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For the Leaders I Have Known





[image: ]






	[image: ]

	 
	[image: ]





[image: ]


Introduction to Part 3
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So now here we are at part 3, already.  It seems like I started the journey into the workings, gears, and mechanisms of Leadership only several years ago, but it has actually been many more years than only that.  Believe it or not! I for one cannot believe it. Where has the time gone, and so super rapid at that.  As you have seen in the fist two volumes of Paleo Leadership, every age has had its leaders.  Many of them were horrific and destroyed everything they touched. Others were bright stars illuminating the course of human life for entire societies. We can celebrate the latter but not the former.  The evolution and emergence of human history have given us much to contemplate and be thankful for.  At the center of all of this is, of course, Love. This is the gift that makes life so beautiful.  Even some leaders I have known actually demonstrated the ability to love more than themselves.  Imagine that! It is something worth contemplating.  One may well ask where does love fit in during the Leadership obligation.  For some the answer is nowhere.  For others, the answer is everywhere. This is an interesting question rarely asked by leaders. Perhaps this is a good place to contemplate the As, Bs, Cs, & Ds of Leadership Coaching?  So, let us get started.  Oremus!
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1: The As, Bs, Cs, & Ds of Leadership Coaching
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“Never let formal education get in the way of your learning.” — Mark Twain

The three interesting topics of Decision Styles, Leadership, and Coaching are so vast and deep that it would not be a methodological error to focus on each topic as a separate discipline. Paleo-Leadership actually transforms these three topics into a single and far-reaching historical discipline by viewing Leadership as a specific kind of Leadership Human Activity System, a LHAS.  I mentioned this earlier in another Volume.  As we frame Leadership as a specific kind of Human Activity System, we quickly discover that Leadership Coaching is an Analytical, Behavioral, Conceptual, and Directive Transformative process. Really?  It sounds complicated but it really quite simple once you get the feel of Human Activity Systems thinking. After all, we human being are quite active, even in our sleep.

This makes a lot of sense since Leadership Coaching, just like a Silver Dollar or a Gold Coin, has two sides. One side of the Leadership Coaching gold coin refers to the disciplined process that occurs as leaders coach their followers. I refer to this side of Leadership Coaching as Leadership Coaching of the First Kind.  The flip side of the Leadership Coaching gold coin refers to the disciplined process that occurs as leaders, themselves, are coached by other coaches who may or may not be leaders. I refer to this side of Leadership Coaching as Leadership Coaching of the Second Kind. I don’t know what the ETs will think about this, but I am not talking about “Close Encounters” with Extraterrestrials here, I am talking about Leadership Coaching as a high-impact process that can potentially and positively impact leaders and their followers, i.e., teams, if delivered insightfully with wisdom, experience, and diligence.  Simple, right?  One can only wish, but wishing never makes it so. Leaders who assist their followers with directive and nondirective coaching assistance are faced with the never-ending challenge of making many decisions. This probably surprises none of us. Are your surprised?

However, the first decision to be made by the Leadership Coach of the First Kind begins with selecting the most appropriate Decision-Making Style. Coaching is loaded to the brim with decision-making. No kidding. Leaders who engaged in Leadership Coaching of the First Kind are faced with the problem of deciding how to decide. Leaders who coach are faced with the challenge of making a decision about making decisions about an appropriate decision-making style. Isn’t life strange? The Moody Blues are correct again. Remember, we have a leader as a coach supporting a follower, not necessarily as a leader, but as a coach.

So, let me ask you, what Decision-Making Style do you think makes sense for Leadership Coaching? Moreover, let me ask if this Decision-Making Style follows from the Coaching Process, or from the Coaching Leader, or from the Leader as Coach Follower, or from another team member who is more of a colleague than a follower? Naturally the answer here depends on the answer to several other but related questions. For example, who will be making the decision? Will the relevant decision-making information be available to the leader as coach and the follower as coaching client as appropriate and timely to the situation? In what professional situation will the coaching occur, work only or beyond work? What will be the impact of the coaching process on the performance of the Coachee, that is, the person who is being coached? What will be the impact of the coaching process on the performance of the team members who may be impacted by the coaching process of the Coachee?  

Will such coaching outcomes, if any, negatively or positively impact the general performance of the team, including the Leader as Coach? Obviously, such a relationship cannot be a hasty one. Rather, it requires detailed planning and an intelligently designed Leadership Coaching Process. For the Leader engaging in coaching, the process begins with the design of an appropriate coaching process. This, of course, requires answers to four relevant questions that if answered superficially can weaken the outcome of any Leadership Coaching relationship between leader as coach and follower as Coachee. This, unfortunately, can negatively impact so many other Leadership and follower outcomes. Let’s take a look.

Leadership Coaching as a Systems Thinker

As I very fondly look back on my life and reflect on the leaders I have worked for, several of them really stand out as gifted people. Not by accident, but by mutual respect, every one of them became life-long friends and enriched my life with heart-felt memories. Every one of them was a remarkable person in so many positive ways. Sadly, most of them have left this world. Time waits for no one, not them, not me, and not even you. Each one of these persons had attained different levels of education, and different levels of corporate success. Every one of these persons had forged different professional careers and enjoyed different outcomes. Every one of these persons had experienced and overcame their own litany of challenges.  They were authentic leaders in every sense of the word. They recognized potential in their people whenever and wherever it was present. Moreover, they nurtured and encouraged it in their followers, who were referred to as subordinates back then. Moreover, they rewarded each person with consistent opportunities for growth, development, and career progression. 

The characteristic that stood out the most to me in each one of these personally historical leaders, these wonderful human beings, was their integrity in their thoughts and actions. They were consistent in their thoughts and actions because they were governed by their integrity in every decision they made. It drove them in their personal and professional relationships. Simply stated, they cared about not only their own personal success, which they surely did, but the success of each one of their people as well. They never competed with their people. They championed them with a sense of Right Reason, meaning no exaggeration and no indifference. They were not foolish people. They each possessed an extremely well-developed sense of personal and professional balance. And they understood the world they lived in, worked in, thrived in, and died in. Their perspectives were certainly not childish or naive. Wow! How many people do you know like that?  

So, why did I mention them? They were indeed unique people with many different gifts, and even faults, but they all shared a similar view of Leadership Coaching, meaning leaders who coach their followers, their teammates, their subordinates. Interesting right? I gained a bunch of valuable insights from then, and occasionally, I even coached them, just a little. Socrates would have loved me. What do they say: Turnabout is fair play? Not really. It is better than that. It is growth happening in “Real Time”.  Human Activity Systems Thinking is the only prerequisite. With this being said, and the requisite respect paid to my former colleagues, and friends, let’s explore Leadership Coaching as a Human Activity Systems Thinker. The subject of investigation continues to be the leader as a Human Activity System, LHAS. My perspective here is that Leadership is best understood as a Human Activity System. Moreover, this topic is vital to the continual success of leaders who depend on the success of what can often become a complex human systems process, meaning, Leadership Coaching.

