CLASS READING

A.  Creative tension (Senge peter (jan1999). Execute Excellence Vol. 16 Issue 1, p12, 2p)

Leaders build organizations where people are continually expanding their capabilities to shape their futures. WE ARE DESIGNED FOR learning. We come fully equipped with an insatiable drive to explore and experiment. Unfortunately, the primary institutions of our society are oriented predominantly toward controlling rather than learning, rewarding individuals for performing for others rather than for cultivating their natural curiosity and impulse to learn. The young child entering school discovers quickly that the name of the game is getting the right answer and avoiding mistakes — a mandate no less compelling to the aspiring manager. Our prevailing system of management destroys people,” wrote W. Edwards Deming. “People are born with intrinsic motivation, self-esteem, dignity, curiosity to learn, joy in learning. The forces of destruction begin with toddlers — a prize for the best costume, grades, degrees, and gold stars. On the job, people, teams, and divisions are ranked — reward for the one at the top, punishment at the bottom. Quotas, incentive pay, and separate business plans cause further loss.”Ironically, by focusing on performing for someone else's approval, corporations create the very conditions that predestine them to mediocre performance.

Over the long run, superior performance depends on superior learning. The need for understanding how organizations learn and accelerating that learning is greater today than ever before. It is simply no longer possible for anyone to “figure it all out at the top.” The old model, “the top thinks and the local acts,” must now give way to integrating thinking and acting at all levels. While the challenge is great, so is the payoff. “The person who figures out how to harness the collective genius of the people in his or her organization,” according to former Citibank CEO Walter Wriston, “is going to blow the competition away.”

The Integrating Principle                                                                                                  Leadership in a learning organization starts with the principle of creative tension. Creative tension comes from seeing clearly where we want to be, our “vision,” and telling the truth about where we are, our “current reality.” The gap between the two generates a natural tension.                               Creative tension can be resolved in two basic ways: by raising current reality toward the vision, or by lowering the vision toward current reality. Individuals, groups, and organizations who learn how to work with creative tension learn how to use the energy it generates to move reality more reliably toward their visions. The principle of creative tension has long been recognized by leaders. Without vision there is no creative tension. Creative tension cannot be generated from current reality alone. Analysis alone will never generate a vision. Many who are otherwise qualified to lead, fail to do so because they try to substitute analysis for vision. They believe that, if only people understood current reality, they would surely feel the motivation to change. They are then disappointed to discover that people resist the changes that must be made to alter reality. The natural energy for changing reality comes from holding a picture of what might be that is more important to people than what is.

1. But creative tension cannot be generated from vision alone; it demands an accurate picture of current reality as well. Vision without an understanding of current reality will more likely foster cynicism than creativity. The principle of creative tension teaches that an accurate picture of current reality is just as important as a compelling picture of a desired future. Leading through creative tension is different than solving problems. In problem solving, the energy for change comes from attempting to get away from an aspect of current reality that is undesirable. With creative tension, the energy for change comes from the vision, from what we want to create, juxtaposed with current reality. While the distinction may seem small, the consequences are not. Many people and organizations find themselves motivated to change only when their problems are bad enough to cause them to change. This works for a while, but the change process runs out of steam as soon as the problems driving the change become less pressing. With problem solving, the motivation for change is extrinsic. With creative tension, the motivation is intrinsic.                                                               Reflection and Inquiry Skills                                                                                                       Many of the best ideas in organizations never get put into practice because new insights and initiatives conflict with established mental models. The leadership task of challenging assumptions without invoking defensiveness requires four reflection and inquiry skills:                                                         1.See leaps of abstraction. Our minds literally move at lightning speed. Ironically, this often slows our learning, because we leap to generalizations so quickly that we never think to test them. We then confuse our generalizations with the observable data upon which they are based, treating the generalizations as if they were data. Balance inquiry and advocacy. Most managers are skilled at articulating their views and presenting them persuasively. While important, advocacy skills can become counterproductive as managers rise in responsibility and confront increasingly complex issues that require collaborative learning among different, equally knowledgeable people. Leaders in learning organizations need to have both inquiry and advocacy skills. When advocating a view, they need to explain the reasoning and data that led to their views and encourage others either to test their views or to provide different views. And when inquiring into another's views, they need to seek to understand the other's views, rather than simply restate their own views. 

2. Distinguish espoused theory from theory in use. We all like to think that we hold certain views, but often our actions reveal deeper views. For example, I may proclaim that people are trustworthy, but never lend friends money and jealously guard my possessions. Obviously, my deeper mental model (my theory in use) differs from my espoused theory. Recognizing gaps between espoused views and theories in use (which often require the help of others) can be pivotal to deeper learning. 

