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On hearing news of anew company-wide training program,
aweary manager expressed his frustration over the waves of
such programs he had seen come and go over thelast few years.
When someone disagreed, noting that this one seemed to have
some real potential, he responded, “Just wait—after a few
monthsof beat-to-fit and paint-to-match, it will look likeevery-
thing else that’s rolled through here.” Unfortunately for the
company, hisprediction wasaccurate. And even more unfortu-
nately for all of us, the same processis being played out almost
daily in offices and plants around the country.

There is growing recognition in the business world that old
assumptions and methods seem to work less and less often. An
abundance of new ones are being offered, but how to choose?
Quality circles? Self-Managed Teams?Power of Positive Think-
ing?Ropes Courses? Total Quality Management? Justin Time?
At an alarming rate, and in every domain (not just business),
landmarks are crashing down or just slowly dissolving into
what seems at times an ever-thickening fog of conflicting
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theories, dictumsand predictions. Fromtimeto timeastartling
new idea comes along that seems to sweep the fog away and
make the landscape clear once again. But, just as quickly,
another new ideaand, then another one, comesonitsheelsand
the fog drops like awet blanket, thicker than ever.

Even when a path seems clear, implementation of the
changeloomsasan even larger challenge. For business|eaders
struggling to introduce fundamental change in order to better
equip their organizations to meet a rapidly changing environ-
ment, it can seem at times asif thereis some invisible, inordi-
nately powerful gravitational force that works against move-
ment or, if movement does occur, slowly but inevitably draws
things back toward their original conditions. Every oncein a
while, fundamental lasting change seems to occur in some
corner of one'sown or someone else’ sbusiness. But then, most
frustrating of all, when the apparent causes are duplicated
elsewhere, the resultstoo often are the same cycle of resistance
and regression.

In fact, such aforce does exist, and it is both invisible and
inordinately powerful. That it isinvisible does not, however,
mean it cannot be seen, only that we must learn new ways of
seeing. And as to its inordinate power, it is a little like the
Wizard of Oz. Once seen, we redlize that we ourselves are the
source of its power. This paper isabout learning to see and to
utilizethisforcein order to bring leadership to the self-creation
of our organizations as "self-organizing leaders’.

TheTiesThat Bind

Theforcewerefer toisthe paradigm (sometimes called
"world view") that we and fellow members of our society,
adhere to. Thomas Kuhn, who is generally credited with
devel oping the paradigm concept in 1947, described therole of
paradigms in the shaping of al scientific thought in his
enormously influential book, The Sructure of Scientific Revo-
lutions, published in 1962.

Soon after his ideas were published, they were being
applied to all of human society. In the process, the word

202



NEW TRADITIONS IN BUSINESS

"paradigm” took on a life of its own and unfortunately, not
always one that does justice to the original depth and power of
Kuhn'swork. Our intent hereisto recapturethe potential of his
paradigm concept so it can be applied asan instrument of anew
and powerful form of leadership which we call self-organizing
leadership.

Jeremy Rifkin once described paradigms as having a “ hold
over our perception of reality so overwhelming that we can’t
possible imagine any other way of looking at the world”.
Scientist John Casti's metaphor gives us a glimpse of how this
works. Casti comparesour knowledge of theworldtotheterra
incognitaof ancient mapmakers, and aparadigmtothemapthat
evolves through a series of explorations and adjustments. At
first fairly crude, itsdetails are filled in with each new wave of
returning explorers, often creating confusionintheinitial stages,
but ultimately creating a widely accepted picture of reality.

Thisanalogy is helpful to understanding the construction
aswell asthefunction of aparadigm. Oneneed only recall the
experience of trying to reach a destination in a strange city.
Without amap, we have no way of knowing whereto look, how
to plan, little or nothing by which to orient ourselves. In
attempting to understand how a paradigm binds us to it with
such anoverwhelming "hold over our perception of reality”, we
must analyze how amap and a paradigm differ, rather than
how they aresimilar. When we useamap, weknow that itisno
more than an instrument for guidance which may or may not be
current. As we move about, we use our own perceptions and
experiencesto continuously assessitsaccuracy and makechoices
about how muchtorely onit. Incontrast, wetreat our paradigm
as the territory (reality) itself rather than someone’s best esti-
mate of it.

