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Who is Dr. Sharon Melnick?

24 years as an Executive Coach. Selected into Top 100
Marshall Goldsmith coaches worldwide

10 years of psychology research at Harvard Medical School.

Coached and trained 40,000 professionals at over 60 of the
Fortune 500, and numerous private-equity owned and start-
ups.

Best-selling author of In Your Power and Success under
Stress
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Best/Worst Experience of Transformation
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Dr. Sharon Melnick

Workshop Outline:

VISION - Acquire practical strategies for building a vision that inspires
change

STAKEHOLDER ANALYSIS - Identify and understand your stakeholders
MESSENGER - Be the messenger who embodies and inspires change

INFLUENCE — Advanced psychological strategies for overcoming
resistance

COMMUNICATION PLAN - Identify the messages and cadence of your
communication

WINS - Seek early wins and create feedback mechanisms
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Vision:
A successful vision is the
translation of a positive image
for the future into reality
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Vision is an aspiration for an
organization or a group of
people that is believable, that
drives the behavior and choices
of that organization to actually
maximize the chance of creating
that aspirational reality

Dr. Sharon Melnick



1: ldentifying the Core Purpose of Your VISION

What is the deeper purpose or “why" behind the vision?
- What problem does it solve or opportunity does it create?
- Who recognizes this as a problem, and who doesn’t?
- Why is this important and inspiring to YOU?
- Why is it ‘urgent’?

How is it different?
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The 5 "Whys"” - Why is that important?
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2. Define the Future State of the Organization

Imagine that its 2 years into the future and many people in the
organization have carried out your recommendations. Describe
In detail.

« What does the organization look like after this vision is fulfilled?
« How are employees, customers, and stakeholders impacted?

 What metrics or indicators will show that the vision has been
achieved?

Create a desired future state that is both tangible and inspiring
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3.Connect to Core Values and Shared Purpose

Align the vision with both the organization’s core values and the
individual motivations of employees.

- How does this vision align with the organization’s values and culture?

- How does it tap into what motivates the team and gives their work
meaning?

- How does it align with core objectives of the business?

Map the outcomes of your vision with the values and mission of the
organization:

o List the organization's core values and mission on one side of a chart.
- On the other side, list key aspects of the vision.

- Draw connections between the vision and each value, explaining how
the vision supports or enhances that value.

- Reflect on how achieving the vision motivates individual team
members (e.g., personal growth, fulfillment, recognition).
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4. Consult the right people to solidify your
message

« Consider putting together a steering committee to help you shape
the message and assess engagement

« Show a well-thought through early version to an Executive Sponsor

« Test, survey, or do pilots
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5. Simplify the Message

* Can the vision be explained in 1-2 sentences?
« Does it inspire action and excitement?
« What s it's ‘emotional tone'?

 Isit simple enough or ‘catchy enough’ it can be repeated by others in
the organization?

Werite a simplified 1-3 sentence version of your Vision:
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6. Translate your vision

« Translate your vision into an operating model
« Boil it down to specifics that then become projects

« As 'project manager,’ have a map of the projects within the overall
project
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The

mission:
To improve the health and
vitality of those we serve

Dr. Sharon Melnick
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Our evolved DEI approach
aligns with and bolsters our
enterprise mission and strategy




What is Diversity, Equity & Inclusion?

Diversity Equity

Creating an environment in

In its simplest form, diversity is
being composed of different Removing obstacles so that which everyone feels welcome,
elements. It is acknowledging everyone has opportunities to respected, supported, and safe
that everybody comes to the succeed in the workplace, to contribute within the fullness
table with some sort of diverse regardless of their background. of their unique and diverse

element to their identity. perspectives.

Applicable to just Disregarding merit and barring
pplicable to just one group or deserving people from .
demographic. opportunities if they are from Assimilation.
well-represented groups.

