














Praise for The Leaderful FieldBook


“The Leaderful Fieldbook provides real-life, pragmatic approaches to practicing personal and organizational change through assessments, case study, team tools, organizational design practices, consultative and communication models, skill/competency building, and much more. This is a book that will be actively used by practitioners, consultants, executives, students, and managers from organizations of all sizes and geographies for many years to come.”


—Louis Carter, founder and CEO, Best Practice Institute


“This book will be a wonderful reference for the experienced practitioner or executive and an invaluable guide for the newcomer to the field of leadership development. In this highly actionable set of tools and stories, Joe Raelin and his colleagues have captured a lifetime of insights about what really makes a difference in leadership.”


—T.J. Elliott, chief learning officer, vice president, Strategic Workforce Solutions, Educational Testing Service


“Offered here is a model of how an inclusive and engaging process of leadership can happen.”


—Stephen Billett, professor, Griffith University, Australia


“Joe Raelin has long been the expert in understanding the theories and principles of the new leadership that incorporates concurrence, collectiveness, collaboration, and compassion. The Leaderful Fieldbook provides the insights and strategies that will allow each one of us to become a better leader as well as develop others to become great leaders.”


—Michael Marquardt, president, World Institute for Action Learning, and author of Leading with Questions and Optimizing the Power of Action Learning


“Joe Raelin has artfully bundled centuries of combined experience by the world’s leadership experts into one accessible guidebook. This is a powerful book!”


—Don Haggerty, EdD, associate provost, graduate studies, Champlain College


“Now that the heroic leader idea is dead, the search is on to find ways of engaging as many members of organizations as possible in collaborative forms of leadership practice. This book, whose author is passionate about the need to realize democratic principles in organizations, helps meet that need. With its focus on five integrated levels of change, Joe Raelin’s text is bursting with useful suggestions for adoption or adaptation by coaches, facilitators, developers, and network ‘weavers.’ The Leaderful Fieldbook provides a clearly articulated, highly accessible and useful exposition in which there are numerous practical activities for the improvement of personal performance and organizational betterment.”


—Peter Gronn, professor, University of Cambridge


“Just as Creating Leaderful Organizations set out the tapestry of modern leadership, The Leaderful Fieldbook provides the threads for weaving it into everyday practice. Here we have a wealth of practical interventions, from up-to-the-minute activities to classic inventories. Raelin creatively, almost playfully, juxtaposes the cognitive and the experiential, the serious and the fun, the graphic and the rational, the intuitive and the systematic. The overall feel of this book is energizing and engaging. Any change agent—whether coach, facilitator, networker, or consultant—will find here a rich resource for leaderful practice.”


—Chris Mabey, director, Centre for Leadership at University of Birmingham, UK
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Foreword


IN MY CAREER, I’VE WORN THE VARIOUS HATS of coach, facilitator, OD consultant, and weaver that Joe Raelin describes in this book—sometimes all in one day! But I haven’t always had the language or logic to describe them or the ability to explain why I would be playing in those capacities. It’s nice to have a set of concepts, labels, strategies, tools, and activities all in one place, so I can finally tell my parents, “see, this is what I do!”
 

But more importantly, this is a comprehensive fieldbook that can serve a community of practitioners and become a platform for professional collaboration in what can often be a lonely role.


The great thing about being a change agent on a mission to create a leaderful organization is that every action you take serves as an example for what could be. I say it’s great because such clarity makes the decisions around “how” to behave in an organization easier to determine. More than a few times, I’ve found myself in embattled positions where I’d really like to grab control and ram a decision through so we can just move forward. Maybe that would be viewed as a courageous act of leadership, but that’s the opposite of the leaderful thing to do.


Change of the sort Joe addresses in this book is not simple, easy, or fast. Leaderful transformations can take years to accomplish. The world seems to reward the short-term heroic efforts of leaders who “get stuff done,” so the traditional model of leadership persists. And those who are successful in these short sprints defend their positions mightily. But look more closely, and the short-term gains are illusions of progress that often destroy long-term value. As soon as there is a peak in results, it is closely followed by a valley of losses. Leaders who “sell short” to impress investors usually fail in the long run as customers and employees get burned and move on to better situations.


