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Selected Summary Slides

The New Ecology of Leadership:

Business Mastery in a Chaotic World

1. Leadership and the making of meaning

2. Context matters, history matters, narrative matters

3. An ecological mental model of “both...and” to embrace and
contain the “either/or” of economics

4. Enterprises are conceived in passion, born in communities of
trust, grow through the application of reason and mature in
power. Power freezes the organization, setting the stage for

crisis and destruction, but with the possibility of renewal
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When the mind's eye rests on objects...

it functions intelligently; but when it
turns to the...world of change and

decay... it lack(s) intelligence

Who Rules?

Plato

INTUITION

|

Reason is, and ought only to be the
slave of the passions, and can never
pretend to any other office than to
serve and obey them

David Hume
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The Key Features of the Ecocycle

* Change is ongoing at all scales

* Sometimes it’s smooth and linear

* Sometimes it’s rapid and nonlinear

* Self-organizing processes are the key
* Creation requires destruction

* Innovation emerges from the new context
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Takeaways on the Ecological Perspective on Change

* Don’t just think of structures: think also of movements

* Ask: “Why do things stay the same?” “What feedback processes
sustain this behaviour?”

* There is no choice between stability and change: it’s change on our
scale and timetable vs. someone else’s (or Nature's!)

* Change takes place on the edges of the system and in open patches
where variety and diversity can flourish

* Fire changes the way resources flow through the system: the
resulting change is on a narrow front but deep

* Be small and mobile for quick experimentation and rapid
prototyping, where feedback is fast and specific

* The seeds of destruction are in the fruits of success: large scale and
homogeneity lead to a lack of resilience

* Creation requires destruction: look for opportunities on disturbed
ground — turbulent markets where information is poor
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The basic ecocycle, showing two loops (front - solid, back — dotted) and the three
contexts — passion, reason and power. The horizontal scale is system connectedness
(from weak to strong) the vertical scale is scale itself (from small to large)
Passion I Reason I Power
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On the slow front loop of the ecocycle organizations are conceived in passion, born in
communities of trust, grow through the application of reason and mature in power
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As managers climb the ladder of promotion they also climb a ladder of abstraction. They work
with “maps”. Their language changes from earthy and concrete to sophisticated and abstract.
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On the back loop of the ecocycle leaders need to “come down to earth”, forsaking their
abstract concepts to get on the ground and see for themselves what is happening
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The complete ecocycle with two traps, three contexts, and eight stages.
It takes a long time to build value on the front loop (solid line) but
value can disappear very quickly on the back loop (dotted line)
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To avoid the twin traps of failure and success, organizations need to find and stay in
the sweet zone: this is not a static resting place but a dynamic region in space and time
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Means — What? How?

Purpose

Navigating in the sweet zone between ends and means
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Organizations begin with high agreement on purpose (ends) but low agreement on means; as
they age the consensus on purpose dwindles and the means can become ends-in-themselves
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&
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Howard Stevenson’s 2x2 matrix dropped into the ecocycle makes the matrix dynamic
instead of static. This can be done with many other 2x2 matrices to make them mobile
1 1

Passion I Reason I Power
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Culture
Stories and rituals
The heavy “keel”

Leadership It

People-relationships

Innovation/change

Power-with

The navigation tools and settings in the sweet zone
Reason

Think Like a Movie-Maker!

* Set the context: “Once upon a time...”

* Introduce the actors — their wants and their needs

* |dentify the dramatic conflict

* Outline the gap and the challenge

* Show how the challenge will be met

* Ask for their support (in good movies the audience
cares about the actors and their outcomes)

* Keep telling the story!
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Seven Rewards for Reading the Book

1. Hone your contextual intelligence — practical wisdom

2. Design, evoke, control, anticipate, counter, prepare for contexts
3. View stability and change through an ecological perspective

4. Grasp how enterprises are born, grow, flourish and decline

5. Understand the “sweet zone” and how to dwell there

6. Appreciate the roles of passion, reason and power

7. Ask better questions of reality and tell better stories

David K. Hurst Contact Details
E-mail: david@davidkhurst.com

Website: www.davidkhurst.com

This presentation is based upon my experience as a manager and educator and the
experience of others, together with what I have learned about management and
leadership from my teachers and mentors. The ideas are contained in three books and
many articles, both popular and academic. The books are:

The New Ecology of Leadership: Business Mastery in a Chaotic World (Columbia University Press, 2012) This is
my integration of management and leadership in an ecological framework of “both...and” that
embraces and contains the “either/or” of economics. The ecological perspective changes
everything!

Learning from the Links: Mastering Management Using Lessons From Golf (Simon & Schuster, 2002) I view golf
and management as procedural knowledge (know-how) and discuss the implications of this for
learning and improvement. For golf fanatics only!

Crisis & Renewal: Meeting the Challenge of Organizational Change (Harvard Business School Press, 1995) This
is where my book-writing career with these ideas began. The key chapter (for me) is about the
Quakers and their important role in the First Industrial Revolution — I view them as the archetypal
entrepreneurial community of trust and practice. There is much that we can learn from their
experience and their approach to both business and social issues.
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