

[image: cover]







Praise for From Tension to Transformation




“In From Tension to Transformation, Janet M. Harvey serves as your guide to lead generative change. Amidst all of the chaos, leaders who rely on empowering reflection—available through the generative vehicle for change that this book offers—can look ahead and see a year filled with ongoing learning, improved collaboration, and better results.”


—Mark Thompson, Chairman, ChiefExecutiveAlliance.com




“Pragmatic, provocative, fully actionable, and so urgently needed in today’s VUCA world. In From Tension to Transformation: A Leader’s Guide to Generative Change, Janet Harvey taps into, and offers, a thoroughly researched and practical guide for embracing and managing the ever-present and cascading tensions confronting today’s leaders. Whether a senior, experienced leader, an emerging leader, or a leader in mid-stride, From Tension to Transformation is a must-read. If you are honest with yourself, you will see painfully clear, or amusingly faint, glimmers of yourself in every chapter.


Thankfully, I see myself in all three. Do not miss this transformative and generative read.”


—Michael D. Rochelle, PCC, CMC, LTG (USA, retired)




“Extraordinary leaders actively pursue lifelong learning, introspection, and increasing insight. From Tension to Transformation brims with authentic and practical wisdom—consider it an essential companion on the leadership journey.”


—Laura S. Kaiser, FACHE, President and CEO, SSM Health




“In this increasingly fast-changing world leaders need to build trust more than ever by being trustworthy. This in turn requires congruence of thoughts, feelings, and actions. Janet’s new book shows a roadmap to accomplish this. A must-read for leaders navigating unprecedented change.”


—Niren Chaudhary, Chairman of the Board, Panera Brands




“Janet Harvey shares with us the opportunity for guided personal reflection with From Tension to Transformation: A Leader’s Guide to Generative Change. She asks us to tap and reclaim our sovereignty to bring our best to all aspects of our lives and to pause (maybe even slow down!) to be with tension, judgment, and fear so we can grow and just ‘be’ with more intention. This is not a book to be read. Rather, it is journey guide to being and bringing all of you to life—personal and professional. Enjoy the work!”


—Shannon Connor Phillips, MD, Chief Health Officer, Joyous




“Janet Harvey is an unignorable voice in the social impact leadership space and with From Tension to Transformation, she has raised the bar again. She destroys antiquated thinking with aplomb and forces the reader to rethink their beliefs about effective leadership, the pitfalls of speed, and the power of generative change. This book should be required reading in all MBA & executive leadership programs worldwide.”


—Alok Appadurai, Founder and CEO, Uplift Millions




“If, like me, you have spent most of your working life as a sales leader charging at a moving target we call business growth and rarely having time to pause and reflect, then From Tension to Transformation: A Leader’s Guide to Generative Change by Janet M. Harvey is the book for you. Reading and reflecting on the lessons shared by a master coach will help you to sit with the fear of inactivity that can lead us to make rash judgments before thoroughly considering all the implications. Managed properly, tension can be healthy, confrontation can be constructive, and fear can be harnessed—this ground-breaking work shows you how.”


—Kevin Thiele, Founder and CEO, Sales Code




“From Tension to Transformation will activate the fearless intuitive leader inside of you. Janet Harvey provides the language and reading experience to turn fear and judgement into valuable means to rediscover our connection with the body, heart, and head, effectively deepening our capacity to remain calm and centered as we navigate the ever-increasing demands of today’s challenges.”


—Chris Mijatovich, Strategic life coach, Commercial supply chain manager, New Energies at Shell




“I love how this book is written, where each topic can stand on its own or be read in the order they were written. Janet Harvey is shining a light on a new way of leading that is more thoughtful and productive. In From Tension to Transformation, Janet challenges today’s leaders to embrace judgment and differences in ways they never have before, especially in the workplace. From Tension to Transformation helps business owners answer some of the most important questions that have emerged since the pandemic.”


—Rev. Esther Alley, ICF professional certified coach




“Both in life and in business, we often spend a lot of time and resources making progress, but at times making the wrong kind of progress. Janet challenges us to stop and reflect, so we don’t waste our lives. Her work allows us to see fear, doubt, self-critique, tension, and discomfort, not as problems to be solved, but as realities necessary for greatness. If you want to achieve your own greatness, From Tension to Transformation is your personal Yoda—a companion for self-reflection and a tool to roadmap your path to greatness.”


