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Preface to the second edition

Bryan Behrenshausen

L orem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem.
Proin interdum volutpat feugiat. Aenean a velit ac eros hendrerit
imperdiet. Pellentesque ultricies tellus in est gravida consecte-
tur. Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Lorem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem. Proin
interdum volutpat feugiat. Aenean a velit ac eros hendrerit im-
perdiet. Pellentesque ultricies tellus in est gravida consectetur.
Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Pellentesque vestibulum, lacus a ornare lacinia, justo sem
pharetra metus, et ullamcorper nibh metus eu sem. Phasellus
sed nunc eget metus auctor aliquam. Vestibulum ante ipsum
primis in faucibus orci luctus et ultrices posuere cubilia Curae;

Duis vehicula fermentum sollicitudin. Vestibulum laoreet mo-
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lestie finibus. Sed eu leo massa. Donec justo felis, pulvinar sit
amet est et, luctus rutrum nibh.

Vestibulum vel mi dapibus, hendrerit urna ut, mattis orci.
Nam auctor neque nibh, sit amet bibendum sem finibus et.
Morbi egestas arcu nec lobortis efficitur. Nulla in orci libero. In
at tellus nisi. Quisque tempor metus eget felis porta, sit amet
dictum libero fermentum. Morbi pulvinar ultrices urna, at ali-
quet est pulvinar et. Suspendisse euismod urna ut lacus viverra
auctor. Maecenas ac interdum erat. Nunc consectetur
scelerisque varius. Integer posuere turpis in felis aliquet,
dapibus efficitur enim venenatis. Praesent vehicula scelerisque
sem, nec lobortis nisl convallis sit amet. Donec at elit nibh.

Cras luctus, ligula et placerat imperdiet, sem nisi egestas
magna, ac aliquet odio tortor eu felis. Aenean feugiat est aliquet
sagittis porta. Suspendisse egestas efficitur dapibus. Pellen-
tesque mauris elit, vehicula quis lorem a, sollicitudin mollis
augue. Vivamus scelerisque ligula ut urna tincidunt, nec phare-
tra leo tempor. Aliquam vestibulum, turpis non elementum
tristique, orci dolor efficitur velit, eget mollis nunc urna eget ip-
sum. Integer mattis tempus tortor, vel dapibus nisi efficitur id.
Integer ut dolor ullamcorper, bibendum neque ac, molestie ip-

sum. Aliquam efficitur eleifend tortor, sit amet molestie augue.

In quis dui in turpis vestibulum efficitur. Vivamus vitae turpis
quis magna finibus porta quis ac justo. Etiam eu tempor lorem.
Proin in quam sit amet nisl euismod volutpat at eget ligula. Ut
ut est urna. Cras sed vehicula lectus. Quisque accumsan lectus

sit amet lacus tristique lacinia. Fusce in enim arcu.



Preface to the first edition

Bryan Behrenshausen

A s the nature of organization changes, so does the nature
of leadership.

As post-industrial conditions expose the limits of com-
mand-and-control structures, organizing by way of fiat or decree
becomes ineffective. As communication technologies become si-
multaneously more ubiquitous and more accessible, maintaining
control through obfuscation becomes untenable. As traditional
organization boundaries bleed and blur, comfortable certainties
about precisely who is leading and who is led melt away.

And yet the need for effective leaders has not abated. But
what does leadership look like in the age of the networked orga-
nization?

"The skills required to lead a company that relies heavily
on the principles of open innovation are vastly different from
those needed to run a business based on the hierarchical struc-
ture of conventional organization," writes Jim Whitehurst in his
2015 book, The Open Organization. "Changing the way you
might be used to leading will be painful, but it will also be criti-
cal for every twenty-first century leader to understand and
embrace."

This is a book about both the pains and the promises of
new leadership models. Part 1, "New Attitudes," explores ways
that leaders have begun adapting their thinking—the ways
they've let open principles seep into their definitions of leader-
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ship and guide their missions. Part 2, "New Habits," showcases
behaviors open leaders have adopted in pursuit of those mis-
sions.

As leaders everywhere search for methods that leverage
the power of transparency, meritocracy, inclusivity, sharing, and
collaboration when coordinating a next-generation workforce,
they're experimenting with new ideas and new practices. It all
looks more like invention than discovery. But this book contains
narratives detailing the results of those experiments. Think of
them as potential instructions for building the workplace of the

future.

In quis dui in turpis vestibulum efficitur. Vivamus vitae turpis
quis magna finibus porta quis ac justo. Etiam eu tempor lorem.
Proin in quam sit amet nisl euismod volutpat at eget ligula. Ut
ut est urna. Cras sed vehicula lectus. Quisque accumsan lectus

sit amet lacus tristique lacinia. Fusce in enim arcu.



Introduction to the second edition

Jen Kelchner

L orem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem.
Proin interdum volutpat feugiat. Aenean a velit ac eros hendrerit
imperdiet. Pellentesque ultricies tellus in est gravida consecte-
tur. Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Lorem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem. Proin
interdum volutpat feugiat. Aenean a velit ac eros hendrerit im-
perdiet. Pellentesque ultricies tellus in est gravida consectetur.
Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Pellentesque vestibulum, lacus a ornare lacinia, justo sem
pharetra metus, et ullamcorper nibh metus eu sem. Phasellus
sed nunc eget metus auctor aliquam. Vestibulum ante ipsum
primis in faucibus orci luctus et ultrices posuere cubilia Curae;
Duis vehicula fermentum sollicitudin. Vestibulum laoreet mo-
lestie finibus. Sed eu leo massa. Donec justo felis, pulvinar sit

amet est et, luctus rutrum nibh.
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Vestibulum vel mi dapibus, hendrerit urna ut, mattis orci.
Nam auctor neque nibh, sit amet bibendum sem finibus et.
Morbi egestas arcu nec lobortis efficitur. Nulla in orci libero. In
at tellus nisi. Quisque tempor metus eget felis porta, sit amet
dictum libero fermentum. Morbi pulvinar ultrices urna, at ali-
quet est pulvinar et. Suspendisse euismod urna ut lacus viverra
auctor. Maecenas ac interdum erat. Nunc consectetur
scelerisque varius. Integer posuere turpis in felis aliquet,
dapibus efficitur enim venenatis. Praesent vehicula scelerisque
sem, nec lobortis nisl convallis sit amet. Donec at elit nibh.

