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Greetings to my several Croatian colleagues and to President Marijana Misetic. I am happy to be back again in your lovely country. 

There are three major points in my talk. My talk will be largely about my new book, Leading from the Middle:

1. Meaning 

2. Experience and 

3. Implications. 

I will use country song titles as dividers. I use these titles because of their quirky insights into the human condition.
SLIDE

For example:

*My best friend ran off with my wife and I miss him.

…

*She even woke me up to say good-bye!

So it is for today’s new title: 

I borrowed the shoes, but the holes are mine.

With that sub title I want to recognize What others have done and that I am building upon those ideas.  Yet, I am putting my own holes in those borrowed shoes!

You get the idea?

1. What is the Meaning of Leading from the Center? Or as a song has it: “I’m Going Some Place I Hope I Find”.

My book promotes a democratic, empowered work place. I argue in the book that the best work places give staff the freedom to achieve their full potential. The less command and control, the better. 

From the beginning, when the book was only a vague idea, I did not know how it would be received. I did not know that “place I hoped to find.”

SLIDE.

Here’s one view of how ideas evolve: 

“All new ideas go through three phases: 

They’re first ridiculed or ignored. 

Then they meet outrage. 

Then they are said to have been obvious all along!” 

(If we have time, I’ll share with you about why we are natively team oriented. Think about that.) 

Indeed, there was an unspecific and polite resistance to my book idea from the start. I experienced less the ridicule and more the being ignored part when I tried to get the book  – this concept of leading from the middle - accepted by publishers. I met with resistance to the idea. ALA Editions, which probably came as close to ridicule as anything, dismissed my idea of leading from the middle, as endless “commuter train griping about bad bosses.”  

And, I got to hear lots of reasons why NOT to publish. But, that was OK. I understand the profession’s reluctance to make decisions. 

What bothered me most and still does is our superficial thinking about leadership, about being productive, and about managing for best outcomes. It seems like none of this is especially important to our profession and that leadership is something that happens somehow without our having to think too much about it.  It comes with the title on the door! Most of us know a few good and many bad leaders. What sets them apart! 

Finally, I decided to place the book with ABC-Clio, which had asked me a few years back for a book of my writings. 
In November of last year, Library Journal starred its review and termed the book “highly recommended” reading for everyone! 

The several reviews (and the sales) seem to reveal an appreciation, an acceptance without too much “outrage” by many in the profession – perhaps we have moved on to the phase where this is now an “obvious” idea! 
Well, I am not really that sanguine about the book’s acceptance – there’s still much to talk through. 

I think the democratic work place – the one espoused in the book – appeals especially to the younger, newer professional. Our new librarians – the best ones in my classes in the US and in Riga - are demanding a say, they want something more. 

Probably, not all those of us still in positions of authority – directors and department heads - are eager or ready to share the power, the decision making. Perhaps my ideas will hasten retirement among those most opposed to sharing their power! 

SLIDE.

When I ask my students to fill out this, the organizational continuum. Musically speaking, on the left is the conductor-led organization. We know who the boss is.

On the far right is the self managing Orpheus Chamber Orchestra. They play without a conductor and they play very well. There is no obvious boss. Two lines; what is and what you want it to be. 

My students – each of them – went from a line on the far left (where they are) to a line on the far right (where they want to be.) Like this, hold up completed sheet. 

SLIDE (projects)

My Riga class – mgt of libraries – is designed for the students to gain strength in working as self managing teams. I have taken the peer coaching ideas I mentioned at my last talk with you and have appleid them in Riga. Briefly, I am using three team projects for students to gain expertise in project planning AND in self management.  I also moved up early in the class all of my team training elements. 

Books2Eat Team Project

Teams of 3 students will plan, produce, and present a Books2Eat entry representing a Latvian children’s book or folk song. 

… Each entry (should) display one or more of these qualities: 

Cleverness in overcoming adversity. 

Leadership by a least likely follower. 

The Golden Rule applied.

Collaboration, working with others to succeed.

Or, Speaking up when others are too afraid to say anything.

The second team project is research fieldwork: 

Teams of 2 students will interview a Latvian leader about her style of leadership. …This assignment follows up on my experience in workshops in Latvia and with a study that shows that Latvia has more female managers (42%) than any other European Union member. Why? How do they differ in leadership? What will my students find? What would they find in Croatia?