—Ben Owden, LD trainer and workplace culture consultant




“To begin, you must look within—and Janet is the perfect example of a leader who preaches what she practices, and practices what she preaches. Her words inspire you to practice self-reflection, and I firmly believe that From Tension to Transformation will help you to grow both personally and professionally.”


—Craig M. Chavis Jr., Award-winning author and founder, Solo Creator Club




“Brilliant! As always, Janet provides us with such amazing learning and wisdom. From Tension to Transformation: A Leader’s Guide to Generative Change is no exception. She helps us understand what it means for us to be sovereign. Her wonderfully told story and exercises for learning how to honor our intuition help us challenge ourselves and grow as leaders. And we are all leaders!”


—Garry Schleifer, CEO and publisher, Choice Magazine




“There are many theorists answering the call to help leaders manage the complexities of our time. In this extraordinary book, From Tension to Transformation, Janet Harvey goes a step further. She brings in the heart, and courage, and she gives leaders the ability to make meaning of chaos so that they can respond to any crisis from a centered and chosen place. This remarkable and truly transformative work is both imaginative and hugely practical, and its ideas will help you reshape your organization by deepening your own life.”


—Laurence Hillman, PhD, Co-Founder, Archetypes At Work
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For my husband, Russell, who still wonders how it is that I wake up each day with a smiling heart and zest for what’s to come. This book is possible because of your partnership in our lives and the champion you are every moment for my generative work in the world. I love you!
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I owe everything I’ve learned and shared in this book to the more than twelve thousand hours I’ve spent with leaders and their teams from around the world who chose to lead organizations of all sizes, and types of industries and missions. Each person who courageously engaged in self-learning and boldly stepped into a fuller expression of themselves than they thought possible, generated more excellence, more joy, and more love for the thousands of people they led.


My knowledge of this positive ripple that arises from generative coaching solutions has fueled my commitment to coaching and the experience of bliss through my work every day. It is their stories, their experiences, their learning, growth, and change, that makes this book a timeless resource and a salute to the legacy of leading from sovereignty.
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It’s not that I’m so smart, it’s just that I stay with problems longer.


—ALBERT EINSTEIN, THEORETICAL PHYSICIST




Tension in the workplace is inevitable. If you’re in a leadership role, you’ve likely noticed that the intensity of that tension, as well as the frequency with which thorny problems arise, is growing. If you don’t identify as a leader in your current role, consider this: everybody is a leader, at the least of themselves. Leading yourself well is the first step to leading others well, too.


As an executive coach with twenty-seven-plus years of experience, this suggests one thing to me: we all could get better at being comfortable with the discomfort and sitting in that tension just a little bit longer. The pace and complexity of cascading crises in modern business require a fresh approach. This book explores the vehicle for generative change as one right answer to consider.


Generative change is something I’ve been researching for over a decade. I first began my qualitative research into the topic in 2012, because people kept asking me, “Why does what you do work?” Actually, what they were most frequently asking me was, “Why do you make my head hurt?” That’s the key: this technique works because it makes people’s heads hurt—because it causes them to slow down, think carefully, and communicate more clearly to their teams so that they can produce better, more valuable results.


Most leaders assume they already know how to do that. After all, you wouldn’t have made it to a leadership position if you didn’t know how to lead in a way that produces results, right? But ask yourself: Do I always get the results I want? If I’m not consistently getting the results I want, what’s getting in the way? Have I ever tried to address the thing that’s getting in the way?


When I have these conversations with the CEOs and executive team members I coach, some get angry—because I’m challenging their beliefs about who they are and what they do. That’s OK. That’s at the crux of what effective coaching does: it challenges people’s beliefs, assumptions, biases, and preferences and invites them to act in a more conscious and deliberate way so that they can lead more effectively.