Companies that understand the value of the long view are more likely to have leaderful tendencies. This is because their members have taken the time to identify and engage everyone affected by, or who cares about, the critical decisions within their community. Not to say that the leaderful approach is slow; it can be very fast when quick decisions are needed because, once established, all the key stakeholders are on board.


As agents of change, we face a real tension between the reliance on past models and a demand to move towards better circumstances. How do we shift from what feels like an addiction to short-term results to a more meaningful, sustainable organization that produces more value for the world? Like any other kind of addiction, it takes some serious commitment by a whole bunch of people to pull out of the old ways. Don’t try to do it on your own.


In my most recent efforts as a change agent at IDEO, which is quite clearly a leaderful organization, I’ve really come to respect how difficult it is to facilitate change in organizations. The dominant mindset of traditional leadership is pervasive in the world of business and even creeps into such a place as IDEO. But, for the most part, if you were to observe our dozens of project teams in action, you would not be able to pick out a position leader in the bunch. IDEO has shown hundreds of times over that collaborative leadership is a very effective model for creating breakthrough results in very challenging circumstances.


Yet when faced with strategic organizational challenges, the starting point for IDEO is often the default of asking someone in charge for an answer. I believe this is due to the deficiency of “other” tools, processes, and structures available in the world that are built to the specifications of leaderful organizations, not traditional ones. And most senior players in today’s world grew up with traditional education and traditional organizations as their training ground. Old habits die hard, even when they are surrounded with a culture and organization like we have at IDEO.


I believe that the dawn of the 21st Century is bringing a renaissance in organizational behavior, and new tools and processes are coming to life every day.
 

Still some of the “new” tools are aimed in the wrong direction, designed to prop up the one leader of a group, missing the possibility of engaging the full expertise of a leaderful community. How can we sort the new, effective tools from those that keep us locked in our old ways?


This is where Joe Raelin’s book makes it mark. The Leaderful Fieldbook is a singular source of ideas and activities aimed at the five key levels of engagement necessary to shift completely to a new way of leading. Leadership is a systems challenge, not an individual development problem. For too long, leadership development has focused on the skills of the individual, when what is needed is a complete overhaul of the whole paradigm.


I’ve been working in this direction for most of my adult life—and I find many great ideas and resources in The Leaderful Fieldbook. It seems I spend much of my time at the individual and interpersonal levels of change work, helping others connect better. I’m a big fan of the “left hand column” as a tool to help people uncover their assumptions and create better alignment. And my more recent work has taken me deeper and deeper into the possibilities of great dialogue through more effective questioning. I’ve found that the best individual leaders ask more questions than those around them, and the “balancing advocacy with inquiry” framework is a great way to help people learn together.


If more people would take the time to use just one tool from each of the five levels of change outlined in this book, the results would be astounding. Taken individually they are each interesting and often produce a great moment, but taken as a set to be applied systematically at multiple layers in an organization, the whole is much greater than the sum of its parts. I urge you not to use this as a recipe book where you pick and choose an item to serve. Instead, use this as a script of activities you perform in a masterful effort toward leaderful transformation.


John Foster


Head of Talent and Organization


IDEO Palo Alto, California


February 10, 2010





Introduction


THIS FIELDBOOK IS BASED ON THE PREMISE that leadership may be constituted as a democratic approach known as “leaderful” practice. Leaderful practice, in turn, is based on a fundamental humanistic principle that can be simply stated: When people who have a stake in a venture are given every chance to participate in and affect the venture, including its implementation, their commitment to the venture will be heightened. Democratic leadership, no matter what form it may take—participative management, total quality management, or organizational learning—requires full participation in leadership and decision making at all levels in the organization and in multiple decision processes.