Finally, there is the self-managing team project: which will test the leading from the center concept. I will serve as a coach, but it is up to the team to manage itself. If they succeed, they succeed without me. If they fail, I will try to rescue them, but I will also try to find meaning in the failure. 
This project is akin to a student orchestra playing for the first time without a conductor. Some might say, “There is no boss” but of course there is. The team.  These teams are literally leading from the middle.  We will see. 
2. Now, I’d like to talk about the Experience (in the book and since publication). Or, “There’s no use running if you’re on the wrong road.” 
I do have empirical evidence that empowerment, when done in a genuine and supportive way does result in a more creative and productive work place than does the hierarchy. I have seen it happen, I have been involved with it and I have the numbers. SLIDE

Still teamwork is not for everyone. Some of my library groups were unhappy with empowerment and were passive about sharing power. 

Real empowerment works. Not just in libraries: in business and in music and there is much research to support the notion of freeing up people to do their best, to be all they can be. 

Just recently, I saw something about why we actually like to work in teams, why it is natural for us to do so, until someone intervenes and tells us what to do. WILSON. This is a highly controversial idea since it questions current evolutionary theory about where man’s goodness comes from.

Back to my University of Latvia class. I want to show you the creative and productive results of one of the B2E projects. By the way, I was happy with all four of the teams and their presentations. They did outstanding work.

This team worked on the folk tale,  “The Hare and the Hedgehog” I assume there is a Croatian version of the “Ezis un Zakis” story?

PowerPoint show.

Show each slide and make observations. The end slide has the 3 whats, they know. 

3. So, what are the Implications of this concept of leading from the center? or to use a song title,  I Ain’t No Cowboy, I Just Found This Hat! In other words, I may wear the cowboy hat, but I might not know how to ride the pony.

Leading from the middle creates new expectations among students and we I have tried different ways of teaching, e.g. here are pictures from a coaching and teamwork exercise (Pyramid 1).  Also, I use children’s books to make points about effective followers, about least likely followers, about resourcefulness, and about attitude. (Tippytoe, 1 and 2).  Or more like a management class: the “literal follower” from Tippy toe again? NOT SURE.

Some are (Maybe use pics from Zadar class?)

When we talk about these activities the class discussion among the students reveals a considerable learning and comprehension, as much, perhaps more than if they had only to listen to me. The students offer me impressive insights and transfers to the workplace. I do not think they are telling me what I want to hear, guessing at what might please me. 

Leaders in an empowered organization need people skills (and a strong sense of self value) to get the most out of library staff, to enable staff to reach high levels of achievement.
It can be difficult to turn people lose. What happens? What does it mean for a manager, for a leader? When the group takes off – when the orchestra is “unleashed” what happens to the conductor?  My traditional supervisory leader role changes. It changes for the better in my eyes, but it can be disconcerting. When followers become leaders, that raises questions about our role and necessity as leaders and managers.  

HANDOUT (Lao Tzu)

What does it mean when trainers tell us: 

The wicked leader is he who the people despise.
The good leader is he who the people revere.
The great leader is he who the people say, "We did it ourselves."
….

How do we move past lip service to real empowerment? One approach is to look at organizations that genuinely empower their staff.  That is one reason why my book has two chapters on SWA. I look at SWA to get an idea of what it takes in the daily life of the organization to promote teamwork, to achieve empowerment. ... 

I wish there was a library model I could use. We have in our profession many what I call “maintenance leaders”. I am OK with these people who are doing a decent job. However, I am not OK with the ego-centric maintenance leader who blames his library staff for a lack of creativity. They are misplacing the blame. It may well be the organization’s culture, - indeed his own leadership!- that prevents creativity, risk taking and, in general, inhibits staff inititiatives. The staff may appear passive and unimaginative but that same staff under a liberating leader can become pro-active and creative. Why? 

(Also, this ego-centric view is not limited to upper managers. Ask me about my good friend Boris and his unique view his leadership role in teams.) 

SLIDE: core values

SWA offers us a model to learn from.  SWA demonstrates what it takes for an organization to empower staff. 
The Core Values at Southwest Airlines, shared regularly and practiced, explain why this airline does well every year in a difficult industry and economy. There’s action that accompanies their claim of an empowered staff and there are underlying values to support the empowerment. 

The very simple words in their core values give permission and explain what is expected, what is permitted, what is wanted. 

Core values at Southwest Airlines:

Warrior Spirit

Work Hard 

Desire to be the best 
Be courageous 

Display a sense of urgency

 Persevere 

Innovate

Servant’s Heart

Follow The Golden Rule 

Adhere to the Basic Principles 

Treat others with respect

 Put others first 

Be egalitarian 

Demonstrate proactive Customer Service 

Embrace the SWA Family

Fun-LUVing Attitude

(hire attitude, train for skills)

Have FUN 

Don’t take yourself too seriously (Herb: I take my work seriously, I don’t take myself seriously.)