I also recognize that anger usually comes from a place of fear. I have a philosophy that our fear is protecting what we hold most dear. That’s often our sense of self. I’ve found that most leaders adopt an expected identity, both to achieve and to avoid feeling uncomfortable. Shaking that identity, even for the better, creates tension. How can leaders learn to sit in that tension and leverage it for positive change? The answer lies in an unexpected place: judgment.


Why I Embrace Judgment—and Suggest You Do, Too


Fear and judgment go hand in hand. We judge what is different from us and fear it. At the same time, all of us know the ugly feeling of being judged for our difference. We are biologically predisposed to judge, especially when we experience something different from us. Our judgments speak to a biological need to stay safe and belong. Judgment is natural, and I see no use in disavowing it. The key is learning how to leverage judgment—how to take this instinct to judge and harness it to lead us to a state of wonder, openness, and sovereignty.


I am no stranger to judgment. I was confronted with it at a young age. My parents told me I was “just like every other kid.” This was a well-intentioned falsehood that was quickly debunked on my first day of kindergarten, when a boy pointed at me and said, “Who let the red skin in?” Snickers followed. I was born with a large port-wine mark on the left side of my face. I didn’t fully understand what “red skin” meant at the time, but I knew that the boy’s words were meant to hurt me (and they did).
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That day told me that I was different and that my difference would provoke judgment. I’ve been judged by others many times since then. When I was in my twenties, I had a part-time job cold-calling for brokers at a financial services firm, then named Shearson Lehman. I was actually very good at it—so good that one of the brokers suggested that I talk to the branch manager about going on full-time. What followed was my first conscious experience of misogyny.


My interview with the branch manager hadn’t even really begun—he’d barely asked me a question—when he got up from his chair, came around the desk, and looked me over, checking out my legs and my breasts. I looked up at him and said, “What the hell are you doing?” to which he replied, “You’re not pretty enough to be here.” I asked, “So the fact that I’ve produced more business in the portfolios of the brokers I support than anybody else who does my role doesn’t matter? You’re not interested in investing in my talent?” He said, “No, I could easily replace you.” Today, I’d have some choice words for that man. Back then, I didn’t know what to say.
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In the moment, those instances of judgment sting. But I also see the value of those experiences of judgment, and I don’t discourage judgment. In fact, today I tell leaders and teams I coach to let their judgment stimulate their wonder.


Judgment is often conflated with the state of being judgmental and all the negative connotations that holds. Judgment itself is not negative. Consider the definition: judgment is “the ability to form valuable opinions and make good decisions.”1 What’s wrong with that? Nothing. The confusion surrounding judgment versus judgmental has encouraged us, at least in the West, to suspend all judgment. By encouraging people to embrace judgment, I simply want them to restore their appreciation for discernment.


It’s OK to allow a reaction to arise when an event occurs. Instead of squashing down that initial reaction in fear of being judgmental, what might happen if people stepped into judgment and generated “good decisions”? If we can pay attention when judgment shows up and stay with it just a little bit longer, it gives us the opportunity to let curiosity bubble—curiosity that can lead to a state of wonder.


Modern assumptions about the word “wonder” can cause confusion about what I mean here. The etymology of the term can help—consider the Old English wundrian “be astonished” or “admire; make wonderful, magnify.”2 When I ask leaders to let their judgment stimulate wonder, I’m referring to that rapt state of attentiveness and astonishment at something new and mysterious to what they (think) they already know.


Stimulating wonder through judgment often starts with questioning the judgmental voice. Tackling judgment can be as simple as saying, in a personal context, “I wonder what’s happening for this person? Why are they acting this way?” or, in a professional context, “I wonder what we missed with this data? What bias was operating when we gathered and analyzed it?” These examples show how, by questioning judgment, we can start to depersonalize the issue. We remove ourselves from the equation and examine the situation with a big-picture and systemic lens.


When we depersonalize, we’re regaining control. We’ve got our hands on the steering wheel, and we’re looking down the road and seeing not just the red light in front of us but also the road beyond, leading to the horizon. And we wonder: What’s on that horizon? How do we get there? And then we open ourselves up to new ways of getting there. That’s why I tell my coaching clients to tap into their judgments, examine them carefully, and let them lead the way to wonder.