Most of usremain unaware of our paradigm and unable to
separate ourselvesfromit. Asaresult, without our knowledge
or our choice, it shapes what we are able to see and, therefore,
what we are able to do. If a map failsto conform to what we
encounter on our walk through the city, we assumeit is out-
dated and either look for anew one or strike out on our own.
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When we encounter events that do not fit our paradigm's
pictureof reality, however, our responseistoignoreor rational -
ize away the conflicting evidence.

Of Maps, Paradigms, and L eader ship

There are increasing indications that the chaos we are
experiencing is the result of trying to navigate a 20th Century
world using a17th Century map and, most important, not being
abletodistinguish betweenthemapandtheworld. Thelast sixty
years have been rich with the discoveries of new geographer/
explorers, but so firmly entrenched is our 17th Century picture
of reality, that we exhibit remarkable inventiveness and deter-
mination in our drive to beat-to-fit and paint-to-match every
new and "world shaking" discovery. When we do so we have
succumbed, once again, to the force of our own mind’ s attach-
ment to the old map or paradigm, no matter how inconsistent it
seemsto be with our own experiencein the new territory. And
each timewedo so, we have created asmall act of murder—the
murder of our own potential as creative beings.

So what’ s aleader to do? Returning to Casti's analogy,
when the reports of discrepancies between the standard map,
andwhat had been actually observed reached acertainlevel, the
Society of Explorers determined that it was time "to shift their
allegiance to a new firm of mapmakers whose pictures of the
territory seemed more in line with the reports of the returning
adventurers'. Unfortunately for today's business leader trying
to steer her or his firm through newly bewildering territory,
thereisno Society of Explorersto collect dataand determinethe
validity of the maps. Even if there were, new discoveries and
new interpretations are now coming so rapidly that no central
authorizing body could possibly keep up. We find ourselves
confronting not only new and unknown challenges, but also a
plethoraof maps and mapmakers, each proclaiming thetruth of
their map. More and more, each business leader must sort
through the explorers reports, comparing them with their
personal experience and inner knowledge, to become, if not
their own mapmaker, at least a more capable judge of maps.
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This capability is key to Self-Organizing Leadership -- a new
form of leadership needed to meet the challenges and opportu-
nities of atransitiontime. Thecentral role of theseleaderswill
be to reach out beyond the confining boundaries of the existing
maps through seeing and anticipating the new order as it
unfolds, and through creating visionsthat guidethemsel vesand
othersto see and participatein the creation of their own destiny
—as organizations and individuals. To be able to do so, they
must first build the capability to see and to organize their own
thinking as a means of seeing and making choices about the
paradigm that will guide them and their organization. It is
exactly for this purpose that Kuhn's structural definition of
paradigmsis so powerful.

A Structural View of Paradigms

Scientists have long known the power of understanding
something in terms of its underlying structure. Kuhn's work
moved usfrom aphilosophical concept of a"world view" tothe
more utilitarian theory of "paradigm” which he defined as a
"constellation of group commitments' shared by a particular
(scientific) community. These key elements, adapted some-
what to apply here, are:

» Symbolic Gener alizations. Deployed without question
or dissent by group members, they often take on the
appearance of laws of nature, and serve asbannersaround
which a community forms its goals. Frequently repre-
sented in formulaor slogan form, they trigger in the mind
afixed set of relationships and consequences.

* A set of beliefsin particular modelsof reality. These
model ssupply uswith“ preferred or permissibleanal ogies
and metaphors’—a powerful means of communicating
ideas, knowledge and understanding, while at the same
time stimulating and focusing the community’ s response
to its environment. In particular, these analogies and
metaphors define, and thereby limit usto, what is“rea”,
what is possible and what is impossible, and shape our
priorities accordingly.
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* A set of fundamental values. We use these values to
validate or discard theories that explain and predict how
events relate, and unfold. These values provide a touch-
stonefor measuring whether somethingison or off course.

* A set of Puzzle-Solutions or shared exemplars. It is
these shared exemplars (in business: case studies, on-the-
job training, etc.) which may have the greatest impact on
reinforcing and communicating a particular paradigm.
Through the sharing of these approaches, we crystallize
within ourselves a “time-tested and group-licensed way
of seeing”. These are profoundly useful socia instru-
ments. However, when we divorce them from the belief-
based models and value-based theories from which they
derivetheir validity, they becomeinstead powerful shack-
lesthat tie usto the past, evenif wenolonger believeinit.

