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The 180 degree Leadership Shift

·Imagine the difference in behavior when people 
operate with the idea that ‘leadership means 
influencing the community to follow the leader’s 
vision’ versus ‘leadership means influencing the 
community to face its problems.   

Ronald Heifetz, Leadership Without Easy Answers



The 180 degree Leadership Shift
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Natural Responses
of Healthy Systems

·7ÈÅÎ ÓÙÓÔÅÍÓ ÄÏÎȭÔ ËÎÏ× ×ÈÁÔ ÔÏ ÄÏȟ ÔÈÅÙ ÄÏ 
what they know.

·7ÈÅÎ ÓÙÓÔÅÍÓ ÄÏÎȭÔ ËÎÏ× ×ÈÁÔ ×ÅÎÔ ×ÒÏÎÇȟ ÔÈÅÙ 
want to know who went wrong.

·Anxiety encourages us to work harder at what we 
have demonstrated does not work.

·Systems collude with themselves to change in 
ways that do not change them.



The Limitations of Problem Solving
·Problem solving takes you back to where you  were 

before you had the problem.

·Resistance looks like the next problem to be solved.

·Linear thinking limits our learning.

·When the only thing you have is a hammer, everything 
looks like a nail.



Organizational Structure
·Types of Committees:
üStudy Committees: learning without authority

üAction Committees: learning with authority

üStanding Committees: stability and continuity

·Finance as the standing committee default
ü“Just say no.”

üInheriting budgets with historic commitments

üThe addiction to priorities

üThe lack of discussion about purpose



Working Backwards from Purpose

INPUT THROUGHPUT OUTPUT

NOUNS               VERBS                        DIFFERENCE

Resources Activities Purpose

Working Backwards from Purpose
The Core Process of a Restaurant

·A Fine Dining Experience

·A Quick Inexpensive Meal



It Matters Where You Start

Starting  From

Resources Scarcity

Abundance Starting from

(Sufficiency) Outcomes