The Foundational Role of Fear in My Coaching Career


Overcoming fear and allowing judgment to inspire wonder are two pillars that make up the crux of my coaching. This is something I came to realize even before I identified as a “coach”—at a time before “coaching” was really a thing.


Before I became a coach, I spent fourteen years working at Charles Schwab. I’d tried all kinds of things before that. After breaking off my first run at college—pre-med at the University of California (UC), Santa Barbara—in favor of a European adventure (more to come on that), I returned to San Francisco and worked in the garment division of General Mills. That was the fall of 1979.


I was about three years in when I thought, You know what? This isn’t for me, and quit. After that, I worked six part-time jobs to make ends meet: I counted inventory at a manufacturing firm in Silicon Valley, I wrote term papers, I reupholstered furniture, I did some catering gigs, I tailored clothes, and I had that illustrious cold-calling gig at Shearson Lehman that I mentioned.


I also went back to school at San Francisco State and ended up graduating cum laude with a degree in economics and finance. This was in the fall of 1982, and the US was in a recession—meaning there were no jobs to be had for a young grad like me. What to do? My mother told me, “You’ll never starve if you learn how to type.” She was right.


I went to Manpower to find a job, and, following the typing test, they sent me to work at the US Regional Post Office. I was typing for nine gentlemen who would write out their letters to people in long hand on yellow legal pads. Then I’d type those letters up with a word processor, print them, and mail them out. It wasn’t a stimulating job, but it paid the bills—and since I didn’t have funds left over to print cover letters and résumés, they gave me permission to stay late and use the office equipment.


I was scouring job ads when I saw this three-line print ad in the San Francisco Chronicle for Schwab. They were looking for candidates for a management trainee program on the West Coast. I landed a spot and got my first job before the six-month program was over. It was a pivotal moment in my career, as I stayed at Schwab until 1996.


In that time, I worked in almost every single division of the organization. For my final assignment, I was put in charge of an initiative redesigning the Schwab customer experience. We had just gone public, and Chuck—as everyone called Charles Schwab in the office—had decided it was time to change the branch offices into sales offices. The project was a hot potato that nobody wanted—except for me. I just thought, That sounds like a grand adventure.


Talking to my teammates, I identified two major challenges. First, we had to level the power dynamics between the executives and the branch office receptionists and customer service agents. The branch office personnel were on the front lines; they heard the voice of the customer every single day. The executives had to be able to have a conversation with those colleagues about how to redesign the customer experience and not get caught up in, “I know better than you”—because they didn’t. They didn’t live the day-to-day experience of the customer like the branch office receptionists and customer service agents did.


The other challenge we had to overcome was fear that drove resistance to change. I told my team, “We have to face the fear that people are going to have that they can’t learn to sell successfully. They came to this organization because they didn’t have to sell.” That was one of the key things about discount brokerage.


Ultimately, the process we used became what would be called “team coaching” today. It required starting with an inquiry process, seeing beyond the situation, activating imagination, and accepting the brainstorming principle that all ideas are good ideas. Then, we grounded our thinking with continuous experimentation and assessed the outcomes—all the while learning to listen and suspend bias, assumptions, and preferences. It was my first “coaching” experience, not that I would have labeled it as such.


That “grand adventure” was a grand success. We got the project done under budget and on time, and we met the workforce retention goal. And I realized that I’d found what I was supposed to be doing, which is helping people level the playing field around power dynamics and face things that feel scary with optimism and confidence. That’s basically shorthand for “coaching” with groups and teams.


An exclamation point for that moment of realization came in the form of a white suit. I was preparing to present the new customer experience design we’d developed. It was the morning of my presentation. We were convening the first two hundred senior leaders to hear about the new customer experience design—and I spilled a cup of coffee down the front of my dress two hours before we were supposed to start.
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One of our consultants shrugged and said, “Come on, let’s go to Neiman Marcus.” We did, and I bought this gorgeous white suit. Normally, I was a plain dresser. It had never been my approach to impress through appearances. But that suit looked like a million bucks.