Putting this constellation of elementsinto graphic form, we
might depict their structure as follows:

Set of Values
Sat of Symbolic
Beliefs Generalizations
Set of
Puzze-Solutions

In this structured view of paradigms, our beliefs shape
themotivation behind our actions, whilethe symbolic generali-
zations serve to shape the goals toward which our actions are
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aimed. Our valueshel p usmonitor and guidethedirection of our
actionswhile the puzzl e solutions shape the way we carry them
out.

We can use Kuhn's structure as a"mapreading” instru-
ment that can help leaders organize their thinking to see how
their current "map" or paradigm now shapes daily business
activities. This structure also provides a framework for under-
standing, ng and integrating the work of the new geog-
raphers and explorersinto anew map to better guide business
adventures.

M echanical Paradigm

Thecurrent, and currently unravelling, Machine Age or
Mechanica Paradigm has held sway in the western world for
over threehundred years. Whileit hasevolved over thisperiod,
it hasretained many fundamental premiseswhich still dominate
the infrastructure of thinking and organizing in modern busi-
ness. Oneof the corebeliefsthat set it apart from its predeces-
sors was the gift of 1saac Newton -- that all of nature could be
subjected to the laws of mathematics. In aworld run by immu-
table, completely knowabl e and observable laws, amechanical
model is a natural outcome. With machine as metaphor, the
major preoccupation became the creation and sustenance of a
stable environment conducive to the unbroken production of
material worth. Error and degradationareour enemies; control
of nature their remedy. AsLockewrote, “...land that is left
wholly to nature... iscalled, asindeed it is, waste.”

On the value point, René Descartes and Francis Bacon
both contributed to the value for “objective’ knowledge that
marks this paradigm. From Descartes came the faith that we
could master theworld by unraveling itstruths, and the convic-
tionthat thereisalwaysa*“right” answer to befound. Inaworld
that valuessharply defined good and bad, any theory (or person)
that doesn’t point to an orderly, predictable sequence of events
toward desired goalsis quickly discarded.

Asto symbolic generalizations, “progress’ and cause/
effect became the banners behind which scientists, politicians
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and business peopl e have marched with full confidence that, if
we are diligent, hard working and hard nosed, lifewill proceed
in astraight line with each stage materially better than the last.
Bacon’s gift to this world view was the ideal puzzle-solu-
tion—the Scientific Method—a tidy and “purely objective’
means of ascertaining the nature of the “real” world that relied
on the belief that we could segment the messy world of nature
into tidy little packets which could be measured, analyzed and
categorized. It worked so well in the physical world, that its
carryover to the world of living beings was amost a foregone
conclusion. Peoplebecame subject to, and could be understood
in terms of, the same mechanica laws as machines. What
couldn’t be studied objectively was dismissed asirrelevant.

Using Kuhn's paradigm structure, we could depict the
underlying structure of the Mechanica Paradigm as follows:

Values:. < Right/Wrong Polarity
* Mind/Matter Dualism

* Objectivism
Beliefs: Stabilization Symbolic Generalizations:
« control * Predictability
« exploitation (linearism)
* steady-state * Cause/Effect
Relationship
(determinism)
» Material Progress
(physicalism)

Puzzle Solutions:
» Knowing the whole through its parts
(reductionism, segmentation, classification, categorization)
» Empirical Inquiry (Scientific Method)
» Mathematical models
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The Emerging Paradigm

While there is growing consensus that the current turbu-
lence marks the emergence of a new paradigm, there is less
agreement on the precise makeup of that paradigm, and there-
fore on what to call it. To avoid the controversy of labeling
something that is still in process, we call it here simply the
Emerging Paradigm. Thereis, however, growing agreement on
its general nature and some of its key landmarks.

Instead of the cool clockwork of an hermetically sealed
universe run according to immutable laws and driven by the
need for stabilization, we see emerging aview of a constantly
changing and dynamic world of interconnected systems in
which chaos is a nurturing environment for the spontaneous
regeneration of increasingly higher orders of creation.