Cras luctus, ligula et placerat imperdiet, sem nisi egestas
magna, ac aliquet odio tortor eu felis. Aenean feugiat est aliquet
sagittis porta. Suspendisse egestas efficitur dapibus. Pellen-
tesque mauris elit, vehicula quis lorem a, sollicitudin mollis
augue. Vivamus scelerisque ligula ut urna tincidunt, nec phare-
tra leo tempor. Aliquam vestibulum, turpis non elementum
tristique, orci dolor efficitur velit, eget mollis nunc urna eget ip-
sum. Integer mattis tempus tortor, vel dapibus nisi efficitur id.
Integer ut dolor ullamcorper, bibendum neque ac, molestie ip-

sum. Aliquam efficitur eleifend tortor, sit amet molestie augue.

In quis dui in turpis vestibulum efficitur. Vivamus vitae turpis
quis magna finibus porta quis ac justo. Etiam eu tempor lorem.
Proin in quam sit amet nisl euismod volutpat at eget ligula. Ut
ut est urna. Cras sed vehicula lectus. Quisque accumsan lectus

sit amet lacus tristique lacinia. Fusce in enim arcu.



Introduction to the first edition
Dr. Philip A. Foster

L eadership is power. More specifically, leadership is the
power to influence the actions of others. The mythology of
leadership can certainly conjure images of not only the romantic
but also the sinister side of the human condition. How we ulti-
mately decide to engage in leadership determines its true
nature.

Many modern understandings of leadership are born out
of warfare, where leadership is the skillful execution of com-
mand-and-control thinking. For most of the modern era of
business, then, we engaged leadership as some great man or
woman arriving at the pinnacle of power and exerting this
power through position. Such traditional leadership relies heav-
ily on formal lines of authority through hierarchies and
reporting relationships. Authority in these structures flows down
through the vertical hierarchy and exists along formal lines in
the chain of command.

However, in the late 20" century, something began to
change. New technologies opened doors to globalism and thus
more dispersed teams. The way we engaged human capital be-
gan to shift, forever changing the way people communicate with
each other. People inside organizations began to feel empow-
ered, and they demanded a sense of ownership of their
successes (and failures). Leaders were no longer the sole own-
ers of power. The 21 century leader leading the 21% century
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organization began to understand empowerment, collaboration,
accountability, and clear communication were the essence of a
new kind of power. These new leaders began sharing that power
—and they implicitly trusted their followers.

As organizations continue becoming more open, even indi-
viduals without "leadership" titles feel empowered to drive
change. These organizations remove the chains of hierarchy and
untether workers to do their jobs in the ways they best see fit.
History has exposed 20™ century leaders' tendencies to strangle
agility through unilateral decision-making and unidirectional in-
formation flows. But the new century's leader best defines an
organization by the number of individuals it empowers to get
something done. There's power in numbers—and, frankly, one
leader cannot be in all places at all times, making all the deci-
sions.

So leaders are becoming open, too.

Control

Where the leaders of old are focused on command-and-
control positional power, an open leader cedes organizational
control to others via new forms of organizational governance,
new technologies, and other means of reducing friction, thereby
enabling collective action in a more efficient manner. These
leaders understand the power of trust, and believe followers will
always show initiative, engagement, and independence. And this
new brand of leadership requires a shift in tactics—from telling
people what to do to showing them what to do and coaching
them along the way. Open leaders quickly discover that leader-
ship is not about the power we exert to influence progress, but
the power and confidence we distribute among the members of
the organization. The 21 century leader is focused on commu-
nity and the edification of others. In the end, the open leader is

not focused on self but is selfless.
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Communication

The 20" century leader hordes and controls the flow of in-
formation throughout the organization. The open leader,
however, seeks to engage an organization by sharing informa-
tion and context (as well as authority) with members of a team.
These leaders destroy fiefdoms, walk humbly, and share power
like never before. The collective empowerment and engaged col-
laboration they inspire create agility, shared responsibility,
ownership—and, above all, happiness. When members of an or-
ganization are empowered to do their jobs, they're happier (and

thus more productive) than their hierarchical counterparts.

Trust

Open leaders embrace uncertainty and trust their follow-
ers to do the right thing at the right time. They possess an
ability to engage human capital at a higher level of efficiency
than their traditional counterparts. Again: They don't operate as
command-and-control micromanagers. Elevating transparency,
they don't operate in hiding, and they do their best to keep deci-
sions and actions out in the open, explaining the basis on which
decisions get made and assuming employees have a high level
grasp of situations within the organization. Open leaders oper-
ate from the premise that the organization's human capital is
more than capable of achieving success without their constant

intervention.

Autonomy

Where the powerful command-and-control 20" century
leader is focused on some position of power, an open leader is
more interested in the actual role an individual plays within the
organization. When a leader is focused on an individual, they're
better able to coach and mentor members of a team. From this

perspective, an open leader is focused on modeling behaviors
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and actions that are congruent with the organization's vision
and mission. In the end, an open leader is very much seen as a
member of the team rather than the head of the team. This does
not mean the leader abdicates a position of authority, but rather
understates it in an effort to share power and empower individu-

als through autonomy to create results.

Empowerment

Open leaders are focused on granting authority to mem-
bers of an organization. This process acknowledges the skills,
abilities, and trust the leader has in the organization's human
capital, and thereby creates positive motivation and willingness
for the entire team to take risks. Empowerment, in the end, is
about helping followers believe in their own abilities. Followers
who believe that they have personal power are more likely to
undertake initiatives, set and achieve higher goals, and persist
in the face of difficult circumstances. Ultimately the concept of
an open organization is about inclusivity, where everyone be-
longs and individuality and differing opinions are essential to
success. An open organization and its open leaders offer a sense
of community, and members are motivated by the organization's
mission or purpose. This creates a sense of belonging to some-
thing bigger than the individual. Individuality creates happiness
and job satisfaction among its members. In turn, higher degrees
of efficiency and success are achieved.

We should all strive for the openness the 21 century
leader requires. This requires self-examination, curiosity—and,
above all, it's ongoing process of change. Through new attitudes
and habits, we move toward the discovery of what an open
leader really is and does, and hopefully we begin to take on
those ideals as we adapt our leadership styles to the 21 cen-

tury.
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Yes, leadership is power. How we use that power deter-
mines the success or failure of our organizations. Those who
abuse power don't last, but those who share power and cele-
brate others do. By reading this book, you are beginning to play
an important role in the ongoing conversation of the open orga-
nization and its leadership. And at the conclusion of this volume,
you'll find additional resources and opportunities to connect
with the open organization community, so that you too can chat,
think, and grow with us. Welcome to the conversation—welcome
to the journey!