Ensuring that your job ] .
Ensuring that your workforce is  requirements do not unintentionally Putting effort into

For reflective of the communities in exclude underrepresented groups understanding and finding
common ground with

which you work and/or the (e.g., requiring a college degree
someone who seems very

clients or customers you serve. where equivalent experience is )
sufficient). different to you.

example:
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Dr. Sharon Melnick

Healthy Workforce

~98% diverse slates in 22% of employees (~14,300) Reduced amount of employment
senior level individual are members of at least one history and educational requirements
contributor and above of our Enterprise Resource needed for certain entry-level roles

external postings Groups

Healthy Company

Surpassed $1B diverse supplier annual
spend goal 2 years early by roughly $400M

Promoted pay fairness and equity
through interactive workshop focusing
on rethinking bias in talent
management
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Creating actionable efforts
We'll linking DEI to our health equity and sustainability goals.
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Creating

We'll leverage our

- Set informed goals
and build support
systems.

- Leverage DEI work
to help foster
individual and team
vitality.

- Drive DEI progress
through Enterprise
Talent Strategy.

- Drive company best
practices reflective
of our commitment
to DEL

- Leverage our DEI
program to enhance
reputation with key
stakeholders.

actionable efforts

ew strategy more effectively using precision, prioritization, sesgmentation and informed data.

- Support creation of

products, solutions
and services that
advance health
equity.

+ Enable community

resilience by
supporting the
refreshed community
strategy.




Your role in
DEI
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Leading Transformation

1.ldentify stakeholders: Who is connected to, affected by,
needed for, or interested in the project?

2.Analyze stakeholders: What is their motivation to buy into
the initiative and what might be a barrier to their buy-in?
What is their level of interest and power to see it
actualized?

3.Map stakeholders: Create a visualization to understand
the ecosystem.

4.Plan your communication with stakeholders and respond
to feedback: Create a plan on how to engage with them.
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COMMUNICATION

1. Understand Stakeholder needs / concerns

« WHO are your top 5 Stakeholders

« What are their goals and objectives?

« What are their pain points, their fears, and frustrations?

« What are their priorities? (and what problems does it create?)

« What tensions will this create with other parts of the
business?
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2. Build a compelling case

What problem does this solve for them?
What do they WANT? What are their priorities?

What is their WIIFT? Business level, Personal level?

What would they need in order to embrace this change?
What risks will this mitigate?
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WHAT'S IN IT
FOR THEM

1.  Business

2. Personal

Don’t Ask...
ALIGN!

Dr. Sharon Melnick

© 2021 Dr. Sharon Melnick .

A )




BREAKOUT GROUP of 4

1. Each leader assigns the other 3 to be their most
important stakeholders

2. l:ach leader has to:
. Define the change initiative in one sentence.

. List the top 3 benefits for their assigned

stakeholder group.
. Answer the question “"What's the WIIFT?" for their

stakeholder persona.
. ldentify and list potential objections this

stakeholder might have.
. Write down a response to each objection that

addresses the concerns raised.
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Dr. Sharon Melnick
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WHO DO YOU WANT TO BE AT YOUR
HORIZON POINT?




SWEET SPOT

Who Your
Organization

Needs You
to Be

Dr. Sharon Melnick



POISED
CHANGE
AGENT

Dr. Sharon Melnick
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Calm, rational not
reactive or take
things personally

Own the role of
leading change;
Bring others along
IN her vision, not
be frustrated by
resisters

30



STRATEGIC
INFLUENCER

Dr. Sharon Melnick
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Be Heard

Do more strategic
projects; Get a
next level
promotion

Be more confident



WHAT IS A STAKEHOLDER MAP?

A stakeholder map is a visual of all the
people — the stakeholders — who are
needed or have a vested interest but
certainly have influence on the
outcome of a project.

This context helps project managers or
leaders communicate appropriately
with each stakeholder throughout the
project lifecycle.

i s
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Leading Transformation
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Dr.

Power

The Power-Interest Matrix

Keep
satisfied

Monitor

Manage
closely

Keep
informed

Interest



Includes “In-betweens” & External Stakeholders

Dr. Sharon Melnick -



3. Who is on your Steering Committee?

* As powerful in the organization as possible - titles,
expertise, capacity for leadership, have ear of other
senior executives.