Using Kuhn's map-reading instrument, we could depict the
current understanding of the Emerging Paradigm's underlying
structure asfollows:

Values: Developmental
* CONSCiouSNess
« instrinsic capability
« exploration & discovery

Beliefs: Regeneration Symbolic Generalizations:
* emergence * Field/Resonance
» whole system (Non-linear change)
evolution » Complexity/

Ecological Systems

Puzzle Solutions:
« Holographic Inquiry
* Open Systems
¢ Qualitative Models
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Many of the ideas of the Emerging Paradigm are, in fact,
quite ancient onesthat are being given new depth and scientific
underpinnings by agrowing body of scientific and philosophi-
cal "explorer/geographers’ who are nourishing its emergence.
Theseinclude, but are by no meansrestricted to, such peopleas
Ludwig von Bertalanffy, Ilya Prigogine, Erich Jantsch, David
Bohm, Gregory Bateson, Rupert Sheldrake, and Karl Pribram.

Symbolic Generalizations.

Because business is fundamentally concerned with
change—inparticular, how to createand manageit—theemerg-
ing conceptsin thisareaare in many waysthe most profoundly
unsettling, with enormous implications for how we structure
and conduct our businesses.

Most of our goals and practices around creating and
managing change are still shaped by two related concepts about
the nature of change that developed in the earliest stages of the
Mechanical Paradigm and are now deeply embedded in our
culture. Physicalism/Determinism hold that all change is the
result of the direct application of energy to matter, and that
thereisadirectly traceablecausefor every effect, andviseversa;
therelated concept of linearism holdsthat oncelaunched (by the
hand of man), change marches forward in a straight line.
Implied in this is the expectation that we can indeed control
change, but only if we are directly involved in it. In addition,
non-directed change—change not visibly resulting from our
effort— is seen only as an aberration, avariance from the plan.
Infact, itisabundantly clear toany oneinbusinessfor morethan
afew years that control of change is more illusion and desire
than reality, and just about the only predictable thing about
changeisthat we can never predict all of its"side" or nonlinear
effects. Y et managers continue to feel trapped by, on the one
hand, the business's need to change more and more rapidly
over greater and greater spans, and, on the other hand, the
expectation that they must be "in control* of and directly
involved in that change in order to manage it.

Movingtoward anew paradigm, thework of biochemist
Rupert Sheldrake and other researchers presents us with a
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concept of change as transmittable through an invisible non-
material field of living energy. Sheldrake, who describes the
process as “reality ishabit forming,” postulatesthat we create
a kind of memory, a set of assumptions and patterns, in our
socia fields, which conditions the way everyone in that field
sees things. When a shift in these patterns reaches a critical
threshold, it becomes pervasive beyond any space and time
connection. In effect, it creates a new field to which people
resonant, causing new habits for the social group. Learning
becomes easier for each succeeding group because the field in
whichthey existisforming anew pattern and reconditioning the
whole, aphenomenon we have seen now in several businesses.
Once the threshold has passed, the new learning does not even
need to be taught—it is just known by all within that field.

Puzzle Solutions.

One of the most far-reaching advances of the Mechanical
Paradigm was the scientific method—the puzzle-solving pro-
cess that seemed to bring order to messy, disorderly nature
through the process of segmentation, and categorization or
classification. Unfortunately, as the machine metaphor ex-
tended to people aswell asthe universe, and "non-measurabl e”
dimensions such as consciousness, spirit, and thinking were
discounted asirrelevant, thescientific method wasdistortedinto
asource for categorizing and segmenting people by type, and
organizing them based on hierarchical and categorical classes.
Asaresult, we began to lose the ability to see the wholeness of
each individual and their unigueness in a business enterprise
setting. We developed awide array of fine-tuned and costly
instruments for categorizing, classifying and segmenting the
performance of people. We take amost any process that could
help us understand the totality of ourselves individually and
collectively, and convert it to asegmenting tool. Asaresult we
arelosing, or havelost, the valuing of diversity needed to gain
wholenessandto support the heterostati c processesof regenera-
tion required to survive in our rapidly changing environment.

What are some of the hallmarks of an organization trapped
in the segmentation model? People identify, and relate to,
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themselvesand othersas "types" on apackaged, pre-set behav-
ioral classification model. Racism,sexism and classism are
often significant problems. Most sadly, peopl€'s ability to con-
tribute is restricted not by their capability but by their job
definition.

Stanford University brain researcher Karl Pribram and
physicist David Bohm have articulated a theoretical base for
devel oping and engaging consciousness based on aholographic
metaphor in which the part isin the whole and the whole isin
each part. What does this mean in a practical sense? Asan
example, instead of seeking to exclude "problem” people, we
would recognize that they are only areflection of the health of
the whole system, and can even help us identify where the
systemisnot working. It also meansthat we can be connected
tothewhole by selecting aholistic dlice of the organization that
isreflectiveof thewhole(e.g. all functions, levels, perspectives)
as the decision making team for an entity. These replace the
hierarchical decision processes wherein adecision, even when
made at the “ appropriatelevel”, missesthe whole and therefore
misses critical considerations and learning processes.