The word practice in leaderful practice signifies that leadership need not be centered on the traits of any one individual but that we can find it in the everyday practice of those who are engaged. It is less about what one person thinks and does and more about what people do together to accomplish important activities. What makes the exchanges between people leaderful is their commitment to collaborate with one another to accomplish a shared purpose. They don’t contribute to leadership sequentially, however, or one at a time; they do so all together and at the same time.


To fully appreciate the applications and possibilities of democratic leaderful practice, let’s first review its contrast in what I might refer to as the traditional model of leadership.



The Traditional Model of Leadership



Most of us have grown up with this model. We can call it implicit, suggesting that its meaning is so widely accepted that there is no need to question its prevailing connotation. In other words, the qualities of traditional leadership have become commensurate with leadership itself. Here, then, are my nominations for the tenets that best describe the Western historical tradition of leadership.


1. Leadership is serial. Once one achieves an office of leadership, the leader retains that position at least for the duration of the term of office. Only when one completes his or her term, or vacates or is forced to leave the office, does leadership transfer to a successor. A leader is thus always in a position of leadership and does not cede the honor to anyone else unless his or her time is up. Indeed, once they have acquired power, most leaders attempt to sustain or increase it and not give it up.


2. Leadership is individual. Leadership is a solitary role. There is only one leader of an enterprise; normally this person is designated as the authority or the position leader. It weakens or, at a minimum, confuses leadership to have more than a single leader or to share leadership because no one, then, has the final say in making decisions and directing actions.


3. Leadership is controlling. The traditional leader believes that it is his or her ultimate duty to direct the enterprise and engender the commitment of all the employees of the organization. To ensure smooth coordination of functions, the leader is the spokesperson for the enterprise. The subordinate’s role is to follow the guidance of the leader and to help him or her successfully accomplish the mission.


4. Leadership is dispassionate. Although the leader recognizes that people have feelings, the leader’s function is to make the tough decisions for the enterprise in a dispassionate manner. Tough decisions may result in not satisfying (or may even hurt) stakeholders, including employees, but accomplishing the mission of the enterprise must come first. Leaders are the authoritative source when facing problems in the operation and tend to exude confidence that they are in charge and that subordinates can rely upon them to handle any challenge facing the enterprise.



A Brief History of the Traditional Model



The traditional model tends to paint the leader with heroic imagery. Where has this heroic paradigm come from? We can trace the concept of leadership back to its root. The Anglo-Saxon lédan—for leadership—has the meaning of “going forth” or “standing out in front.” In the nineteenth century, Scottish historian Thomas Carlyle insisted that the one certainty that defines history is what “Great Men” have accomplished. Perhaps this is why the pull toward the heroic model of leadership persists even though there is much talk about the need to include other members of the organization under the leadership umbrella. Though the value of democratic leadership may be advocated, the drive to have a charismatic leader whom we can love and who can save us sneaks back into our consciousness just as we prepare to assert our own worth and independence. Part of the reason for this is that many Western cultures value individualism while preaching teamwork. Whatever the walk of life, be it a corporate setting, a sports team, or an opera, there tends to be a focus on the star performer even when he or she may be entirely dependent upon the team to achieve prominence.



The Leaderful Practice Model



Leaderful practice offers an alternative approach to the traditional model of leadership. Leaderful practice, as we shall discuss it, is characterized by four contrasting operating tenets known as the Four Cs. These Four Cs call on leaders to be concurrent, collective, collaborative, and compassionate (see Figure I.1).


The first tenet, that leaders be concurrent, stipulates that there can be more than one leader operating at the same time in an organization. Leaders willingly and naturally share power with others. Indeed, power can be increased when everyone works together. Since leaders carry a variety of responsibilities in an organization, it can be counterproductive to insist that there be only one leader operating at any one time and that this person stay in power until replaced serially by the next authority. For example, an administrative assistant who “knows the ropes” and can help people figure out who is knowledgeable about a particular function may be just as important to the group as the position leader. However, this same position leader does not “stand down” or give up his or her leadership as members of the group turn their attention to the administrative assistant. The two of them as well as many others can offer their leadership at the same time.