The Complexity of Leadership Coaching

An interesting characteristic of Leadership Coaching is that it often moves from the simple to the sublime as leaders, according to the situation, often move beyond coaching to include mentoring and consulting.  As if this were not enough, a few leaders I have known have even added Training and Development On-Demand to build the capabilities and skills of their teams. Moreover, these leaders even supervised the performance of their followers to discretely assure themselves that their teams were- getting it and were indeed making progress.

This is not a lazy person’s model of Leadership Coaching. It is an ambitious and inspirational expansion of the leader’s duties and commitments to the leader’s followers. Moreover, it can be a risky approach that simultaneously encourages followers to first extend themselves enough to become the masters of their fates in meeting the expectations of their leaders and, secondly, to excel at meeting and perhaps even surpassing the requirements demanded by their duties. Table 1 below lists the five core components of a Blended Leadership Coaching Model. Guidance model?

Table 1: Core Components of a Blended Leadership Coaching Model


	Coaching

	Mentoring

	Consulting

	Training

	Supervising



While delivering a potent model for the evaluation of Leadership Coaching as an interpersonal technology, this book frames critical issues that arise between Leaders as coaches and their followers as Coachees. Grounded in a case study for building a theoretical model of Leadership Coaching, I examine how leaders depend upon their Blended Coaching skills to conduct strategic tasks through an “supercharged” and expanded approach to Leadership Coaching. This book highlights how technocratic leadership practices, and reductionistic assumptions influence Leadership professionals in the formulation of their problem space, and, as a result how larger system and organization issues subsequently become lost and ignored. Here, I present an expansive view of Leadership Coaching informed by six domains of interest as identified in Table 2 below.  I propose general systems constructs from Living Systems Theory as a framework for designing models of Leadership Human Activity Systems to assist executive-level decision making in regard to accelerating positive change in organizations.

Table 2: The Six Domains that Inform Leadership Coaching


	Systems Theory

	Performance Evaluation

	Philosophy of Science

	Organization Development

	Sociotechnical Systems Design

	Developmental History of Leadership



In this book, I present an approach to developing a Generic Model of the Leadership Human Activity Systems that engage in Blended Leadership Coaching. I employ a Retrospective Analysis of Design (RAD) guided by a Living Systems Process Methodology.  The focus of the Generic Model on Leadership Coaching as a Human Activity System is a departure from past and current models of Leadership Coaching which concentrate on the simple integration of blended skills while pretty much ignoring the leaders who perform this kind of coaching and use these blended skills. Unlike the “hard” technical systems, the “soft” human systems are marked by complexity and uncertainty.  I define Complexity as the fuzziness resulting from the lack of knowledge about ill-structured problems. I define Uncertainty as confronting the inexplicable.

An important finding of my research in these areas is the problem of viability of a living system in respect to structure versus function.  Does the structure enable the function or does the function form the structure? Is a living system viable simply because it consists of all 19 critical subsystems?  Or do criteria exist that demand acceptable levels of performance in each subsystem to exercise the 19 subsystems adequately as a fully functioning system? It is probably worth noting that another finding is that the Generic Model of the Leadership Human Activity Systems that engage in Blended Leadership Coaching provides an executive level methodology for designing, initiating, and leading fundamental change in organizations.  While current systems performance evaluation models limit executives to information about the performance of technical systems, the Generic Model assists executives with evaluating strategic leadership-based business issues.

In this book, I explore Living Systems Theory (LST) as a conceptual framework for designing Human Activity Systems (HAS) that engage in strategic tasks. Strategic tasks frequently employ emerging technologies to assist leaders with determining the feasibility of a Plan of Action for a proposed strategic organization redesign program. I derived some of this book on a Case Study in which I participated as the primary facilitator of a team of consultants. This Case Study was conducted at Security Pacific Automation Company (SPAC) in Los Angeles, California, Tandem Computers in Cupertino, California and International Business Machines in Gaithersburg, Maryland.  It changed banking history by validating, introducing, socializing, and successfully introducing the first ever Global Real-Time, On-Demand, Banking Operations. This successful program changed the history of the global banking industry. It was the SPAC Real Time Processing System, the RTPS. 

Researchers have made the quality of evidence in Case Study experience a point of contention for several decades. However, the introduction of more careful, disciplined, and systematic techniques of data gathering and Data Analysis employed today during the Case Study has increased the acceptance of the Case Study as a both a viable and valid method of in-depth research and solution design.  Moreover, advances in Case Study methodology have improved the reliability of Case Study findings. Finally, researcher have replaced the use of anecdotal evidence with powerful Electronic Communications Technology (ECT) that enable Case Studies to deliver first-hand accounts of actual events, findings, experiences and results in Rapid Real-Time. This marks an important leap forward in improving the designs of current and future Leadership Coaching Models as High-Performance Human Activity Systems.

As I began the study, I originally saw it as an opportunity to work with the Leader of the Program, a truly extraordinary and capable leader, in a Leadership Coaching capacity. I saw the program as an opportunity to apply Living Systems Theory to model the technical teams and work groups of that organization as Human Activity Systems and with that as a platform for building their effectiveness as a High-Performance Human Activity System. As the study progressed, however, I better understood that more was involved than originally believed.  My personal research revealed that the purpose, scope and objectives for these types of evaluations vary considerably from one case to another.  While teams executed numerous assessments to benchmark the performance of a single technical environment, I designed a benchmark of an Operational Evaluation of a new strategic banking system environment. This was a much broader and wider vision of the vision engaged by the technically confined teams. After all, Senior Executives wished to evaluate the feasibility of a global, strategic-oriented, corporate redesign beyond the capabilities and operations of current Information Systems.  

While the former evaluations focused on the tactical and technical side of RTPS organization performance challenge, the latter performance evaluation focused on the strategic and business side of the feasibility of organization redesign beyond the realization of new technical capabilities and capacities. In each approach, I envisioned different designs of Human Activity Systems. Taking a hint from Banathy (1988a), I realized that I had to match HAS types with methodology. This broadened the scope of the study for me and raised a bucket of new issues from a nearly empty well. For one thing, through the process of Design Inquiry, the HAS Design Methodology had to become a generic, Human Activity Systems based meta-methodology for designing not only specific HAS evaluations but also strategic organization redesign methodologies. One went with the other but the strategic demands always, and I do mean always, naturally exceeded the scope of the technical demands. 

Framework for The Future

Moving on after this program, I fully understood that this single work in itself, although global in scale and industry changing, would be insufficient to convince those who need convincing or persuade those who need persuading that HAS Design Methodology (HSDM) based on Living Systems Theory is the framework of the future for modelling the kinds of Sociotechnical Systems (STS) that contemporary organizations have become. Hopefully this book will lead other leaders to see the "beauty" (Ramirez, 1991) and value of the HASDM in strategic organization redesign and further develop the methodology presented here.