September 2016

Dr. Philip A. Foster is the author of The Open Organization: A
New Era of Leadership and Organizational Development. He is a
business consultant, international speaker, and the host of Maxi-
mum Change TV.
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Chapter title

Author McLastName

L orem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem.
Proin interdum volutpat feugiat. Aenean a velit ac eros hendrerit
imperdiet. Pellentesque ultricies tellus in est gravida consecte-
tur. Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Lorem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem. Proin
interdum volutpat feugiat. Aenean a velit ac eros hendrerit im-
perdiet. Pellentesque ultricies tellus in est gravida consectetur.
Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Pellentesque vestibulum, lacus a ornare lacinia, justo sem
pharetra metus, et ullamcorper nibh metus eu sem. Phasellus
sed nunc eget metus auctor aliquam. Vestibulum ante ipsum
primis in faucibus orci luctus et ultrices posuere cubilia Curae;

Duis vehicula fermentum sollicitudin. Vestibulum laoreet mo-
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lestie finibus. Sed eu leo massa. Donec justo felis, pulvinar sit

amet est et, luctus rutrum nibh.

Suspendisse potenti

Vestibulum vel mi dapibus, hendrerit urna ut, mattis orci.
Nam auctor neque nibh, sit amet bibendum sem finibus et.
Morbi egestas arcu nec lobortis efficitur. Nulla in orci libero. In
at tellus nisi. Quisque tempor metus eget felis porta, sit amet
dictum libero fermentum. Morbi pulvinar ultrices urna, at ali-
quet est pulvinar et. Suspendisse euismod urna ut lacus viverra
auctor. Maecenas ac interdum erat. Nunc consectetur
scelerisque varius. Integer posuere turpis in felis aliquet,
dapibus efficitur enim venenatis. Praesent vehicula scelerisque
sem, nec lobortis nisl convallis sit amet. Donec at elit nibh.

Cras luctus, ligula et placerat imperdiet, sem nisi egestas
magna, ac aliquet odio tortor eu felis. Aenean feugiat est aliquet
sagittis porta. Suspendisse egestas efficitur dapibus. Pellen-
tesque mauris elit, vehicula quis lorem a, sollicitudin mollis
augue. Vivamus scelerisque ligula ut urna tincidunt, nec phare-
tra leo tempor. Aliquam vestibulum, turpis non elementum
tristique, orci dolor efficitur velit, eget mollis nunc urna eget ip-
sum. Integer mattis tempus tortor, vel dapibus nisi efficitur id.
Integer ut dolor ullamcorper, bibendum neque ac, molestie ip-

sum. Aliquam efficitur eleifend tortor, sit amet molestie augue.

Suspendisse potenti

In quis dui in turpis vestibulum efficitur. Vivamus vitae
turpis quis magna finibus porta quis ac justo. Etiam eu tempor
lorem. Proin in quam sit amet nisl euismod volutpat at eget
ligula. Ut ut est urna. Cras sed vehicula lectus. Quisque accum-

san lectus sit amet lacus tristique lacinia. Fusce in enim arcu.
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In quis dui in turpis vestibulum efficitur. Vivamus vitae turpis
quis magna finibus porta quis ac justo. Etiam eu tempor lorem.
Proin in quam sit amet nisl euismod volutpat at eget ligula. Ut
ut est urna. Cras sed vehicula lectus. Quisque accumsan lectus

sit amet lacus tristique lacinia. Fusce in enim arcu.
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Developing a culture of experimentation
on your team

Catherine Louis

M ost companies support the idea of incorporating innova-

tion into their business strategies, as it can help
increase market share and generate additional profits through
new products or service offerings.

But too often, these same companies fail to realize that in-
novation doesn't occur without experimentation. To successfully
innovate, you need to conduct experiments—lots of experiments.
Some will succeed, and lots more will fail. By definition, experi-
mentation is "the process of performing a scientific procedure,
especially in a laboratory, to determine something" as well as
"the action or process of trying out new ideas, methods, or activ-
ities." Innovative organizations don't isolate such innovation
practices to certain segments of the business; they cultivate an
attitude of experimentation throughout, weaving it into the very
fabric of the entire organization.

So the question for your innovative organization becomes
"How do we create a culture that allows us to be comfortable
with trying out new ideas, methods, and activities using a scien-
tific procedure?" Having a healthy culture of experimentation is
the only option if teams wish to innovate. And organizational
leaders can play a significant role in fostering that kind of cul-

ture.
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Before teams can even begin operating in an experiment-
ing mode, leaders must shift their mindset to operate not like a
know-it-all, but as if the world is truly a complex space, that we
don't know it all, and that we can't know something unless we
try it out.

When I visit companies and hear leaders say things like
the following, I quietly take them around back for coaching:

*  "Your demo failed." (This is usually accompanied by a
scolding face.)

* "You need to run everything by me before conducting a
test with the customer." Screeching brakes are heard as
innovation comes grinding to a halt.

+ "Let's do a dress rehearsal showing the customer how
this operates before giving them the feature to manipu-
late." No, no, no—put the software in your customer's
hands as early as possible. You'll learn what's wrong
with your user interface. You'll reduce risk, increase
quality, and build a relationship with the customers.

+  "Well, obviously they need [insert feature X that will get
me my bonus if released within the year]." Carefully
think about how your compensation program may hinder
creating an experimentation culture.

Taking a deeper look at the first three points, fear of fail-
ure is overwhelmingly the operating model. The last point is a
desire for monetary success over doing what's right for the cus-
tomer, regardless of where the idea comes from.

Instead, we want leaders involved in conversations to en-
courage experimentation. Those conversations sound like this:

+ "What is the customer's problem? Have you observed
this?"

* "What is your hypothesis?"

30
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+ "What are your critical assumptions that must be true

for your idea to work?"

* "Do you need help designing an experiment to test if

your hypothesis is true or false?"

+ "What can you test to (in)validate your hypothesis?"

So how can you move from the first kind of conversation

to the second? Here's my advice: Don't wait for the perfect mo-

ment—just start!

Here are nine pointers to help get you start experimenting

as a team:

Don't jump into the solution space. First, de-
fine your problem. State it as a hypothesis.

List all of your assumptions.

On a 2x2 matrix, rank each assumption in
terms of uncertainty versus risk. Identify the
highest-risk, most uncertain assumptions be-
fore moving on to step 4.

Create a simple test experiment that you can
begin to work on today. Action is key; however,
think low-fidelity, rapid prototyping to be able
to run this test. (For ideas on how to start pro-
totyping, try the exercise at the end of this
article.) In other words, be able to collect as
much information with as little effort as possi-
ble. The key is to run your experiment with
real people to get real results. The free test
cards from Strategyzer are wonderful to help
get teams thinking with a test mindset. Each
card begins by stating the hypothesis, then the
test, an accompanied metric, and criteria for

Success.
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5. Gather the data and record everything: The
data you collect and record will guide you fur-
ther.

6. Review results as a team. If you use the test
card, you will have thought about criteria for
judging whether your test was a good one. Ask
questions! What did you learn? Do you need to
change your hypothesis based on what you
learned? Do you need to do a new experiment?
Do you need more data?