According to the second tenet, leaderful practice is collective. Since a group can have more than one leader operating at a time, people might operate as leaders together; in other words, leadership is a plural not just an individual phenomenon. The collective view purports that leadership does not derive from individual influence; rather it emanates from the process of people working together for a common purpose. According to this interpretation, anyone may rise to serve the group’s leadership needs. The entity is not solely dependent on one individual to mobilize action or make decisions on behalf of others. I include in this assertion the role of the position leader. This “authority” may have formal power conferred on him or her by the organization, but formal authority is not necessarily the most valuable to the operation. Decisions are made by whoever has the relevant responsibility. Leadership may thus emerge from multiple members of the organization, especially when important issues arise, such as preparing for a strategic intervention, creating meaning for the group, or proposing a change in direction. Although someone may initiate an activity, others may become involved and share leadership with the initiator.


FIGURE l.1


The Four Cs of Leaderful Practice*
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*Copyright © by Joseph A. Raelin in Creating Leaderful Organizations: How to Bring Out Leadership in Everyone (San Francisco: Berrett-Koehler, 2003).


Consider a team temporarily stymied in its attempt to solve a problem. Feeling disconsolate, members wonder if they will ever find a solution. Suddenly, some member offers an idea, perhaps not a mainstream idea, but one that has an immediate appeal and engages everyone’s imagination. Soon, others begin throwing out additional thoughts and tactics to build on the original idea. For a time, there is an almost breathless quality to the team’s functioning as it becomes absorbed in this all-encompassing solution process. The team is experiencing collective leadership; it is not dependent on any one member, not the position leader, not the idea initiator; everyone is participating. Further, the collective nature of leadership illustrated here incorporates the critical components of learning and meaning making. Team members use their conversation to invent new ways to attack a problem and collectively make sense together from what once was a state of “not-knowing.”


The third tenet posits that leaderful practice is collaborative. All members of the organization, not just the position leader, are in control of and may speak for the entire organization. They may advocate a point of view that they believe can contribute to the common good of the organization. Although they might be assertive at times, they are equally sensitive to the views and feelings of others and consider their viewpoints to be equally valid. They thus seek to engage in a public dialogue in which they willingly open their beliefs and values to the scrutiny of others. It is through dialogue that collaborative leaders co-create the enterprise. They also understand the difference between collaborating as a pretense versus becoming fully involved. In pretentious involvement, one quickly discovers that all the critical decisions seem to be made when one is absent. Collaborative leaders realize that everyone counts—every opinion and contribution sincerely matter.


Finally, leaderful managers are compassionate. By demonstrating compassion, one extends unadulterated commitment to preserving the dignity of others. Stakeholders’ views are considered before making a decision for the entire enterprise. Rather than have one key individual make decisions dispassionately for the “good of the enterprise,” each member of the organization is valued, regardless of his or her background or social standing, and all viewpoints are solicited whether or not they conform to current thought processes. In practicing compassion, leaders take the stance of a learner who sees the adaptability of the organization as dependent upon the contributions of others. Members of the organization, not necessarily the position leader, handle problems as they arise. Compassionate leaders recognize that values are intrinsically interconnected with leadership and that there is no higher value than democratic participation. The endowment of participation extends to the wider organization affected by the actions of a given stakeholder. If building a new corporate complex will affect the existing ecology or serenity of a neighboring property, the compassionate leader includes the neighbors in deliberations concerning the construction.


So, we have the ingredients for establishing a leaderful culture within the organization. Unfortunately, leaderful practice has not appeared in most Western cultures as the default option in exhibiting leadership. The individual heroic model still persists as the dominant approach. Consider a case, initially recounted by Dr. Richard Boyer,1 of a hospital unit team. The members, having put up with a heavy-handed supervisor for fifteen years, got a chance to try out a self-directed approach when the supervisor left the hospital. They chose as their team leader someone who had highly developed interpersonal skills and who was considered to be a much kinder and gentler person. Originally, the team was excited about performing some of the administrative functions that had previously been handled by the former manager. The new team leader and the staff now worked alongside each other sharing administrative responsibilities. Over time, however, the team members began to push a lot of the shared responsibilities back onto the team leader. They reverted to their old ways and began to insist that the new team leader take on many of the responsibilities of the former manager. What happened to the self-directed team concept?