Ramirez (1991) argued that: "An organization is nothing but that - the experience each of us has of the experiences of other organizational stakeholders' of other organizational stakeholders' experiences (and so on)" (p. 2).  The HASDM is a meta-methodology for describing and, to a point, understanding the "social architecture" (Perlmutter, 1965) of an organization. This is an organization consisting of leaders and their followers designed as a team to meet strategic goals through operational or tactical objectives that continually emerge and change. The Human Activity Systems Design Methodology presented in this book is my way of presenting to you "Another way of determining what the manifestation of an aesthetic dimension in the experience of an organization revealed" (Ramirez, 1991, p. 12). Imagine that. What a way to describe an organization consisting of leaders and followers aiming at continuously emerging and evolving goals and objectives. In organization life today, nothing stands still. He or she who hesitates is lost to the competition.  

The HASDM obtains its significance from Living Systems Theory (LST) as a "distinctive way of beholding and/or contemplating" (Ramirez, 1991).  Morgan (1986) writes that "our theories and explanations of organizational life are based on metaphors that lead us to see and understand organizations in distinctive yet partial ways" (p. 12).  As a metaphor, LST "proposes a conceptual framework that throws light on ways in which stakeholders sometimes relate to, and in so doing actually constitute, the organization of which they form a part in ways that alternative available perspectives have not" (Ramirez, 1991, p. 26).  For me, the ways stakeholders relate to and constitute the organization form patterns which are beautiful.  LST presents patterns that reveal structure, process, and relationships with environments which consists of the similarity of differences in a common scheme.  LST reveals organization beauty in living systems and suggests a way of modelling organizations unlike previous ways of seeing and understanding organizations and organization life of leaders and their followers. Ramirez (1991) writes:


Pattern' has to do with regularity, with shape, order, form.  Pattern consists of the similarity of differences, that is, in the commonness in the way in which two things are different from the context.  Pattern is a recurring similarity in the differences that distinguish things from the other(s) (p. 39).



HASDM is a systems-oriented meta-methodology, i.e., a methodology of methodologies.  Unlike other authors who believe that the systems approach is only one of more than "twenty scientifically valid ways of studying social organizations" (Ramirez, 1991), I view the systems approach as a meta-approach which can include even aspects of other approaches using “Complementarianism”.  The systems perspective sees other approaches as equally valid epistemologically.  Like other meta-theories, I formulated the theoretical foundation of HASDM by systematizing a set of independent methods and techniques, or independent axioms.  Thus, leaders can employ the HASDM from many diverse and complementary starting points. Using the conceptual framework of LST, I indirectly propose a theory of social organization which leads to understanding of the experiences that subsystems in organizations enjoy with each other.  The insights and understanding achieved through the application of HASDM delivers both a foundation for evolutionary design and also the path to the attainment of evolutionary competence in organizations.  This is a good thing.

Going back a few years, Ackoff and Emery (1972) described a system as "a set of inter-related elements, each of which is related directly or indirectly to every other element, and no subset of which is unrelated to any other subset.  Got it? Now catch your breath and then think about the implications of the following Principle of Systems Composition. Although a system may be part of a larger system, it cannot be decomposed into independent systems" (p. 18). How can this ever be a false statement? I have tried to disprove this statement for many years now, but I have not yet been able to do it.  An HASDM describes an organization as a living system consisting of subsystems whose elements are individual human beings. 

The organization participates in dynamic relationships with several environments and is changed whenever a subsystem enters or exits the system.  Argument exists over whether the nature of systems is abstract or concrete.  While a few authors see systems as either concrete or abstract, Crozier and Friedberg (1977) argue that systems are both abstract and concrete concurrently.  Ramirez (1991) writes that Crozier and Friedberg (1977, p. 207) see systems as abstract because they are constructions of observers that are not verifiable in reality.  Systems are concrete in that they "explain the persistence and developments of a concrete, delimited, social ensemble" (p. 33). Systems are not, therefore, a priori to human existence. Got it? I am happy now that this is all cleared up enough for everyone to understand. Really?  Is it humans first then systems or systems first then humans?  

Taking the liberty to extend Crozier and Friedberg (1977) a bit, I add that as Human Activity Systems, organizations are marked by two modes of reasoning: strategic reasoning and systemic reasoning. Strategic Reasoning moves from the individual to the organization to discover not the individual problems of performance but the collective strategies of the organization. Systemic Reasoning moves from the system to the individual to discover the arbitrary dimensions of the system. The HASDM enables leaders to better identify and describe the strategic reasoning that guides Leadership Development while concurrently defining Leadership’s embedded arbitrary dimensions. Since the leaders of the SPAC project, chartered it as a program to determine the feasibility of a strategic organization redesign effort and then implement that redesign using computer systems (displaying characteristics of both strategic and systemic reasoning), I selected it as the case study for this book. Using the SPAC Case Study, this book progresses from a discussion of a model of the HAS that engage in technical Leadership to a description of the conceptual framework of a Human Systems Design Methodology to be used by leaders whenever they seek to change the essence of their Leadership Coaching practices.  Ramirez (1991) translating Crozier and Friedberg (1977, p. 203) state:  


Without systemic reasoning, strategic reasoning would not be anything other than phenomenological interpretation.  Without strategic verification, systemic analysis would remain speculative - and without the stimulation of strategic reasoning, it becomes deterministic. (p. 34)



This book is both a historical Leadership inquiry and a Coaching study. It further involves a philosophy of organizations as living systems.  Moreover, it explores some implications of Leadership inquiry as a Human Activity Systems inquiry into the historical nature of Leadership. In some sense, this book explores the strategic organization design implications of human systems philosophy where strategic HAS design means changing the essence of Leadership. Ramirez writes:


"For the inquiry which this book traces indeed says a lot about how we know social organizations, about how we know that we know what we do know about a social organization." (Ramirez, 1991, p. 2)



A number of Leadership inquiries and human system studies begin with the eight fundamental steps identified in Table 3 below:

Table 3: The Eight Fundamental Steps of Leadership Inquiry


	Recruit subjects for the Leadership Inquiry.

	Define the questioning techniques.

	Develop the Leadership scenarios.

	Produce the lengthy transcripts.

	Develop the support systems.

	Finalize the plans.

	Execute the plans.

	Study the outcomes.



I did not follow the pattern outlined in Table 3 above when I supported the SPAC Program many years ago. I designed my own inquiring system of Leadership Development. In Leadership, creativity and innovation is fundamental to professional and personal growth. As the primary consultant and senior program auditor, I had previously participated in the case study with SPAC and had accumulated much first-hand knowledge about the Multi-Vendor Performance Evaluation (MVPE) as a strategic process.  Living System Theory (LST) and Living Systems Process Analysis (LSPA) delivered a starting point for launching a Leadership Coaching retrospective examination of the future programs. It became an actual real-time opportunity to investigate the feasibility of producing a living systems model of the HASs that engage in concurrent or linked organization and team performance evaluations involving several teams. Then I could eventually test the potential extension of that model into less technical environments by confirming its applicability in my future onsite research as an organization inquiry tool.  