7. Share the results with the rest of the organiza-
tion—especially the failed experiments.

8. Celebrate the learnings. You don't need to
copy Spotify's Failure Wall (described in Hen-
rick Kneiberg's Engineering Culture, Part II),
but the point is to celebrate what you learned,
and how you want to conduct the next experi-
ment to incorporate what you want to change.

9. Rinse and repeat!

Steps 7-9 are crucial for leaders to help make this culture
change stick. Leaders must hold the space where anyone can ex-
periment. Anyone can run a failed experiment because these
failed experiments mean we learn. You need to make it safe to
take risks and to remove impediments. Start today with your
own new mentality that will sweep across the entire organiza-
tion: Instead of "no failure is allowed here," adopt the mindset of
"We won't know until we run an experiment." It's your only op-

tion if you wish for innovation to happen.

A brief example: Dollar Shave Club

Dollar Shave Club's hypothesis was that men don't need
fancy razors with lots of fancy features, nor do they want to

spend time shopping for them. Their experiment involved creat-
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ing a one-minute video® sharing the problem and offering a solu-
tion by inviting viewers to link to a landing page where they
could place an order. Within 48 hours, they knew the experiment
worked: They had received more than 12,000 orders.®

Catherine Louis is a Certified Scrum Trainer, independent Agile
coach, founder of CLL-Group.com, PoDojo.com, and founding
member of Tech Ladies®.

5  https://www.youtube.com/watch?v=Z2UG9qYT]MsI

6  https://www.inc.com/magazine/201707/lindsay-blakely/how-i-did-it-
michael-dubin-dollar-shave-club.html
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Chapter title

Author McLastName

L orem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem.
Proin interdum volutpat feugiat. Aenean a velit ac eros hendrerit
imperdiet. Pellentesque ultricies tellus in est gravida consecte-
tur. Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Lorem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem. Proin
interdum volutpat feugiat. Aenean a velit ac eros hendrerit im-
perdiet. Pellentesque ultricies tellus in est gravida consectetur.
Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Pellentesque vestibulum, lacus a ornare lacinia, justo sem
pharetra metus, et ullamcorper nibh metus eu sem. Phasellus
sed nunc eget metus auctor aliquam. Vestibulum ante ipsum
primis in faucibus orci luctus et ultrices posuere cubilia Curae;

Duis vehicula fermentum sollicitudin. Vestibulum laoreet mo-
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lestie finibus. Sed eu leo massa. Donec justo felis, pulvinar sit

amet est et, luctus rutrum nibh.

Suspendisse potenti

Vestibulum vel mi dapibus, hendrerit urna ut, mattis orci.
Nam auctor neque nibh, sit amet bibendum sem finibus et.
Morbi egestas arcu nec lobortis efficitur. Nulla in orci libero. In
at tellus nisi. Quisque tempor metus eget felis porta, sit amet
dictum libero fermentum. Morbi pulvinar ultrices urna, at ali-
quet est pulvinar et. Suspendisse euismod urna ut lacus viverra
auctor. Maecenas ac interdum erat. Nunc consectetur
scelerisque varius. Integer posuere turpis in felis aliquet,
dapibus efficitur enim venenatis. Praesent vehicula scelerisque
sem, nec lobortis nisl convallis sit amet. Donec at elit nibh.

Cras luctus, ligula et placerat imperdiet, sem nisi egestas
magna, ac aliquet odio tortor eu felis. Aenean feugiat est aliquet
sagittis porta. Suspendisse egestas efficitur dapibus. Pellen-
tesque mauris elit, vehicula quis lorem a, sollicitudin mollis
augue. Vivamus scelerisque ligula ut urna tincidunt, nec phare-
tra leo tempor. Aliquam vestibulum, turpis non elementum
tristique, orci dolor efficitur velit, eget mollis nunc urna eget ip-
sum. Integer mattis tempus tortor, vel dapibus nisi efficitur id.
Integer ut dolor ullamcorper, bibendum neque ac, molestie ip-

sum. Aliquam efficitur eleifend tortor, sit amet molestie augue.

Suspendisse potenti

In quis dui in turpis vestibulum efficitur. Vivamus vitae
turpis quis magna finibus porta quis ac justo. Etiam eu tempor
lorem. Proin in quam sit amet nisl euismod volutpat at eget
ligula. Ut ut est urna. Cras sed vehicula lectus. Quisque accum-

san lectus sit amet lacus tristique lacinia. Fusce in enim arcu.
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In quis dui in turpis vestibulum efficitur. Vivamus vitae turpis
quis magna finibus porta quis ac justo. Etiam eu tempor lorem.
Proin in quam sit amet nisl euismod volutpat at eget ligula. Ut
ut est urna. Cras sed vehicula lectus. Quisque accumsan lectus

sit amet lacus tristique lacinia. Fusce in enim arcu.

38



Chapter title

Author McLastName

L orem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem.
Proin interdum volutpat feugiat. Aenean a velit ac eros hendrerit
imperdiet. Pellentesque ultricies tellus in est gravida consecte-
tur. Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Lorem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem. Proin
interdum volutpat feugiat. Aenean a velit ac eros hendrerit im-
perdiet. Pellentesque ultricies tellus in est gravida consectetur.
Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Pellentesque vestibulum, lacus a ornare lacinia, justo sem
pharetra metus, et ullamcorper nibh metus eu sem. Phasellus
sed nunc eget metus auctor aliquam. Vestibulum ante ipsum
primis in faucibus orci luctus et ultrices posuere cubilia Curae;

Duis vehicula fermentum sollicitudin. Vestibulum laoreet mo-
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lestie finibus. Sed eu leo massa. Donec justo felis, pulvinar sit

amet est et, luctus rutrum nibh.

Suspendisse potenti

Vestibulum vel mi dapibus, hendrerit urna ut, mattis orci.
Nam auctor neque nibh, sit amet bibendum sem finibus et.
Morbi egestas arcu nec lobortis efficitur. Nulla in orci libero. In
at tellus nisi. Quisque tempor metus eget felis porta, sit amet
dictum libero fermentum. Morbi pulvinar ultrices urna, at ali-
quet est pulvinar et. Suspendisse euismod urna ut lacus viverra
auctor. Maecenas ac interdum erat. Nunc consectetur
scelerisque varius. Integer posuere turpis in felis aliquet,
dapibus efficitur enim venenatis. Praesent vehicula scelerisque
sem, nec lobortis nisl convallis sit amet. Donec at elit nibh.