3. Recognize and defuse defensive routines. As one CEO put it, “Nobody ever talks about an issue at the 8 a.m. business meeting exactly the same way they talk about it at home that evening or over drinks at night.” The reason is what Chris Argyris calls “defensive routines,” entrenched habits used to protect ourselves from the embarrassment and threat that come with exposing our thinking. For most of us, such defenses began to build early in life in response to pressures to have the right answers. Organizations add new levels of performance anxiety and thereby amplify and exacerbate this defensiveness. Those who are best at revealing and defusing defensive routines operate with a high degree of self-disclosure regarding their own defensiveness.                                                                                                                 SYSTEM THINKING SKILLS  

 Leaders should help people see the big picture. But how? In my experience, successful leaders often are “systems thinkers.” They focus less on day-to-day events and more on underlying trends and forces of change. But they often feel frustrated that others cannot see the world the way they do. Future leaders will need five skills:

1.See interrelationships, not things; processes (scenes), not snapshots. Most of us have been conditioned to focus on things and to see the world in static images. This leads us to linear explanations of systematic phenomenon. 

2.Move beyond blame. We tend to blame each other or outside circumstances for our problems. But it is poorly designed systems, not incompetent or unmotivated individuals, that cause most problems. Systems thinking shows us that you and the cause of your problems are part of a single system. 

3.Distinguish detail complexity from dynamic complexity. Some types of complexity are more important strategically than others. Detail complexity arises when cause and effect are distant in time and space, and when the consequences over time of interventions arc subtle and not obvious to many participants in the system. The leverage in most management situations lies in understanding dynamic complexity, not detail complexity. 

4.Focus on areas of high leverage. Some have called systems thinking the “new dismal science” because it teaches that most obvious solutions don't work — at best, they improve matters in the short run, only to make things worse in the long run. But there is another side to the story. Systems thinking also shows that small, well-focused actions can produce significant, enduring improvements, if they are in the right place. Systems thinkers refer to this idea as the principle of “leverage.” Tackling a difficult problem is often a matter of seeing where the high leverage lies, where a change — with a minimum of effort — would lead to lasting, significant improvement
Avoid symptomatic solutions. The pressures to intervene in management systems that are going awry can be overwhelming. Unfortunately, given the linear thinking that predominates in most organizations, interventions usually focus on symptomatic fixes, not underlying causes. This results in only temporary relief, and it tends to create still more pressures later on for further, low-leverage intervention. If leaders acquiesce to these pressures, they can be sucked into an endless spiral of increasing intervention. Sometimes the most difficult leadership acts are to refrain from intervening through popular fixes and to keep the pressure on everyone to identify more enduring solutions. While leaders who can articulate systematic explanations are rare, those who can will leave their stamp on an organization. Many charismatic leaders manage almost exclusively at the level of events. They deal in visions and in crisis, and a little in between. Under their leadership, an organization hurtles from crisis to crisis. Eventually, people become reactive, burned out, and cynical. People have no control over their time, let alone their destiny. In a learning organization, leaders are designers, teachers, and stewards. These roles require new skills: the ability to build shared vision, to challenge prevailing mental models, and to foster more systematic patterns of thinking.
Without vision there is no creative tension.

Class reading (Full: Kotter, John P.(Jan2007) Leading Change Harvard Business Review; Jan2007, Vol. 85 Issue 1, p96-103.)
B. EIGHT STEPS TO TRANSFORMING YOUR ORGANIZATION 
1. Establishing a Sense of Urgency 
 Examining market and competitive realities
• Identifying and discussing crises, potential crises, or major opportunities

      2. Forming a Powerful Guiding Coalition 

• Assembling a group with enough power to lead the change effort

• Encouraging the group to work together as a team

    3. Creating a Vision 

• Creating a vision to help direct the change effort

• Developing strategies for achieving that vision

 4. Communicating the Vision 

• Using every vehicle possible to communicate the new vision and strategies

• Teaching new behaviors by the example of the guiding coalition

    5. Empowering Others to Act on the Vision 

• Getting rid of obstacles to change

• Changing systems or structures that seriously undermine the vision

• Encouraging risk taking and nontraditional ideas, activities, and actions

     6. Planning for and Creating Short-Term Wins 

• Planning for visible performance improvements

• Creating those improvements

• Recognizing and rewarding employees involved in the improvements

  7. Consolidating Improvements and Producing Still More Change 

• Using increased credibility to change systems, structures, and policies that don't fit the vision

• Hiring, promoting, and developing employees who can implement the vision

• Reinvigorating the process with new projects, themes, and change agents

  8. Institutionalizing New Approaches 

• Articulating the connections between the new behaviors and corporate success

• Developing the means to ensure leadership development and succession
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The work of leadership

1. Get on the Balcony 
2. Identify the Adaptive Challenge 
3. Regulate Distress 
4. Maintain Disciplined Attention 
5. Give the Work Back to People 
6. Protect Voices of Leadership from Below 
7. Doing Adaptive Work at KPMG Netherlands 
8. Leadership as Learning 
9. Adaptive Work Calls for Leadership 