Maintain perspective (balance) 

Celebrate successes 

Enjoy your work 

Be a passionate Team player

ENDING

We have covered a lot. I have shared with you why I wrote the book, about my experiences on the job and research, and in my teaching.  I persist in encouraging more democratic organizations. And I have shared with you the implications for leaders, for staff, and for organizations. 

Now, it is your turn. Please let me know of your experiences, of your thinking on this. If you have questions – and I hope you do - I will try to answer them. 

Sit down.

Not Used

Well before the Learning Organization, Mary Parker Follett had this to say: 

Supervision is necessary; supervision is resented.

Yet, she championed the boss’s backing off. Recall that she wrote in the mid 1920s and bossism was absolute. She had observed that the best way to do the job was to involve the worker, to use their expertise, rather than ordering them about as if incapable of thinking for themselves. And, she had a much larger view of the workplace as a contributing, even enabling, part of a democratized society. Had she read the Tao?

…

Children’s books. Show, Go through. Pleasing me or are they natural collaborators? Pics. Pyramid pics.

What models are out there? How were the projects designed. 

My experience, Orpheus, SWA, Grateful Dead. Two models, what it has the other music group. 

A friend who aws often on target with self inflated leaders and 
These students are defining the meaning for themselves.

Boris the team player. The Maintenance leader.

“All new ideas go through three phases,” Wilson said, with some happy mischief in his voice. “They’re first ridiculed or ignored. Then they meet outrage. Then they are said to have been obvious all along.”
Give 2 books to organizers.

Download to memory stick all figures, pictures, that you will use. 

„Leadership and organizing libraries in the constant changing environment“

Handouts:

Org cont. plus Latvian trans.

SWA values

Orpheus skills

A cover sheet

Brief explanation of the three assignments

Children’s books worksheet as a sample.

Work in Grateful Dead, somehow, a very democratic group. See my blog entry at end of this document.

My book is part of assigned reading for this class, each has a copy of the book via Fulbright $.

Pyramid pictures, as examples of teaching. 

Also, to be able to blog into my blog as part of introduction. 

ABSTRACT sent to Lithuania:

"Leading from the Center: Meaning, Experience and Implications." 

Since the mid-2010 publication of his book, Leading from the Middle the author has reflected on the book’s central argument: the more democratic a workplace, the higher its productivity and creativity. This talk shares those reflections and experiences. 

While reviews have been overwhelmingly favorable (a starred review in Library Journal!) some readers have questions about the book’s central argument. Indeed, some doubt that followers can lead.

If the democratization argument is even partially true, what are the implications for the various styles of leadership, from the hierarchical  (systematized) to the most “Theory Y” of leaders?  What are the implications for entry-level librarians who seek responsibility and a share in decision-making? What skill sets does a middle or senior manager need to evoke the best performance from beginning librarians, those who yearn for innovative and supportive work cultures and who prefer action over sitzfleisch.
The author will touch upon gender differences in leading/following as revealed in his research on women leaders in Latvia, done in collaboration with his students. 

And, Lubans will share his observations about the few libraries with genuine staff empowerment.  Also, he will draw upon organizational models from musical realms  – the Orpheus Chamber Orchestra and the Grateful Dead - along with his experiences in using a self managing teams model in his teaching a at the University of Latvia s part of his Fulbright scholarship. 

Finis

__________________________________________

Sitzfleisch

MEANING:

Noun:

1. The ability to sit through or tolerate something boring.

2. The ability to endure or persist in a task. 

Play a game of some sort? Or, talk about using kid lit. 

What game could I do, could do simply paper to loosen things up. Up to draw a pic of each other. 

We shape clay into a pot, 

But it is the emptiness inside

That holds whatever we want.  

Lao Tzu: The wise leader does not intervene unnecessarily. The leader’s presence is felt, but often the group runs itself.

Lesser leaders do a lot, say a lot, have followers and form cults.

Even worse ones use fear to energize the group and force to overcome resistance

Only the most dreaded leaders have bad reputations.

HIPPY SPEAK here: (everyone takes it for his/her own, alas.)

Remember that you are facilitating another person’s process. It is not your process. Do not intrude. Do not control. Do not force your own needs and insights into the foreground.

If you do not trust a person’s process, that person will not trust you.

One of the readings in my Latvia management class will be Marshall’s study of anarchism, Demanding the Impossible* - an odd selection you might think. I came to include it via a touch of insomnia. Sleepless, I was peering around for something to read when I spotted my copy of Lao-Tzu’s Tao Te Ching.* It reminded me of the Marshal book. You may be familiar with the tiny Tao – the Book of the Way. It is poetical, pithy and paradoxical, kind of like my country songs!