Cras luctus, ligula et placerat imperdiet, sem nisi egestas
magna, ac aliquet odio tortor eu felis. Aenean feugiat est aliquet
sagittis porta. Suspendisse egestas efficitur dapibus. Pellen-
tesque mauris elit, vehicula quis lorem a, sollicitudin mollis
augue. Vivamus scelerisque ligula ut urna tincidunt, nec phare-
tra leo tempor. Aliquam vestibulum, turpis non elementum
tristique, orci dolor efficitur velit, eget mollis nunc urna eget ip-
sum. Integer mattis tempus tortor, vel dapibus nisi efficitur id.
Integer ut dolor ullamcorper, bibendum neque ac, molestie ip-

sum. Aliquam efficitur eleifend tortor, sit amet molestie augue.

Suspendisse potenti

In quis dui in turpis vestibulum efficitur. Vivamus vitae
turpis quis magna finibus porta quis ac justo. Etiam eu tempor
lorem. Proin in quam sit amet nisl euismod volutpat at eget
ligula. Ut ut est urna. Cras sed vehicula lectus. Quisque accum-

san lectus sit amet lacus tristique lacinia. Fusce in enim arcu.
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In quis dui in turpis vestibulum efficitur. Vivamus vitae turpis
quis magna finibus porta quis ac justo. Etiam eu tempor lorem.
Proin in quam sit amet nisl euismod volutpat at eget ligula. Ut
ut est urna. Cras sed vehicula lectus. Quisque accumsan lectus

sit amet lacus tristique lacinia. Fusce in enim arcu.
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Chapter title

Author McLastName

L orem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem.
Proin interdum volutpat feugiat. Aenean a velit ac eros hendrerit
imperdiet. Pellentesque ultricies tellus in est gravida consecte-
tur. Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Lorem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem. Proin
interdum volutpat feugiat. Aenean a velit ac eros hendrerit im-
perdiet. Pellentesque ultricies tellus in est gravida consectetur.
Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Pellentesque vestibulum, lacus a ornare lacinia, justo sem
pharetra metus, et ullamcorper nibh metus eu sem. Phasellus
sed nunc eget metus auctor aliquam. Vestibulum ante ipsum
primis in faucibus orci luctus et ultrices posuere cubilia Curae;

Duis vehicula fermentum sollicitudin. Vestibulum laoreet mo-
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lestie finibus. Sed eu leo massa. Donec justo felis, pulvinar sit

amet est et, luctus rutrum nibh.

Suspendisse potenti

Vestibulum vel mi dapibus, hendrerit urna ut, mattis orci.
Nam auctor neque nibh, sit amet bibendum sem finibus et.
Morbi egestas arcu nec lobortis efficitur. Nulla in orci libero. In
at tellus nisi. Quisque tempor metus eget felis porta, sit amet
dictum libero fermentum. Morbi pulvinar ultrices urna, at ali-
quet est pulvinar et. Suspendisse euismod urna ut lacus viverra
auctor. Maecenas ac interdum erat. Nunc consectetur
scelerisque varius. Integer posuere turpis in felis aliquet,
dapibus efficitur enim venenatis. Praesent vehicula scelerisque
sem, nec lobortis nisl convallis sit amet. Donec at elit nibh.

Cras luctus, ligula et placerat imperdiet, sem nisi egestas
magna, ac aliquet odio tortor eu felis. Aenean feugiat est aliquet
sagittis porta. Suspendisse egestas efficitur dapibus. Pellen-
tesque mauris elit, vehicula quis lorem a, sollicitudin mollis
augue. Vivamus scelerisque ligula ut urna tincidunt, nec phare-
tra leo tempor. Aliquam vestibulum, turpis non elementum
tristique, orci dolor efficitur velit, eget mollis nunc urna eget ip-
sum. Integer mattis tempus tortor, vel dapibus nisi efficitur id.
Integer ut dolor ullamcorper, bibendum neque ac, molestie ip-

sum. Aliquam efficitur eleifend tortor, sit amet molestie augue.

Suspendisse potenti

In quis dui in turpis vestibulum efficitur. Vivamus vitae
turpis quis magna finibus porta quis ac justo. Etiam eu tempor
lorem. Proin in quam sit amet nisl euismod volutpat at eget
ligula. Ut ut est urna. Cras sed vehicula lectus. Quisque accum-

san lectus sit amet lacus tristique lacinia. Fusce in enim arcu.
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In quis dui in turpis vestibulum efficitur. Vivamus vitae turpis
quis magna finibus porta quis ac justo. Etiam eu tempor lorem.
Proin in quam sit amet nisl euismod volutpat at eget ligula. Ut
ut est urna. Cras sed vehicula lectus. Quisque accumsan lectus

sit amet lacus tristique lacinia. Fusce in enim arcu.
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Chapter title

Author McLastName

L orem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem.
Proin interdum volutpat feugiat. Aenean a velit ac eros hendrerit
imperdiet. Pellentesque ultricies tellus in est gravida consecte-
tur. Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Lorem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem. Proin
interdum volutpat feugiat. Aenean a velit ac eros hendrerit im-
perdiet. Pellentesque ultricies tellus in est gravida consectetur.
Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Pellentesque vestibulum, lacus a ornare lacinia, justo sem
pharetra metus, et ullamcorper nibh metus eu sem. Phasellus
sed nunc eget metus auctor aliquam. Vestibulum ante ipsum
primis in faucibus orci luctus et ultrices posuere cubilia Curae;

Duis vehicula fermentum sollicitudin. Vestibulum laoreet mo-
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lestie finibus. Sed eu leo massa. Donec justo felis, pulvinar sit

amet est et, luctus rutrum nibh.

Suspendisse potenti

Vestibulum vel mi dapibus, hendrerit urna ut, mattis orci.
Nam auctor neque nibh, sit amet bibendum sem finibus et.
Morbi egestas arcu nec lobortis efficitur. Nulla in orci libero. In
at tellus nisi. Quisque tempor metus eget felis porta, sit amet
dictum libero fermentum. Morbi pulvinar ultrices urna, at ali-
quet est pulvinar et. Suspendisse euismod urna ut lacus viverra
auctor. Maecenas ac interdum erat. Nunc consectetur
scelerisque varius. Integer posuere turpis in felis aliquet,
dapibus efficitur enim venenatis. Praesent vehicula scelerisque
sem, nec lobortis nisl convallis sit amet. Donec at elit nibh.

Cras luctus, ligula et placerat imperdiet, sem nisi egestas
magna, ac aliquet odio tortor eu felis. Aenean feugiat est aliquet
sagittis porta. Suspendisse egestas efficitur dapibus. Pellen-
tesque mauris elit, vehicula quis lorem a, sollicitudin mollis
augue. Vivamus scelerisque ligula ut urna tincidunt, nec phare-
tra leo tempor. Aliquam vestibulum, turpis non elementum
tristique, orci dolor efficitur velit, eget mollis nunc urna eget ip-
sum. Integer mattis tempus tortor, vel dapibus nisi efficitur id.
Integer ut dolor ullamcorper, bibendum neque ac, molestie ip-

sum. Aliquam efficitur eleifend tortor, sit amet molestie augue.