Shortly after, there I was, on a raised platform, in my white suit, in front of two hundred people, introducing “Welcome Rep,” the new customer experience program. The reaction was one I’ll never forget. Not only did people clap and cheer, but they also stood up. We hadn’t even implemented the program yet. I was only introducing the pilot. But that reaction was stunning to me. It was the first time I had done something that had really come from within me, had invited others to collaborate, and had solved a problem in a big way for people who appreciated that solution.


Leveraging Judgment and Fear to Stimulate Wonder


Back at Schwab, I didn’t identify as a coach. It’s only in retrospect that I see what I was doing was coaching people. Now, decades later, I’m still coaching people. Over my coaching career, I’ve worked with leaders, teams, and enterprises across six continents. I know something about workplace climate and how leaders influence it. All the people I’ve worked with share one desire: to be their best selves and, as part of that, live their best lives—to realize their bliss.


See, fear has this wonderful counterpoint: bliss, those sparkling moments of ecstasy that sit in your memory like carefully guarded gems. How do you know you’re having a moment of bliss? This is a question I broach frequently in my coaching because it’s a core value of my organization, inviteCHANGE—and I think it’s something that people often dismiss as unattainable, which I don’t believe.


I think recognizing bliss requires quieting our cognition enough to pay attention to our sensory experiences. Not enough people get an opportunity for that. They usually have their senses assaulted by horns and machinery and urban life. Conversely, some people feel assaulted by silence; they have difficulty sitting in quietness. There’s an entire sleep industry hawking white noise machines for exactly this reason. Bliss can be elusive—but that’s exactly what this book is striving for.
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Here’s one of my moments of bliss: It dates to my sophomore year of high school, when I participated in a five-day orienteering experience in southern Missouri. We learned to read a map and use a compass. Then, we went out to spend a day in the wilderness alone. The Midwest is pretty flat, but I found a hillside to climb. At the top, I sat on a ledge and dangled my legs over as I looked down at a river in the valley below. I pulled a grapefruit out of my backpack, took my Swiss Army knife out, cut the grapefruit open, and sat and ate while watching that dazzling river.


To this day, I have never had a better tasting grapefruit. The sun was shining; I could hear the water and the birds; I was eating this amazing piece of fruit. That was bliss. And part of that bliss was knowing that I’d found my own way to the top of that hill.


It’s a beautiful metaphor for how I’ve lived my life since then. No matter what’s happened, I’ve always trusted that I could find my way. However, it took that moment of stopping and sitting still for me to realize that. If I’d just kept on moving up the hillside, I might have missed that moment of bliss.


That’s what I’m asking you to do: sit still. It’s been suggested that human knowledge is doubling every twelve hours. With artificial intelligence (AI), that could become every twelve seconds. In a world that’s speeding up, it’s more critical than ever to slow down, reflect, and move forward judiciously, contemplatively, and with respect for your personal wholeness and the wholeness of those around you.


Slowing Down and Tolerating Tension


With this book, I’m asking you to pause. I’m asking you to sit in all the tension of the moment and all the ugly sentiments—judgment, doubt, self-critique, fear—of that tension. The question is, how does someone learn to tolerate the tension of presence? You must build on the known while also trusting the unknown.


My organization has done extensive research into tension in the workplace. The following table introduces a set of everyday tensions that our research with over 250 leaders revealed. A look at one of these tensions can help illustrate the value of slowing down.
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Consider breakthrough and conflict. Sometimes, conflict is healthy. If you tolerate the tension of conflict for a little bit longer, it becomes a way to foster freedom, turning what appears to be damaging into a more desirable state—like a breakthrough idea rather than the breakdown of paralyzing conflict. However, if you go to break through too quickly, without reflecting on what breakdown contributes, you might do something impulsive, reckless, or damaging.


I know you’re skeptical that slowing down is the answer. Of course, you are. Because all you hear in your professional life is go faster and do more with less. Thousands of book titles are providing you guidance about how to do exactly that—to be more productive, effective, organized, and so on. It’s exhausting.


And I know you’re tired. Maybe you’re not sleeping enough or eating well. Maybe you overindulge in your vice of choice. Yet, you keep doing it because it helps you cope with the intensity of everyday life. No shame, no blame. It’s not your fault. You’re living in a system that rewards you for doing that. But it’s probably not going to lead to any kind of bliss.
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