The holographic model aso requiresusto look at each
individual as unique, continuously developing and having the
possibility of making an increasing value-adding contribution.
Our challenge is to collaborate with people as a leader to
discover, develop, and match that uniqueness to the contribu-
tions that are needed by the business.

Holographic thinking changes our perceptions about who
are leaders. AsBob Porter, Dupont's Memphis plant manager
reflected, “1 haveto catch myself, stop myself fromthinkingthat
all the communication and leadership ismy job. Watching an
operator or amechanic stand in front of his peersand superiors
(including me), providing leadership to major change efforts
and projectsisreally inspirational to me. What | amlivingisa
fundamental changeintheway | always thought about being a
leader, but | feel really alive”. In asimilar vein, Rod Lawrence,
OperationsManager of JamesRiver Paper, recently stated, "For
the last few years, multi-level development has been our stan-
dard. | didn't know how rich and creative this was until | was
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put in amore traditional process. | really feel poorer when I'm
not learning with operators on aregular basis'.

Values

The great seductiveness of the universe-as-machine meta-
phor and the scientific method, was their promise that, as an
impartial and separate observor, one could finally understand
the universe completely and finally know the right answersto
age-old questions. Unfortunately, we have become a culture
dominated by bi-polar thinking, driven by the search for the
"right" answer and certain that if we do not "know" the answer,
wearedoomedtofailure. Furthermore, our valuefor separation
of mind and matter often leads usto mistake factsfor truthin
that search.

Almost every facet of our educational system is based on
valuefor having theright answers, thefacts— our knowledge of
the answer is our measure of our progress, first in school, then
inbusiness. When we don't have the answers, we hire consult-
antsand expertsto givethemtous. At best, thispolarity gives
us an incomplete understanding; at worst it gives us dogma,
tyranny, and war in our political and socia contexts.

Gregory Bateson'swork on learning how to learn pos-
tulatesthat it ispossibleto emergeinto new thinking only when
we can adopt anon-dualistic view of the world, one where
mind and matter are not separated as Descartes had advocated.
He felt that because of this dichotomy, we endanger accuracy
and learning by the demand for objectivity (looking for only
what we can see and count by using our sensesin the materia
world). By this process we make life and interactions “thing-
like” and therefore lose the spirit and higher values that we so
wishfor inour livesand organizations. Asalternates, he offers
value based theories for building new learning processes that
allow us to see the world in a new way, to see relationships
between multiple parts in a complex living system.

To beableto moveour organization beyond duality, we
need a model of development that includes consciousness
andcapability and thrives on diversity and wholeness. Charles
Krone has differentiated development from growth and learn-
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ing as away of understanding how being guided by develop-
ment in the Emerging Paradigm differs from the growth-
dominated model of the mechanical paradigm. Growth, which
has a fixed end point and requires nutrients from the environ-
ment, is a precondition to development, but is not sufficient in
theemergent paradigm. Development isthe processof increas-
ing our scope and power to do and to be. It ismorefocused on
bringing potential, that which has not yet been manifested, into
actuality. Unlike growth, its source of nourishment is from
within. We can only develop by doing something new or by
causing movement in anew direction, taking on something we
do not readily know how to do. This places ademand on usto
find more of ourselves, to learn more about ourselves, and to
develop morein ourselves.

Conclusion

The next generation of business vision will come from
those able to disrupt their own, and others, currently dominant
patternsof thinking. Onesourcefor this"self-disruption” isthe
rapidly advancing wave of discoveries being made by emerg-
ing paradigm explorers. The holographic and holistic nature of
their work has made possible arapid extension of their funda-
mental premisesto all domains of business—not just the tech-
nology—and at arate unmatched in human history. A second
source for new vision is the creativity that emerges as leaders
develop the flexibility and confidence to become explorers
themselves and lead explorations into the unknown.

Finding ways to tap into these emerging discoveries, and
then to uncover one's own capability to see new and previously
unperceivable and unconceivable approaches, is both the op-
portunity and the challenge for those who would become self-
organizing leaders—those leaders who will guide the self-
creation of their organizations and of their own destinies.
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