Suspendisse potenti

In quis dui in turpis vestibulum efficitur. Vivamus vitae
turpis quis magna finibus porta quis ac justo. Etiam eu tempor
lorem. Proin in quam sit amet nisl euismod volutpat at eget
ligula. Ut ut est urna. Cras sed vehicula lectus. Quisque accum-

san lectus sit amet lacus tristique lacinia. Fusce in enim arcu.
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In quis dui in turpis vestibulum efficitur. Vivamus vitae turpis
quis magna finibus porta quis ac justo. Etiam eu tempor lorem.
Proin in quam sit amet nisl euismod volutpat at eget ligula. Ut
ut est urna. Cras sed vehicula lectus. Quisque accumsan lectus

sit amet lacus tristique lacinia. Fusce in enim arcu.
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When empowering employee decision-
making, intent is everything
Ron McFarland

I n Japanese business discussions, one term appears again
and again: "gemba." Over many years living and working for
Japanese companies, I've probably heard the phrase "gemba de
kimeru" a million times. Basically, it means that issues must be
solved and decided on the front-line, where the problems and/or
opportunities are. Popular thinking holds that people can work
with their peers to solve problems. In Japan, however, problems
with this thinking can develop.

Here, top managers often don't want to "stick out." They
don't want to assume too much responsibility. So they pass deci-
sion-making "down" to front-line people, essentially removing
themselves from the decision-making picture. They don't grant
front-line employees decision-making power in order to em-
power them. They do it to avoid responsibility for failures.

As Jim Whitehurst says in The Open Organization, grant-
ing front-line employees more autonomy is a way of driving
innovation—not avoiding culpability. Jim describes the ways
Western managers struggle with the issue of autonomy (they
fear letting their staff make decisions, as they think that by do-
ing so they'll lose organizational power), but they miss this
critical intercultural difference. (Interestingly, if managers stay

involved in supporting roles and believe that front-line people
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can make decisions on their own, they can actually become
more powerful. But that's another article.)

Managers should stay involved in critical decision-making,
even as they grant their front-line employees a bigger voice in
decisions. But their role needs to change. As Whitehurst says in
The Open Organization, they need to facilitate, not delegate.
That's a critical distinction that my time in Japan has taught me.

It's also shown me one source of this problem—as well as
a few paths to fixing it.

In need of meritocracy

When managers ask their staff to make decisions, then di-
vest completely from the decision-making process, they can
actually reveal their own weaknesses. I've seen engineers trans-
ferred to high level, personnel-related department positions, for
example. These transfers were not based on ability or experi-
ence, but simply on title and the number of years of experience
they had in the company. Promoted candidates unfortunately
tend to lack managerial skills and sensibilities (after all, they
were trained as engineers). So to make sure the department is
functional, these newly-minted managers have to rely heavily on
their staff. We in the department were shocked by this, and
prayed that incoming managers wouldn't weaken our depart-
ments too greatly.

Interestingly, however, I've seen some success in this un-
comfortable working environment. Quite simply, the manager
announced he didn't feel he was fully qualified for the position,
and that he would need all the staff's support to be successful,
particularly from those who have been in the department for
many years. Admitting one's limits actually helps build engage-

ment.
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Peer projects can begin at parties

Japanese company parties always feature an emcee, who
announces the start of the party. Imagine a party to welcome the
unqualified boss I mentioned above. Typically, people are sitting
around a large table, and initially there is only one discussion
going on (one the emcee controls). The emcee welcomes every-
one and asks someone to give a toast ("kanpai") to begin the
boss's welcome party. From that point on, people start eating
and drinking. Then the emcee asks everyone to introduce them-
selves, both to the whole group and to the boss, and to mention
some of the things they're working on. After all participants
have introduced themselves, the new boss speaks.

In my experience, the unsuccessful inexperienced bosses
announce how they'd like to improve the department. The best
unqualified managers simply present their career highlights,
then mention that they're looking forward to getting to know
and working with everyone. When general conversation re-
sumes, the new manager actually moves around the room,
pouring beer in each associate's glass, offering an individual
greeting. At that time, the manager asks about each member's
most urgent concerns with the intent of finding a way to gen-
uinely understand them. Armed with what they've learned at
these parties, these inexperienced (but smart) managers begin
finding ways they can be helpful. Rather than just announce a
plan to make changes, they spend time trying to understand
what their employees need to have changed.

With the right introductions, questioning, and ideation,
critical peer projects can begin during those parties, whether
through the boss's introductions or close colleagues just kicking
ideas around. These type of parties are not just for new employ-
ees (or new bosses). Many Japanese companies have these

parties with subsidiaries, vendors, and customers with the same

52



Organize for Innovation

goal. They really generate front-line projects to explore partner-

ships as well.

Meetings in the bars at night

But occasionally official company parties are not the best
environments for speaking freely and openly, particularly re-
garding uncomfortable issues. On some delicate subjects, I have
been more successful holding peer-to-peer, open discussions af-
ter those parties.

I ask a few attendees to grab a beer or two at a yakitori
restaurant after the party. The people I select for these meetings
usually demonstrate the desire to make improvements (as op-
posed to those wanting to maintain the status quo). I also select
people that take pride in their work, will be accountable for per-
formance, and have proven they've got the skills to introduce
important changes. With that environment and small group size,
those discussions have been very successful for me, and I think
that environment is the best venue for creative open discussions

throughout Japan.

Finding a balance

Whether you're putting together peers at a formal busi-
ness meeting, at an official boss's welcome party, or in a bar, I
can't stress enough the importance of balancing the four criteria
Whitehurst explains in The Open Organization:
1. Encouraging members to speak freely and honestly
2. Encouraging members be courageous enough to be dif-
ferent
3. Selecting members committed to achievement
4. Selecting members with the willingness to be account-
able for whatever is decided
This is how to catalyze front-line engagement—by staying

involved in decision-making, not by skirting it.
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Ron McFarland has been working in Japan for 40 years, and he's
spent more than 30 of them in international sales, sales man-
agement training, and expanding sales worldwide. He's worked
in or been to more than 80 countries. Over the past 14 years,
Ron has established distributors in the United States and
throughout Europe for a Tokyo-headquartered, Japanese hard-
ware cutting tool manufacturer.
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The Tao of project management
Allison Matlack

T he Tao Te Ching’, believed to have been written® by the
sage Lao Tzu® in the 6th century BCE, is among the most
widely translated texts in existence. It has inspired everything
from religions to funny movies about dating, and authors have
used it as a metaphor to explain all kinds of things (even pro-
gramming).

This text is what immediately comes to my mind when
thinking about project management in open organizations.