I hypothesized that the Living Systems Model delivered by LST suggested an improved clarity of description about the relationships between the structures, processes and environments of an organization in respect to strategic and systemic reasoning.  I believe that the methodology outlined in my previous studies today offers senior leaders, their organization designers and technical project managers an important approach to redesigning their organizations and enabling them with relevant Information Technologies supported with expert Leadership Coaching. Using the HSDM enables organization designers and Human Systems designers to better clarify the many different types and classes of activities in which Human Activity Systems engage. This program and its many projects formed a fertile case study that both tested my ideas and offered a practical foundation for implementing them whenever they made clear sense. Doubtlessly, I came to recognize that the Systems Perspective delivers wonderful insights about the potential success or failure of Leadership Coaching that were not ever apparent whenever I employes the traditional Project Management reductionistic approach to problem solving and team development.

Ramirez (1991) discusses his theory of organization beauty by arguing that "there are no `recipes' for beauty."  Rather there are "criteria which help one to understand what one means by `beauty'; criteria which are very much applicable to social organizations" (p. 3).  For Ramirez, then, using the Systems Approach, beauty is found in the relationship between the four elements identified in Table 4 below.

Table 4: Ramirez’s Four Elements of Beauty in the Systems Approach


	Beauty

	The Experience

	The Object

	The Subject



Viewed from the aesthetic theory of Plato found in the Republic, the Ion, the Timaeus, the Symposium, and the Phaedrus, where Plato suggests a recipe for beauty, Living Systems Theory is likewise concerned about the beauty of social organizations.  Hickey (1972) writes that in the Republic, Plato argues that "there are three arts concerned with any object:  the art of using it, the art of making it, and the art of representing it" (p. 5).  Each one in itself does not lead to beauty; together, however, beauty is possible because wisdom occurs when the art of mere representation is exceeded by the art of making an object to attain the experience found in the art of using the object.  In Book X of the Republic, Plato reasons that three corresponding social functions exist in the state termed the “deliberative, executive and productive functions”.  These in turn correspond with the three elements of every soul.  This unity in nature is the bedrock of beauty in nature.  Living Systems Theory also outlines a unity in nature when it discusses the input, transformation and output of matter, energy and information.  The three elements of Plato – “using, making and representation and/or deliberative, executive and productive”—can be seen to exist in LST.  As Plato found beauty in his triads, I also find beauty in the Living System Theory approach to understanding organizations.  A fuller outline of the recipe for beauty outlined by the Ancient Greeks from Socrates to Aristotle is presented in the Appendix.

St. Thomas Aquinas has a recipe for beauty also based on his own triad. In the Summa Theologica, Aquinas argues that beauty has three conditions: “integrity or perfection; proportion or harmony; brightness or clarity”.  Beauty exists in the relationship between these three conditions.  Aquinas takes the direct path to beauty when he reasons that the beautiful is that which pleases upon being seen, "id quod visum placet" (Aquinas, 1952).  For the author, the social organization, as seen through a Living Systems Theory model, is that which pleases me upon being seen.  For example, the Security Pacific case study was indeed timely and delivered an opportunity to view a social organization in respect to matter, energy and information; input, transformation and output; structure, process and environment – for me, these are the systems triad that make a beautiful social organization possible.

As a model of human nature, Living Systems Theory (LST) is incomplete.  Although Miller (1978) did not seek to propose a model of human nature, he argued that generalizations about human nature found in the theories of personality presented by Murray, Sigmund and Anna Freud, and Menninger "involve concepts that are obviously similar to aspects of the General Living Systems Theory" (p. 457). To the extent that human beings are biological entities, Living Systems Theory considers a range of questions including those listed in Table 5 below. 

Table 5: Range of Questions Asked in Living Systems Theory


	Meaning

	Stress

	Anxiety

	Personality




“The illiterate of the 21st century will not be those who cannot read and write, but those who cannot learn, unlearn, and relearn.” — Alvin Toffler



Through the gateway of General Systems Theory (GST), Human Science methodologies enable interested human beings to derive a picture of human nature from at least 13 different perspectives as indicated in Table 6 below.  

Table 6: The Unique Picture of Human Nature Presented through GST


	Unique at the Individual Level

	Open

	Evolutionary

	Fluid

	Reductionistic

	Expansive

	Interdependent

	Cooperative

	Changing

	Complex

	Simple

	Community Oriented

	Viable



While the Tree of Porphyry identifies the hierarchy of attributes in nature from organic to inorganic and from plant to animal and animal to human, LST provides a generic model of subsystems and their transformation processes common to all viable living systems – from plant to animal to human.  Building upon these processes, personality theorists have discussed the eleven characteristics in Table 7 below in their efforts to build a theory of human nature

Table 7: The 11 Characteristics Identified by Personality Theorists in Building a Theory of Human Nature


	Needs

	Drives

	Values

	Adjustment

	Creativity 

	Constancy

	Defense Mechanisms

	Coping

	Attitudes

	Balance

	Cognitive Dissonance



“Leadership and learning are indispensable to each other.” — John F. Kennedy

As a work in Human Science, after all, Paleo-Leadership is a Human Science, I build upon LST by outlining an expanded Human Activity Systems Design Methodology (HASDM) that includes Living Systems Theory (LST) as an important component of the more expansive and deeper methodology.  Due to the incompleteness of LST as a model of human nature, HASDM includes the six aspects of human life identified in Table 8 below to enhance and extend the contribution of LST as a systems-based foundation for designing Human Activity Systems as Sociotechnical Systems (STS).  

Table 8: The Six Aspects of the HAS Design Methodology


	Culture: People working together

	Values: People relating to each other through belief and practice

	Categories: People organizing their thinking and understanding

	Growth: People learning new ideas and attaining knowledge

	Evolution: People changing and developing

	Work Design: People organizing, cooperating, and sharing creative possibilities



While LST describes the subsystems and their behavior as aspects of a viable living system, HASDM focuses on issues of organization change and design by considering the central issues listed in Table 9 below. Through Design Inquiry, Easton (1990) delivered the map for extending LST to link the design of the technical system with the social system by interfacing the design of the value system with the living system. This is certainly interesting. Think about what this means for Leadership Coaching. We have a technical system, social system, value system, and living system. How does the technical system influence the social system. How does the value system impact the social system and the technical system? How does the technical system, the social system, and the value system impact the Living System?