The case brings up the challenge of introducing leaderful practice when people and institutions aren’t ready for it. Individuals and communities are not always standing by, primed to assume leaderful behavior. They need to evolve both an appreciation for and an ability to adopt leaderful practice. Although I advocate that individuals and institutions adopt a leaderful approach, I recognize that communities cannot become leaderful overnight.


Consequently, institutional change needs to be mobilized by internal or external change agents who can encourage the endorsement of a culture of learning and participation within the system in question. Change agency, in turn, needs to occur at multiple levels of experience: individual, interpersonal, team, organization, and network. Although members of a team or institution may be at a stage of readiness to assume leaderful properties, they may not choose to act without some provocation by those bold enough to take action. So in some instances, the change agent may only need to nudge others to act on their own and collectively; in other cases, the agent may need to mobilize a more dramatic change in outlook and behavior.



The Role of the Change Agent



Change agents develop their understanding of change processes conceptually from such disciplines as social psychology, organizational sociology, coaching, creativity, systems dynamics, organization development, strategy, and cultural anthropology. Veteran change agents also learn how to reflect upon and incorporate the lessons of experience into their change portfolios. They see every experience as an opportunity for learning and actively seek feedback from colleagues on how they might improve each engagement. They often develop their own style and professional identity, while bringing out the best in the client community, all of which allows for maximal creativity in the engagement.


Although it is to their advantage to have technical knowledge of the subject matter, leaderful change agents tend to focus on human dynamics, whether in the domain of personal development, interpersonal relations, team development, organizational learning, or social networks. They also tend to have effective communication skills, to display a high level of sensitivity, and to be authentic in their relations with others. Although most change agents can operate across multiple levels of change, it is also advisable for the change agent to know her or his strength so as not “to be all things to all people.”


There are commonalities across the varying roles occupied by change agents working on behalf of leaderful development. A good place to start in identifying some of these roles is to consider the familiar management roles identified in Henry Mintzberg’s work. In his book, The Nature of Managerial Work,2 he explored three main roles: interpersonal, informational, and decisional. I previously suggested that interpersonal competencies are especially critical to the change agent, the reason being that these competencies invite learners to participate in their own personal and professional development or in the development of the institutions of which they are a part. The interpersonal roles can entail very deep listening and empathizing and can also require an agent to broker connections among stakeholders. The informational roles cover the need to assemble, select, monitor, and disseminate information. At times, the change agent may need to serve as a spokesperson on behalf of a change and its underlying values, such as its humanistic roots. Last, the agent may need to carry out some decisional roles, focusing on exploring new opportunities, allocating resources, handling disturbances, and encouraging learners to practice what is preached in leaderful behavior—namely, involving the full community in making sound decisions with compassion and creativity.



The Change Agent of Leaderful Development



What makes the change agent of leaderful development unique is a commitment to learning that is sufficiently participant-directed that learners comprehend, by the agent’s practices, that leadership is a shared mutual phenomenon. This kind of agency is thus oriented to the development of independent and interdependent behavior that encourages increased autonomy among learners. Malcolm Knowles3 referred to this form of development as “andragogical,” rather than pedagogical or teacher directed. Andragogy encourages learners to be more capable of accepting greater levels of responsibility for their own and others’ actions and more reliable in their assessment of their own capacities and developmental needs. In andragogical practice, leaderful agents model such behaviors as tolerance of ambiguity, openness and frankness, patience and suspension of judgment, empathy and unconditional positive regard, and commitment to learning. Eventually, the learners themselves adopt some of these same behaviors, thus limiting the proactivity of the agent.
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