* Represent interests of stakeholders

« Understand the culture of the organization - in the
middle of information flow

« Will be honest but supportive as you shape the
message

« Will be engaged

DI‘. Shal‘on MelniCk © 2021 Dr. Sharon Melnick
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The more you are connected to
other people in your
organization the better you will
be able to map your
stakeholders
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FROM SINGLE CONVERSATIONTO
STAKEHOLDER CAMPAIGN
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META PATTERNS

TOWARD

What they want,

What they will
achieve, get, etc.

What they will get

Language: “Get,
attain, include, have,
achieve

Dr. Sharon Melnick
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AWAY

What they don’t want

What they will avoid

Language: Avoid,
eliminate, remove,
etc.

39



META PATTERNS

SAMENESS

What is the same

Desire sameness, routine

Emphasize continuity,
sameness

Words: Familiar, maintain,
retain.

Qualified sameness: the
same except for, step by step
progress.

DIFFERENCE

What will be different
Embrace creativity,
change

Emphasize
differences/distinctions
Words: Unigue, new,
revolutionary

DI‘. Shal‘on MelniCk © 2021 Dr. Sharon Melnick
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META PATTERNS

OPTIONS

Process info in a simultaneous
manner and want it all in one swoop

Tend to be less rigid and more open
to dealing with situations

Relate to the “why”
Words: Choices; Will expand their
options/share alternatives; Give

reasons why; Show flexibility to
respond to their objections

DI‘. Shal‘on MelniCk © 2021 Dr. Sharon Melnick

PROCEDURE

Process information in a
linear manner

Can only engage in an
activity by following a
procedure — unable to
proceed when steps are not
followed (need to complete
a given procedure)

Words: Lay out the
procedures/steps as a
sequential process; the
“right” way, follow
directions...

41



META PATTERNS

TODAY

Concerned about
what their current
concerns are

Dr. Sharon Melnick
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TOMORROW

Concerned about
long termissues

42



What Core Belief do they Need to Have?

What research, stories,
metaphors, experience
could help change their
helief?




BRIDGING DIFFERENT STYLES

TASK

ANALYTICAL DRIVER
ASK

AMIABLE EXPRESSIVE

PEOPLE

DI‘. Shal’on MelniCk © 2021 Dr. Sharon Melnick
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APPROACHES
TO INFLUENCE

1. Rational Persuasion

- State facts, Make the “Business Case”
- Create dissatisfaction with status quo

- Explain how your solution achieves
objectives and is superior

- Explain how your solution achieves
objectives and is superior

Dr. Sharon Melnick © 2021 Dr. Sharo



APPRO/

TO INFL

2. Inspirational Appeal

- Establish shared values/ vision
- Appeal to desires/moral persuasion

- Make the Undesirable Desirable

- Make them the "Hero"

/
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APPROA

TO INFL

3. Affiliate Approaches

- Others with Shared
Experience/Objectives

- Create a Coalition
- Opinion leaders
- Influence Outside of Meetings

- Relationship Building

- Social Proof, Social “Pressure”

DI’. SharC © 2021 Dr. Sharon



APPROACHE

TO INFLUEN

4. Personal Charisma
- Likeability!

- Specific compliments and
appreciation

- Kill them with Kindness

Dr. Sharon Melnick o202 0r Sharon




APPRO/

TO INFL

5. Reciprocity
- Do Favors, Call in “Chits”
- Make a Deal - Quid Pro Quo
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6. Personal Experience
and Storytelling

@® Display greater amplitude and frequency

@® Reveal more of yourself and your thinking
@® Use sense-oriented language and metaphors
Look and Sound the Part

. @® Match, then Move

BE INSPIRING!
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APPRO/

TO INFL

7. Appeal to
Authority

(Indirect Influence)

Who has the
‘Power’
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From Past
Accomplishments
to Future
Contribution