Table 9: HASDM Central Issues of Organization Design and Change


	Job Enlargement 

	Job Enrichment

	Job Satisfaction 

	Productivity

	Initiative

	Health

	Welfare

	Motivation



This Design Inquiry path resulted in the Human Systems Design Methodology (HSDM) as an optimization methodology designed to assist executives with changing the essence of their organizations as Sociotechnical Systems. This is the ultimate imperative of Leadership Coaching and is well beyond the needs of any single follower in an organization or Enterprise. Leadership Coaching occurs in this complex environment that is technical, values-based, social, and, of course, living. This is the contemporary world that we live in, grow in, and experience our lives in, privately, socially, professionally, and technically. Betty Davis was correct: “It’ ain’t for sissies.” Human life demands intelligence. Leadership coaching demands ever more intelligence. No rest for the weary. As I like to remind myself:


Since we all are impacted by the decisions of people we know and do not know, we certainly do have a need for resilience, empathy, self-respect, well-formed judgment, sound ethical systems, intelligence, connectivity, and, of course, without being preachy, faith, hope, and Love with a capital L.



It is perhaps wise to keep in mind that Decision-Making is central to success in this because decisions made by both leaders and even a single follower can set each off in different directions to terminate in either success or failure. You can see this yourself if you take the time to reflect on your own decisions, or the decisions of colleagues as well as the decisions of other leaders. Think about the different life outcomes that would have resulted if different decisions were made at crucial times in your experience by yourself, your colleagues, friends, family members, and, of course, the leaders you have followed or known. 

Let me be clear: Decision-Making nurtures the history of the world.  Have your ever thought about this and what it means at the deeper levels of your life? This is heavy stuff.  Life is about making it not one day at a time but through one decision at a time, your own decisions or someone else’s decisions. Talk about making your day, right!  Since we all must live through our own decisions, we will do well to make good ones.  Since we all must wade through the decision of others, we had better develop an intelligent and quick mind. 

It is a common occurrence that a significant number of leaders somehow, some time, somewhere, and some way discuss the strategic redesign of their organizations. I knew a CEO who wanted to redesign his enterprise about every 18 months. Relax, he never did it. Using the Systems Approach, more than four decades ago, Ackoff (1981) discussed the continually changing concept of the corporation. He must have known that CEO.  Pava (1983) discussed the importance of having a systems-based organization strategy to better manage the emerging office. A little closer to our present day, Weisbord (1987) discussed the paradigm dilemma confronting those who set out to design productive work places. Eason (1988) saw the importance of the relationship between Information Technology, systems design methods, and organization change.  Mohrman and Cummings (1989) discussed self-design as a path to creating high performance in organizations.  Mills (1991) discussed a method for adopting the cluster model of the future organization.  Its seems that everyone had an idea. Mine was Leadership Coaching Excellence through Systems Thinking.  It still is. It seems as if 1992 was only yesterday. After all, I have been 39 now 41 times. 

Beckhard and Pritchard (1992) discussed the importance of leading fundamental change in organizations as a problem of essential organization change.  Writing about the place of new technology in the world, Davidow and Malone (1992) saw the importance of the Systems Approach when they discussed the challenge of “Corporation by Design”.  Moreover, Fombrun (1992) saw the importance of strategic change when he discussed the new rules and turning points of the colliding environments of the new world order in business. Quinn (1992) discussed how knowledge systems are changing corporate structures. Peters (1993) discussed how the old rules do not apply any more when planning a business.  Spewak (1993) discussed the concept of planning the corporation as an entity of data, applications and technology.  Tapscott and Caston (1993) discussed the relationship between Information Technology and organizational structure. This is simply amazing because none of these folks mentioned the need for Leadership Coaching Effectiveness as a way forward to forge more productive teams. These are the skills that all of their ideas will rely on to succeed.

Essentiality of Leadership Coaching Effectiveness 

Although many of the authorities mentioned above accepted Information Technology as a critical component in the emerging business climate of the next century, and it is the next Century already, most agreed that leaders face three overriding factors that are far more critical than the design of information technology. I have identified these in Table 10 below. 

Table 10: The Overriding Factors Executive Face for Organization Success


	The business environments faced by the leaders and entrepreneurs of today

	The business problems that constrain the business decision-making of leaders

	The business problems that impact the performance and productivity of leaders and their followers  



Leaders generally see Information Technology as the capability for responding to the business problems of today and tomorrow in real-time.  Contrary to what many technicians believe, intelligent leaders generally do not see Information Technology as an end in itself. Now, however, we are falling into a world that may soon become dominated by Artificial Intelligent Technologies (A/IT). As a person who knows something about Human Activity Systems, I can see that humanity is entering a dangerously nervous time, especially when one considers the current state of ethical decision-making.

Back in the early 1990’s. leaders at large and small companies faced many of the business and organization problems outlined by the many authors I referenced above.  Even back then, these leaders attempted to establish a wider, Information Systems-enabled, business solution using their Information Technologies that more directly and rapidly connected their businesses with their customers. My HASDM Vision emerged from this experience. Today, the Human Activity Systems Design Methodology actively brings Sociotechnical Systems Design into the lives of customers where they live. Today, by focusing on the values associated with designing an Information Systems environment as a component of a Human Activity System that brings the business agenda into the customer’s personal space, commercial practices can occur on a 24 by 7 basis even where customers live.  Think about the implications of this capability for Leadership Decision-Making from that time and to this very day, and perhaps even well into the future, if customers and government regulations permit it.  

In the corporate world, guided by a new set of technically enabled values, the HASDM emerges from the summit of the Leadership ranks where theory reigns rather than from the bottom of the Leadership ranks where much of the hard work happens.  For example, during the now common acceptance of organization redesign as a strategic necessity, the constraints of the Human Systems Design Methodology enable leaders to master strategies governed by extreme human values such as those highlighted in Table 11 below as they seek to implement advanced Information Technologies throughout the work place and even into the private world of end-users and customers. 

“No problem can withstand the assault of sustained thinking.” — Voltaire 

Table 11: Leadership Strategies Governed by Extreme Human Values


	Extreme Revenue Generation

	Deep Profitability

	Rigorous Competitiveness

	Continuous Growth

	Globalization

	Continuous Product Habituation

	Optimization of Labor

	Management Architecture Leveling



Sociotechnical Systems Design reminds leaders that they are required to ensure the optimization of the interfaces between their organization’s social and technical systems as a fundamental requirement for achieving enterprise success.  HSDM reminds leaders that they do this by designing more appropriate teams as Human Activity Systems using methodologies that are appropriate to their Leadership tasks. 