That might sound strange. But to understand where I'm
coming from, you should start by reading The Open Organiza-
tion: Igniting Passion and Performance, Red Hat president and
CEO Jim Whitehurst's manifesto on corporate culture and the
new leadership paradigm. In this book, Jim (with a little help
from other Red Hatters) explains the difference between con-
ventional organizations (a "top-down" approach, with decisions
coming down from central command to employees motivated by
promotion and pay) and open organizations (a bottom-up ap-
proach, with leaders focused on inspiring purpose and passion

so employees are empowered to be and do their best).

7  http://acc6.its.brooklyn.cuny.edu/%7Ephalsall/texts/taote-v3.html
8 https://en.wikipedia.org/wiki/Tao Te Ching

9  http://plato.stanford.edu/entries/laozi/
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This concept—that employees in open organizations are
motivated by passion, purpose, and engagement—plays directly
into where I think project managers should focus.

And to explain, I'll return to the Tao Te Ching.

Don't let your job title define you

The tao that can be told

is not the eternal Tao

The name that can be named
is not the eternal Name.

The unnameable is the eternally real.
Naming is the origin
of all particular things.'®

What exactly is project management? And what does a
project manager do?

As you might expect, part of being a project manager is
managing projects: gathering requirements, managing stake-
holder communication, setting priority, scheduling tasks,
helping the team resolve blockers. Many institutions!' can teach
you how to manage projects very well, and these are good skills
to have.

However, literally managing projects is only part of what
project managers in open organizations do. These organizations
require something more: Courage. If you're good at managing
projects (or if you're good at any job, really), then you can start
to feel safe in your routine. That's when you know you need to
find the courage to take a risk.

10 http://acc6.its.brooklyn.cuny.edu/%7Ephalsall/texts/taote-v3.html#1

11 http://www.pmi.org/certification/project-management-professional-
pmp.aspx
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Do you have the courage to step outside of your comfort
zone? The courage to ask important people challenging ques-
tions that might raise eyebrows, but that might also uncover a
better way forward? The courage to identify the next thing that
needs to be done—then the courage to go and do it? The
courage to call out communication gaps and take initiative to fix
them? The courage to try things? The courage to fail?

The opening passage of the Tao Te Ching (which I cited
above) suggests that words, labels, and names are limiting. That
includes job titles. In open organizations, project managers
don't just perform the rote tasks required to manage projects.
They help teams accomplish the organization's mission, however
defined.

Connect the right people

We join spokes together in a wheel,
but it is the center hole

that makes the wagon move.!?

One of the most difficult lessons I had to learn as I transi-
tioned into project management was that not having all the
answers was perfectly acceptable, even expected. That was new
for me. I like having all the answers. But as a project manager,
my role is more about connecting people—so the ones who do
have the answers can collaborate efficiently.

This does not mean dodging responsibility or ownership.
This means being comfortable saying, "I don't know, but I will
find out for you," and closing that loop as quickly as possible.

Picture a wagon wheel. Without the stability and direction
provided by the center hole, the spokes would fall and the wheel

12 http://acc6.its.brooklyn.cuny.edu/%7Ephalsall/texts/taote-
v3.html#11
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collapse in on itself. Project managers in an open organization
can help a team maintain forward momentum by bringing the

right people together and cultivating the right discussions.
Trust your team

When the Master governs, the people
are hardly aware that he exists.

Next best is a leader who is loved.
Next, one who is feared.

The worst is one who is despised.

If you don't trust the people,
you make them untrustworthy.

The Master doesn't talk, he acts.
When his work is done,

the people say, "Amazing:

we did it, all by ourselves!"!?

Rebecca Fernandez' once told me that what differentiates
leaders in open organizations is not the trust people have in
them, but the trust they have in other people.

Open organizations do a great job hiring smart people
who are passionate about what their companies are doing. In or-
der for them to do their best work, we have to give them what
they need and then get out of their way.

Here, I think the above passage from the Tao Te Ching
speaks for itself.

13 http://acc6.its.brooklyn.cuny.edu/%7Ephalsall/texts/taote-
v3.html#17

14 https://opensource.com/users/rebecca
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Be effortless

The Master does nothing
yet he leaves nothing undone.
The ordinary man is always doing things,

yet many more are left to be done.?

Do you know the type of person who is always extremely
busy? The one who seems frazzled and stressed with too many
things to do?

Don't be that person.

I know that's easier said than done. The thing that most
helps me keep from being that person is remembering that we
are all extremely busy. I don't have a single co-worker who is
bored.

But someone needs to be the calm in the middle of the
storm. Someone needs to be the person who reassures the team
that everything is going to be okay, that we'll find a way to get
things done within the parameters dictated by reality and the
number of business hours in a day (because that's the truth, and
we have to).

Be that person.

What this passage of the Tao Te Ching says to me is that
the person who's always talking about what she or he is doing
has no time to actually do those things. If you can make your job
seem effortless to those around you, then you're doing your job
right.

15 http://acc6.its.brooklyn.cuny.edu/%7Ephalsall/texts/taote-
v3.html#38
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Be a culture coach

When a superior man hears of the Tao,
he immediately begins to embody it.
When an average man hears of the Tao,
he half believes it, half doubts it.

When a foolish man hears of the Tao,
he laughs out loud.

If he didn't laugh,

it wouldn't be the Tao.'®

Last fall, T enrolled an MBA business ethics class with a
bunch of federal employees. When I started describing my com-
pany's culture, values, and ethics framework, I got the direct
impression that both my classmates and my professor thought I
was a naive young lady with a lot of lovely daydreams'’ about
how companies should run. They told me things couldn't possi-
bly be as they seemed. They said I should investigate further.

So Idid.

And here's what I found: Things are exactly as they seem.

In open organizations, culture matters. Maintaining that
culture as an organization grows makes it possible to wake up
and look forward to going to work in the morning. I (and other
members of open organizations) don't want to "work to live," as
my classmates described it. I need to feel a passion and pur-
pose, to understand how the work I do on a daily basis directly
contributes to something I believe in.

16 http://acc6.its.brooklyn.cuny.edu/%7Ephalsall/texts/taote-
v3.html#41

17 https://opensource.com/open-organization/15/9/reflections-open-
organization-starry-eyed-dreamer
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As a project manager, you might think that your job has
nothing to do with cultivating your company's culture on your
team. However, it's your job to embody it.

Kaizen

In pursuit of knowledge,

every day something is added.

In the practice of the Tao,

every day something is dropped.

Less and less do you need to force things,

until finally you arrive at non-action. When nothing
is done,

nothing is left undone.*®

The general field of project management is too focused on
the latest and greatest tools. But the answer to the question of
which tool you should use is always the same: "the simplest."