Mention this: Draw on board: A principle Taoist concept, Wei - is defined as any “artificial, contrived activity that interferes with natural and spontaneous development.” Think of doing your taxes, of performance appraisals and, of committee meetings. How much of work is Wei? 
Paradoxically, if not surprisingly, Wu-wei means the absence of wei. Wu-wei seeks creative and effective use of energy, not defeatist submission. As the opposite of wei, wu-wei has its own agenda. Quoting Marshall: “Instead of being avoided like the plague, work (is) transformed into spontaneous and meaningful play…”  Think of the last time you came to the rescue for a patron who was in desperate need of help. Not wei!

A sad song don’t care whose heart it breaks.

*Parked in the fast lane on the information highway.

Whoops, that’s not one by anyone I know

Just in time to be too late.

I gave her a ring and she gave me the finger.

I can’t afford to half my half again.

I’m too low to get high. The culture of complaint.

She took everything but the blame.

*I’ve closed my eyes to the cold hard truth I’m seeing.

You can’t even do wrong right. 

…

Chapter titles, all

When the phone don’t ring, you’ll know it’s me.

*Marshall, Peter. “Taoism and Buddhism” excerpted from his book, Demanding the Impossible: A History of Anarchism, London: HarperCollins, 1992. Pp. 53-60.  

August 23 update: I thought I'd share one of my definitions for what it means to be empowered, like the Dead Head staff is said to be: 

Empowerment is an overall freedom for the individual to do good in and for the organization in pursuit of agreed upon organizational goals. It includes an awareness of others and their contribution, and a willing, active support for others. 

Do we recruit people who can put that philosophy into action? What does this real empowerment look like? How is it made manifest? 

<<<<<<<<< >>>>>>>>>>

My book, Leading from the Middle, has two chapters (The Invisible Leader & Peer Coaching for the New Library) and several allusions about and to a musical organization (Orpheus Chamber Orchestra), along with a chapter (Orchestrating Success: A Profile of Simone Young, Conductor) about a musical leader. 

So, it is only natural that I was drawn to an organizational theory discussion of the musical group, The Grateful Dead, written by management professor, Barry Barnes: “Strategic Improvisation: Management Lessons from the Dead.”*

When I first saw the title, I was reminded of a bit of office humor posted in a cubicle: If you doubt there’s life after death, come around here at quittin’ time!

Professor Barnes applies and explains Frank Barrett’s strategic improvisation technique to the long run and huge success of the Grateful Dead. He quotes Barrett from 1998: “…when improvising musicians get together they ‘do what managers find themselves doing: fabricating and inventing novel responses without a pre-scripted plan and without certainty of outcomes; discovering the future that their action creates as it unfolds.’” (p.269). Of course, Mr. Barrett is referring to managers who proactively seek a solution to an anticipated challenge. Passive managers often avoid or delay taking action by following management formulas, like strategic planning.) 

Strategic improvisation has seven requirements that transcend beyond music to other types of organizations. 

1. Interrupting habits 

2. Embracing errors as a source of learning 

3. Allowing maximum flexibility through minimal structures 

4. Continually negotiating toward dynamic synchronicity 

5. Relying on retrospective sense making 

6. Learning informally and developing group norms 

7. Alternating between soloing and supporting 

When I applied these requirements to my observed “Take-Aways for the Non-Musical Boss” from the Orpheus Chamber Orchestra, I found several similarities: 

Take turns leading, take turns following (Barrett’s #3 & 7).

Encourage independent and articulate critical thinking (1, 2 & 4).

Manage self, disagree agreeably (4 & 6).

Listen with all your heart (4).

Be responsible toward the organization (2 & 6).

Demonstrate a philosophy of work that values followers and leaders (1, 2, 4, & 7).

Employee empowerment is a much misunderstood, misapplied, and, subsequently, maligned term, yet genuine empowerment is highly desirable according to Prof. Barnes: “Alternating between soloing and supporting is a critical ingredient for organizations where employees must not only follow but also lead from time to time … as they deal with the novel and unexpected situation.”

For the Grateful Dead, “Even with the greater degree of formality and structure of a corporation, they (the band) continued to alternate between soloing and supporting with the role of president rotated among willing band/board members.” (p.276). In other words, genuine empowerment. 

I whole-heartedly second Professor Barnes that strategic improvisation can produce a healthier and more responsive organization, one that is more able to anticipate and respond. The question that needs answering for an older non-improvisational culture is how does one become a Dead Head?; how does one implement this new way of working? What has to change in your workplace for it to align more with the way of the Grateful Dead or the Orpheus Chamber Orchestra or Southwest Airlines? Starting with yourself, what would you change? Play on! 

* The Grateful Dead in Concert : Essays on Live Improvisation edited by James Alan Tuedio and Stan Spector. Jefferson, NC : McFarland, 2010 (pp.267-278) 
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