One Simple Rationale for Leadership Coaching

The value of Leadership Coaching as a critical resource is finally gaining widespread acceptance in the Leadership ranks here and there, but not everywhere.  Leadership Coaching is not omnipresent. While Skip Weitzen (1991) maintained that Information Technology is the force driving the Hypergrowth phenomena of the fastest growing corporations, I believe that such technologies were only a small part of the answer to the new levels of business success that gave rise to so many billion-dollar companies. Obviously, as we reflect on “The Problem of Omnipresent Technology” for a moment or two, we clearly see that, lacking the acceptance and refinement of specific kinds of Leadership Coaching, the current Information Technologies designed to support and transform organizations still insufficiently address many of the personal and interpersonal challenges faced by leaders, their followers, and their colleagues throughout these highly technical organizations. 

It is a good bet that the crucial place of Leadership Coaching in the 21st Century organization probably makes the strategic success of these organizations more possible today than at any previous time, including way back in 1991. This is so because technology, alone, is never enough, or God would have given cell phones to Adam and Eve. The nagging question for me here has always been a simple one: Why have so many leaders ignored or remained indifferent for so many years to the power delivered to their teams of followers by Leadership Coaching? Finally, I see that a change is taking place. Thankfully, the Leadership Coaching mindset has changed, at least just a little as an increasing number of leaders are beginning to form and nurture coaching relationships among an increasing large number of their followers. If Leadership Coaching works, why not leverage it to build ever more successful teams of followers? Unfortunately, not every leader can successfully coach their followers. This is especially the case whenever the leaders, themselves, require the assistance of a specifically designed coaching program to succeed as leaders.

Paleo-Leadership concerns the historical roots, evolution, and the legacies of leaders throughout history.  I have touched on a few historical leaders throughout this book. We have seen that Leadership Style is a highly personalized behavior that has been both very loving and extremely threatening. We have also seen that in this current historical age, Leadership Style is still a highly personalized behavior that remains both very loving and also extremely threatening. Obviously, there is indeed some truth in the adage “the more things change, the more they stay the same”.  

On reflection, it is easy to conclude that Human History is indeed repetitive in many ways and at various times. Even today, Leadership is still all about performance and how to attain it.  Some leaders have used the sword and some leaders have used the salary. They still do. Leadership Coaching paves a new path that offers a new hope that itself offers a new approach to Leadership that is energized by offering new ideas that followers can eagerly support to again offer new outcomes of performance and productivity. Who would ever deny that Leadership is quite an offering. 

Do you get the point?  Leadership Coaching reveals a new open attitude about the workplace relationships between leaders and their followers that has the potential to positively transform the workplace by deepening its humanity while ingeniously leveraging its technologies. Both are possibly good ideas if leaders and followers working together are willing and eager to make it happen. Obviously, such an outcome requires a new model of performance assessment that is especially vital to leaders who depend on complex information flows to make critical decisions.  Accordingly, this book delivers a model for evaluating and resolving this leadership challenge by framing the critical issues that more frequently arise between leaders and their often more technical followers. Derived from a Case Study for building such a model, I examine how leaders now depend on their more technical followers to deliver vital strategic tasks by more directly coaching them to attain the required performance outcomes. Performance outcomes of followers have become one of the more important goals of Leadership Coaching now designed to overcome the past failure of leaders. Mohrman and Cummings (1989) argue that continuous interaction between Leadership and followers is essential if both groups desire to successfully work together.  When we consider the impact that the various technologies have had on leaders and their follower, we can clearly see the necessity for linking leaders more closely with their followers.  After all, what happens to leaders who have lost the confidence of their followers?  


If it is true as Pava (1983) reasoned that "most studies indicate that the rate of productivity increase has not grown much with the information sector's expansion," Leadership inherits considerable risk by indirectly participating in the organization-wide Information Technology agenda (p. 2).  Pava (1983) further stated that "The challenge posed to management by advanced office technology requires both organizational learning and changes that are sufficient to reap concrete benefits from enhanced functionality" (p. 5). Interesting right?

Leadership obviously had a problem way back there in the 1980s, way, way back. Any increase in technological capability and capacity did not generate an equal increase in performance and productivity. 



For whatever reason, leaders and their followers did not perform any better as a team regardless of the technologies employed. What kind of Leadership was this back then? Do you think that these leaders suffered from low Emotional Intelligence, or indifference? Or, was it simple incompetence? Or perhaps it was the organization and not them? Or perhaps it was the indifference of their teams? Or perhaps, it was the time of the year? Or perhaps it was any one of a thousand executes used to cover the reason for such an outcome? Obviously, there was a problem somewhere in the Leadership ranks. Perhaps the expectations of these leaders and their followers had something to do with it?  Evidently, they were not on the same page as are the leaders of today, not at all. 

What a difference a more formal Program of Leadership Coaching would have made back then. What a difference it can still make today. When was the last time you participated in a Leadership Coaching session as a leader or follower?  Over the years, I have met an impressive number of leaders who have never ever experienced such a session, formally. Many have engaged in informal Leadership discussions, but not Leadership Coaching. From these leaders, I heard that even this was not worth writing home about. If people can do better than this, why don’t they? I suppose that they really do not want other people to infringe upon their personal space for any reason whatsoever. Perhaps they think that they may have too much to hide?

Rather than focusing solely on the technical development of their followers, executives would probably deliver significantly more success if they implemented programs of organization restructuring, cultural change, and Leadership Coaching in conjunction with the usual end-user training in I/T.  As outlined by Pava (1981), doing this requires leaders to successfully complete the tasks identified in Table 12 below. The lack of executive vision regarding I/T policy and organization redesign complicates the management challenge faced in the evolving business environment.

Table 12: Integrating Leadership Coaching with End-User Technology Training


	Redefine Management Responsibilities

	Establish a General Information Technology Policy

	Support Decentralization

	Require Continuous Organization Redesign

	Redirect Specialist Staff

	Charter a Leadership Coaching Process

	Engage in Two-Way Leadership Coaching



Lacking direct leadership involvement in strategic Information Technology evaluation, Eason (1988) warned that changes resulting from the implementation of Information Technology "are dealt with in an ad hoc way as problems arise and constitute a piecemeal and unsystematic way of changing from one form of organization to another" (p. 107).  

When I think about Eason’s statement, I ask myself one core question: What kind of leadership involvement makes the most sense here?  After all, many paths of direct involvement exist for the creative leader. I wonder what is a really potent way for leaders to involve themselves in just the right kind of way that eliminates the “Piecemeal and unsystematic way of changing organizations”?  Since strategic organizations implement Information Technology systems for specific purposes, leaders do well when they evaluate the impacts of these Information Technologies on the development of the corporation to determine the unintended consequences. In line with Pava (1983), Eason recommends formal policies governing the use of Information Technology in the organization.  Eason (1988) reasons that responsibility for such Information Technology policies should not be given to the technical specialist due to potential conflicts in the areas listed in Table 13 below. 

