencies of Coaches that Predict Client Behavior Change. Journal of
Applied Behavioral Sciences. 1-31. DOI: 10.1177/00218863231204050

Method
Sample: 69 coaches and 314 medical students (21-35, 55% male) enrolled between 2012
and 2018. Each client had two coaches for their four year program.
As a result, sample 1 with ESCI for 60 coaches had 240 coach-client dyads; sample 2 with
ESCI and ICAR for 27 coaches had 137 coach-client dyads. Coaches were 27-65, 32% male.



Summary of Findings: Coach Competencies That Predict Client
Behavioral Change Over Two Years

(significant or near significant findings)

Achievement Orientation (shown in seven different statistical tests,
Including all four clusters of Client Behavior Change)

Emotional Self-Control (shown in two different statistical tests)

Adaptability (shown in two different statistical tests)

Positive Outlook (shown in one statistical tests of one cluster)

Empathy (shown in two different statistical tests)

Organizational Awareness (shown in two different statistical tests)
Influence (shown in two different statistical tests)

Coach & Mentor (shown in 1 statistical tests)

Conflict Management (shown in two different statistical tests)
Teamwork (shown in one statistical tests)



Summary of Findings continued
General Mental Ability did NOT.
Among the competencies, the most potent was: Achievement Orientation.

No differences in Client Behavior Change among the Clients from the two
campuses.

No differences in Client Behavior Change between Client change on these two
samples and the over all population.

No differences in Client Behavior Change due to the gender of the coaches.



Study 2: From Boyatzis, Ehasz, Liu and Van Oosten, A Qualitative Study of Competencies of Coaches
That Predict Client Behavior Change (under review, October 4, 2024)

Table 2. Competencies/Emergent Themes Among Effective (n=12) and Less Effective Coaches (n=10)
Presence: % with 1 or more Frequency: Mean for 3 incidents

Competency/Theme Effective Less Effective Effective Less Effective
Emotional Self-Awareness 58% 30% 1.17 407
Emotional Self Control 50% 30% 75 307
Adaptability 33% 10% .50 107
Achievement Orientation 50% 0% ** .58 .00 ™
Positive Outlook 25% 20% 25 20
Empathy 92% 50% * 1.42 .60 ™
Organizational Awareness 0% 0% 0 0
Coach and Mentor 92% 50% * 2.00 .60 ™
Inspirational Leadership 0% 0% 0 0
Influence 42% 30% .67 .30
Conflict Management 0% 0% 0 0

ESI competencies and emergent themes highlighted in BOLD show significant differences between the
performance groups on a chi square analysis using Fischer’s Exact Test for presence versus absence

and t-tests and ANOVAs for frequencies with one tailed significance levels. These have been characterized
as distinguishing competencies and emergent themes. + p <.10; * p <.05; ** p <.01; *** p <.001.



Teamwork 8% 0% .08

ESI Total 100% 80% * 8.08
Role Differentiation 92% 50% * .92
Continued Learning 42% 30% 42

ESI Total is the coaches showing 1 or more of the 12 competencies in their entire interview.
The frequency is the total number of the 12 shown in one or more incidents.

.50 **k*%k
50
.30



Our neW book: I HARVARD BUSIMNESS REVIEW PRESS

Coaching with omMPpacSion for

Lifelong (earning and Growth

cl

Richard Boyatzis | Melvin Smith | Ellen Van Oosten

from Harvard Business Review Press on Amazon.com at

https://www.amazon.com/Helping-People-Change-Coaching-Compassion/dp/1633696561



https://www.amazon.com/Helping-People-Change-Coaching-Compassion/dp/1633696561/
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Living Your Passion — Inspiring Others

We Do Not Want to Be Bored or Live Routine Lives —
Nor Do Those Working With Us

It Is a Waste of Human Talent, Spirit, and Potential

Remember the Moment

© Richard E. Boyatzis, 2000.
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