CREATEA
MENTAL MOVIE
IN THEIR MIND

A vivid picture
from the near-
term future that
shows what
could be
possible




Dr. Sharon Melnick
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MARINA

Changed the
culture at her NGO
From ‘hero
mindset’ to
‘humanitarian
mindset’




NINJA INFLUENCING TACTICS ;-)

Make a
Connect them .
Show with their Request in
Gratitude.. dentit terms of that
y Identity

DI‘. Shal’on MelniCk © 2021 Dr. Sharon Melnick
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COMMUNICATE CONCISELY

Men/Senior Executives

v

“Headlines”

DI‘. Shal‘on MelniCk © 2021 Dr. Sharon Melnick

“Stories”
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HAVE A SHORT AND LONG VERSION..

Dr. Sharon Melnick



ENOUGH,
BUT NOT
TOO MUCH
DETAIL

(“Process”

Questions)

Dr. Sharon Melnick
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LOGIC OR EMOTION?

Simple
Decision

Complex
Decision

DI‘. Shal‘on MelniCk © 2021 Dr. Sharon Melnid

RATIONAL

EMOTIONAL
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ADDRESS ANTICIPATED POINTS OF VIEW
OF OTHER

Dr. Sharoh. Melnic.k

Share the Pros and Cons

« Show you've looked at the
situation from all sides

« Offer solutions to anticipated
objections

Ask “What if" or “What will
It take” questions

‘What specifically would | need to
have in place in order to meet
criteria for advancement?”

Elicit their Concern

instead of their Position

« What are your boss's concerns,
how can you problem
solve/bridge them?

60



FROM SINGLE CONVERSATIONTO
STAKEHOLDER CAMPAIGN
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KATHY

Wanted culture
changes in her
firm.

Getting a nhon-
response from
Owners.

Had more power
than she thought
she did.. got raises
for the high-
revenue
producing women,
was elevated to
CEOQ!




WHERE TO SPEND YOUR TIME?

ENDORSERS
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4. What is the right order for your influencing
campaign?

* | suggest getting early buy-in from endorsers and
leverage them as change champions.

« Spend some time understanding the POV of
resisters to shape your message

« Spend the most time converting fence-sitters

* How will you CUSTOMIZE the messaging for each
stakeholder?
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5. Who is involved in communicating change?

 Who is on your ‘change rollout’' team? What
role do YOU play?

 How are you leveraging change champions
within each team or group?

 How will leaders bring their successors
along?

Dr. Sharon Melnick



6. Communicate the Vision Regularly

* Repeat the same ‘'mantras’ over and over again - it seems
repetitive to you but ‘like the first time' for many. What hooky
messages in the form of stories, research stats, personal
experiences can you share?

« What channels are available to you to communicate your
message?

« Which channel is most appropriate for each stakeholder
group

« What is the right cadence for each group?
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7- Make communication 2-way and build in
accountability

* What mechanisms will you use for follow-up?

« How will you collect reactions to the change
you are leading and course correct?

« What is the right cadence for each group?
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8. Build change into the DNA of organization

« What are existing processes you could tie change milestones
to (e.g., yearly goal setting, performance reviews, budgets,
inventory review, etc)?

DI‘. Shal‘on MelniCk © 2021 Dr. Sharon Melnick
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9. Plan for, collect, and amplify early wins

- What timeline can you offer that provides for early wins?
* How will you find out about early wins?
« What small wins can be identified along the way?

« How will you amplify them and celebrate them with other
stakeholders?

« How will you recognize and reward teams for their
contributions to the change initiative ? ( recognition,
promotions, money, more visibility)

DI‘. Shal‘on MelniCk © 2021 Dr. Sharon Melnick
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THANK YOU,
IT°S TRUE!

Dr. Sharon Melnick




“A woman in
her power
raises
everyone
around her”

Dr. Sharon Melnick




Sharon Melnick, PhD

IN

React Less,
Regain Control,

Raise Others
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