Table 13: Potential Conflicts of Information Technologies in Organizations


	Organizational Objectives

	Organization Impact

	Organization Change

	Sectional Interests

	Control of Integrating Technology

	Lack of End-User Centered Design 

	Insufficient Information Technology Policies

	Lack of Technical Systems and Social Systems Integration



“Cultivation to the mind is as necessary as food to the body.” — Marcus Tullius Cicero

Marcus was right on target with that. Can you see the role that the right kind of Leadership Coaching can play here to reduce or eliminate this situation?  Think about it. If it was true as these researchers claimed back then that Information Technology policies required a specific level of Leadership support to implement a range of programs that enabled user-centered design, Leadership Coaching could have made all the difference in the world by eliminating the piecemeal and unsystematic way of changing organizations.  The transition to user-centered design works best when leaders adopt a Sociotechnical Systems design perspective that optimizes the integration of social systems with technical systems. Moreover, this kind of systems integration works best when Leadership initiates coaching interventions to facilitate a systems integration process that employs a redesign effort using a self-directed approach as discussed by Mohrman and Cummings (1989).  Banathy (1987a) delivers a model for STS design as an Evolutionary Guidance Systems design. Also, Pava (1983) identifies three general principles of Sociotechnical Systems Theory as highlighted in Table 14 below.

Table 14:  General Principles of Social Technical Systems Theory

The work organization is an open system that interacts with a complex environment (Pava, 1983).


	The work organization exhibits systematic complexity (Pava, 1983).

	The work organization must generate a level of variety that matches the level of flexibility required by its purpose and environment (Pava, 1983, pp. 54-55).

	Banathy (1987a) delivers a model for STS design as Evolutionary Guidance Systems

	Mohrman and Cummings (1989) delivers a self-directed approach for delivering an organization redesign effort.



An important finding of my research into the “Problem of Leadership Coaching Viability”, also the Problem of “LCV”, is the problem of viability of a living system in respect to structure versus function of that Human Activity System, that HAS.  After all, Leadership Coaching can more clearly describe why the design of the structure of a workplace has only two alternatives for organizing workers. The first is referred to as redundant parts and the second is referred to as redundant functions (Emery, 1967; Emery & Trist, 1973).  Pava (1983) explained that the STS approach gains a bit of its power" through its coherent implementation of the Principle of Redundant Functions" (p. 56).  Such implementation occurs through six steps as identified in Table 15 below.

Table 15: Six Steps for Implementing the Principle of Redundant Functions


	Mapping the Target System

	Entry

	Sanction

	Start-Up

	Initial Scan

	Technical Analysis

	Social Analysis

	Work System design



One Simple Rationale for Leadership Coaching:


Coach your followers to assist them with their growth and their growth will assist you with your growth.  What goes around comes around. Leadership Coaches do not coach in a give and take world. They coach in a give and receive world.



The Leadership Cosmos

Since common sense is less common than one would imagine, we can refer to the findings of the many researchers and experts who have found that political, educational, business, religious, science, and military enterprises continually experience an ever increasing rapidity of change (Tinbergen, 1958; Capra, 1982, 1991; Toffler, 1980, 1990; Sheldrake, 1981; Cetron and Davies, 1989; Stewart, 1989; Nau, 1990; Ohmae, 1990; Robertson, 1990, 1991; Senge, 1990; Silva and Sjorgen, 1990; Cetron and Gayle, 1991; Davis and Davidson, 1991; Dobyns & Crawford-Mason, 1991; Hine, 1991; Miller, 1991, Fukuyama, 1992).  In an interesting kind of way, we can see that at least some of this change results from discontinuous processes (Penzias, 1989).  Resulting from discontinuous processes, change simply seems to pop-up spontaneously in response to rapidly emerging unforeseen positive and negative developments.  

As Post Modernists and others thinkers question the validity of modern science and the notion of objective knowledge (Rheingold, 1991; Sakaiya, 1991; Talbot, 1991; Rosenau, 1992), business leaders accelerate their search for new paradigms (Baker, 1992; Drucker, 1992) as scientific emphasis shifts from objectified truth criteria to approximate descriptions (Capra and Steindl-Rast, 1991).  What no objective truth? Is that the truth?  Eastern Europe is a living testament to the force of change in the modern world as communist governments experience collapse throughout the world and then re-emerge again in other parts of the world. Even the number of nuclear weapons decline as the United States and the former Soviet Union reduce their strategic and tactical stockpiles.  In many respects, we are witnessing the truly "First Global Revolution" (King and Schneider, 1991).  But change is not confined to the halls of political, educational, religious and military organizations.  It touches each one of us daily in our own private world—where we work, live, play, and even where we pray. Perhaps Thomas Kuhn (The Structure of Scientific Revolutions,1962) was correct after all when he discussed his vision of social change referred to as Paradigm Shift. Here we are 60 years later, and his book still makes sense even today.  

In corporations around the world, "downsizing for profitability" and stretching the "corporate reach to maximize profits" remain the forces driving the continual acquisition, merger and realignment of large commercial concerns, especially in banking centers around the world.  The acquisition of Security Pacific Corporation by the Bank of America for more than four billion United States dollars of corporate stock was a sign of the times just a few decades ago, and over 30,000 human beings were displaced by this banking acquisition (Robinson, 1992).  In common business parlance, these persons were made redundant by this single commercial transaction. They assisted with changing the world of banking and they become redundant. And, so it goes. The ancient adage: “We who hesitate are lost” is still a warning to us today. Anticipatory Action, not reaction, is the initiative of the informed and alert thinker.  

Although it has its roots in history many centuries ago, the pace of such rapid and large-scale change throughout the world is a major contributor to the complexity of contemporary Leadership.  However, it is only one of the contributors.  Another is the rapid growth of technology in the workplace which has made so much rapid change possible.  It is obvious to even the most casual observer that recent advances in technology over the last several decades has not only displaced a significant part of the workforce but also has increased the demand for a highly trained and specialized workforce.  A report by the Council of the Club of Rome viewed the "Whirlwind of Change" as a driving force behind the world problematique. This "whirlwind" is at least initially driven by an advance in technology that is radically changing the fundamental aspects of human society (King and Schneider, 1991) and of the Leadership of this society. Even very young children are being influenced in ways not even imagined by parents only 15 years.

Major advances in High Technology are introduced about every 15 months or less and the pace is still quickening.  In some sectors of commercial business, Information Technology defines the business agenda.  Each new generation of technology generates large scale change in our daily lives at work and play.  Moreover, the rate of change is igniting conflict on a global scale.  Questions of the rule of law are exploding upon the Leadership and management scenes with grave new urgency.  While some of the conflict is obvious, as is apparent in the corporate move to downsize, much is very subtle. The increased capability in computing power has forced many leaders to complain about information overload as many leaders experience overnight obsolescence as their Leadership skills quickly become outdated. New experts are made daily while many others fade into the history redundancy.

As a student of Human Science and Systems Management, I remain concerned about the spread of computer technology in society, even among the youngest among us in general, and its use in Human Activity Systems (HAS) in particular.  Today, I find the HAS perspective vital to comprehending the often confusing and dynamic global environment of Leadership.  I find that the systems perspective keeps pace with a world in flux by enabling me to more deeply interpret a changing world of which I am a part as a recipient and a Change Agent.  The systems perspective enables me to more appropriately anticipate the challenges facing humanity in the next decade and even the century beyond.  In 1989, an impressive collection of senior leaders attended a conference in London to discuss the problem of technology in the corporate world.  Although the conference focused on the Operational Evaluation and Capacity Management of computer resources, the concerns of these global leaders were more far reaching and examined more closely the pressures of international competition. As the Conference Leader, I clearly recognized the concerns that each leader experienced back then.  If anything, such concerns have only grown in intensity and criticality.  

Complexities of Leadership Assumptions and Values

Obviously, in the late 20th Century, as never before, a technological revolution was shaping the corporate world (Penzias, 1989; Weitzen, 1991; Beckhard and Pritchard, 1992).  As my series of global conferences clearly demonstrated, the mounting pressures of international competition were forcing companies to sharpen every edge they possessed in their competitive arsenals if they wished to survive into the 21sT Century. Just like today, they needed every edge they could get if they were to survive.  In this 21st Century, an ever- increasing number of companies are organizing their structures, and thus betting their futures, on corporate-wide Information and Assistive High Technology Systems.  Companies are realigning their organizations around their distributed networks of computer resources.  However, many problems are associated with these High-Tech enabled strategies including the availability of employee with the emerging skill-sets, capacities of the technical systems, energy requirements, and reliability.  These are complicated challenges, and very expensive ones at that. They are not for the faint-hearted leaders out there among humanity who know far less than they think they know.  Sound familiar?

Indeed, some organization remain at risk because of the costs and demands of these complex technologies.  Not all companies are designed to realize the advantages that these technologies offer. The leaders of these organizations fail to adequately manage the capacities and capabilities of their resources.  Fundamental to Capacity Management is the need to develop realistic and workable technology capacity plans, and the Leadership Development plans required to expertly implement them.  However, to become genuinely successful, leaders do well to first understand that the management of technological capacity is only the apparent challenge.  The real, and often hidden, challenge of corporate Leadership is the Capacity Management of the HAS, the human teams that design, develop, implement, manage, control, maintain, and employ the technologies that ensure the competitiveness and profitability of their organizations.  Technology can be made to work in any environment.  

The real question is: Can a human being "humanely" be expected to work in any technologically based environment merely because an engineering oriented social planner believes so? This question is still being asked by many leaders. Some of these leaders are now employing expensive technologies in the guise of Artificial Intelligence to answer them. The problem here with this approach is this: can these leaders trust the answers delivered to them by the new intelligent technologies? Of course, the answer is a simple one even to a child: No! Now, do not get angry with me. Just get smarter. Master the intelligent systems before they master you.  Never forget, they learn at light speed. You do not.  Leaders are always in demand who are demanding of themselves. 21st Century Leadership still ain’t for sissies. 

“Curiosity is the wick in the candle of learning.” — William Arthur Ward

The decision any leader makes about the use of technology in the workplace is a decision not only about how that leader views his or her employees as persons, but also about what the leader believes such followers should become.  Authentic Leadership leads to several kinds of growth from the size of teams to the skills of teams. The strategic vision of a leader about the use of technology has a lot to say about how such outcomes will unfold. The solution to this human dilemma is what, I believe, will determine the growth, development, evolution, and success of any organization.  The issue becomes not the Capacity Management of technology but the capacity limitations of the HAS that use technology to achieve the many different organization and corporate ends.  The Capacity Management of HAS is not a strategic planning agenda but a HAS Design Inquiry challenge.  While planning may minimize surprise through the assessment of threats, opportunities, strengths, and weaknesses (Macnaughton, 1988), it is design which enables Human Activity Systems to guide their own evolutionary unfolding (Banathy, 1984).

At the summit of Leadership, the strategic concerns about the technological comfort of HAS and the capacity of technology in the form of hardware, software and networks are fundamentally issues of human values and metasystem design (Hall, 1989).  Regardless of Leadership awareness, the path to technological proficiency is not merely a business decision supported by well documented and developed strategic plans, but it is a values judgement about how the organization, and the individuals comprising it, will evolve in the most crucial dimensions of human life and in ways that will impact the success of the organization. In his Evolutionary Guidance System (EGS) Model, Banathy (1987a) identified the crucial dimensions as the eight dimensions identified in Table 16 below.

Table 16 Banathy’s Eight Dimensions of Evolutionary Guidance Systems


	Social Action

	Education

	Ethical

	Scientific

	Technological

	Economic

	Political

	Aesthetic



Only in the rarest of instances does a leader reflect on the evolutionary predicament facing the follower as a result of a technology driven strategic vision.  David Burnham (1983) was on target when he quoted Nobert Weiner's argument that progress imposes both new possibilities for the future and new restrictions.  The simple faith in progress is not a conviction belonging to strength, but one belonging to acquiescence and hence to weakness (Newkirk, 1989c).

In an attempt to become ever more profitable, many corporations have become increasingly dependent on technology to pursue their corporate charters through strategically global Information Systems.  Thus, such systems are beginning to dictate what any organization can and cannot do. It has become a fact of modern life that technological Systems are beginning to be the controllers of the corporate future.  Let me clarify what I mean by this: By Information Systems, I mean HAS that have been extended to use software, hardware and associated networks to facilitate and enhance communications flows and transformations throughout the enterprise and even beyond it.

This book may assist leaders in designing more potent HAS using the Human Systems Design Methodology (HSDM) discussed in this book using the Living Systems Process Methodology (LSM), described by Collen (1988) and the Systems Models Approach (SMA) described by Banathy (1973).  I use the acronym LSM throughout this book to refer to Collen's concept of integrating living systems design approaches with Living Systems Process Analysis. The LSM represents the integration of Living Systems Process Design (LSPD) with Living Systems Process Analysis (LSPA).  In this book, I present both an approach to designing the LSM and the HAS generic model that makes Leadership assessments more meaningful from a follower perspective. It is worth remembering that Leadership is endowed with significant complexity where complexity is associated "with anything we find difficult to understand" (Flood and Carson, 1988, p. 20). Flood and Carson git that right. After all, I am sure that everyone one of us have met and even worked with leaders who were extremely difficult to understand. 

The Generic Model of Leadership I have presented in this book is intended for use in those cases where leaders are examining important strategic issues in respect to their decision making.  I designed this generic model to assist leaders with changing the essence of their teams by delivering a methodology for creating and leading fundamental change in these teams.  It is interesting to note that regardless of the complexity inherent in the technological systems introduced in an organization, they are actually less complex than the HAS discussed in this book. It is worth remembering that regardless of the complexity of the technologies employed in an organization, people are always more complex. The complexity of the human being is indeed Cosmological.
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