For example, I keep my running to-do list in a text file on
my desktop because it serves its purpose without unnecessary
distractions. Whatever tools, processes, and procedures you in-
troduce to a team should increase efficiency and remove
obstacles, not introduce additional complexity. So instead of fo-
cusing on the tools, focus on the problem(s) you're using those
tools to solve.

My favorite part of being a project manager in an Agile
world is having the freedom to throw out what doesn't work.
This is related to the concept of kaizen'®, or "continuous im-

provement." Don't be afraid to try and fail. Failing is the label

18 http://acc6.its.brooklyn.cuny.edu/%7Ephalsall/texts/taote-
v3.html#48

19 https://www.kaizen.com/about-us/definition-of-kaizen.html
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we've put on the process of learning what works and what
doesn't. But it's the only way to improve.

The best processes arise organically. As a project man-
ager, you can help your team by supporting them and not trying

to force them into anything.
Practice

Some say that my teaching is nonsense.

Others call it lofty but impractical.

But to those who have looked inside themselves,
this nonsense makes perfect sense.

And to those who put it into practice,

this loftiness has roots that go deep.?°

I believe in what open organizations are doing. What open
organizations are doing for the field of management is almost as
important as the actual products and services they offer. We
have an opportunity to lead by example, to inspire passion and
purpose in others, to create working environments that inspire
and empower.

I encourage you to find ways to incorporate some of these
ideas into your own projects and teams to see what happens.
Learn about your organization's mission and how your projects
contribute to it. Have courage, expect to try some things that
won't work, and don't forget to share the lessons you learn with

our community so we can continue to improve.

Allison Matlack is a project manager leading case management
teams at Red Hat. Previously, she was the content editor/man-
ager for the Red Hat Customer Portal for more than three years.

20 http://acc6.its.brooklyn.cuny.edu/%7Ephalsall/texts/taote-
v3.html#67
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L orem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem.
Proin interdum volutpat feugiat. Aenean a velit ac eros hendrerit
imperdiet. Pellentesque ultricies tellus in est gravida consecte-
tur. Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Lorem ipsum dolor sit amet, consectetur adipiscing elit.
Nunc orci mi, pharetra nec quam at, blandit lobortis sem. Proin
interdum volutpat feugiat. Aenean a velit ac eros hendrerit im-
perdiet. Pellentesque ultricies tellus in est gravida consectetur.
Proin dignissim consequat porta. Nulla eget dapibus odio, in
blandit nunc. Donec eu nulla nec mi imperdiet gravida in id ip-
sum. Mauris dolor lorem, sollicitudin at consectetur non, mollis
vitae urna. Duis tempus augue consequat eros malesuada vehic-
ula. Suspendisse potenti.

Pellentesque vestibulum, lacus a ornare lacinia, justo sem
pharetra metus, et ullamcorper nibh metus eu sem. Phasellus
sed nunc eget metus auctor aliquam. Vestibulum ante ipsum
primis in faucibus orci luctus et ultrices posuere cubilia Curae;

Duis vehicula fermentum sollicitudin. Vestibulum laoreet mo-
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lestie finibus. Sed eu leo massa. Donec justo felis, pulvinar sit

amet est et, luctus rutrum nibh.

Suspendisse potenti

Vestibulum vel mi dapibus, hendrerit urna ut, mattis orci.
Nam auctor neque nibh, sit amet bibendum sem finibus et.
Morbi egestas arcu nec lobortis efficitur. Nulla in orci libero. In
at tellus nisi. Quisque tempor metus eget felis porta, sit amet
dictum libero fermentum. Morbi pulvinar ultrices urna, at ali-
quet est pulvinar et. Suspendisse euismod urna ut lacus viverra
auctor. Maecenas ac interdum erat. Nunc consectetur
scelerisque varius. Integer posuere turpis in felis aliquet,
dapibus efficitur enim venenatis. Praesent vehicula scelerisque
sem, nec lobortis nisl convallis sit amet. Donec at elit nibh.

Cras luctus, ligula et placerat imperdiet, sem nisi egestas
magna, ac aliquet odio tortor eu felis. Aenean feugiat est aliquet
sagittis porta. Suspendisse egestas efficitur dapibus. Pellen-
tesque mauris elit, vehicula quis lorem a, sollicitudin mollis
augue. Vivamus scelerisque ligula ut urna tincidunt, nec phare-
tra leo tempor. Aliquam vestibulum, turpis non elementum
tristique, orci dolor efficitur velit, eget mollis nunc urna eget ip-
sum. Integer mattis tempus tortor, vel dapibus nisi efficitur id.
Integer ut dolor ullamcorper, bibendum neque ac, molestie ip-

sum. Aliquam efficitur eleifend tortor, sit amet molestie augue.

Suspendisse potenti

In quis dui in turpis vestibulum efficitur. Vivamus vitae
turpis quis magna finibus porta quis ac justo. Etiam eu tempor
lorem. Proin in quam sit amet nisl euismod volutpat at eget
ligula. Ut ut est urna. Cras sed vehicula lectus. Quisque accum-

san lectus sit amet lacus tristique lacinia. Fusce in enim arcu.
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In quis dui in turpis vestibulum efficitur. Vivamus vitae turpis
quis magna finibus porta quis ac justo. Etiam eu tempor lorem.
Proin in quam sit amet nisl euismod volutpat at eget ligula. Ut
ut est urna. Cras sed vehicula lectus. Quisque accumsan lectus

sit amet lacus tristique lacinia. Fusce in enim arcu.
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66



Organize for Innovation

lestie finibus. Sed eu leo massa. Donec justo felis, pulvinar sit

amet est et, luctus rutrum nibh.

Suspendisse potenti

Vestibulum vel mi dapibus, hendrerit urna ut, mattis orci.
Nam auctor neque nibh, sit amet bibendum sem finibus et.
Morbi egestas arcu nec lobortis efficitur. Nulla in orci libero. In
at tellus nisi. Quisque tempor metus eget felis porta, sit amet
dictum libero fermentum. Morbi pulvinar ultrices urna, at ali-
quet est pulvinar et. Suspendisse euismod urna ut lacus viverra
auctor. Maecenas ac interdum erat. Nunc consectetur
scelerisque varius. Integer posuere turpis in felis aliquet,
dapibus efficitur enim venenatis. Praesent vehicula scelerisque
sem, nec lobortis nisl convallis sit amet. Donec at elit nibh.

Cras luctus, ligula et placerat imperdiet, sem nisi egestas
magna, ac aliquet odio tortor eu felis. Aenean feugiat est aliquet
sagittis porta. Suspendisse egestas efficitur dapibus. Pellen-
tesque mauris elit, vehicula quis lorem a, sollicitudin mollis
augue. Vivamus scelerisque ligula ut urna tincidunt, nec phare-
tra leo tempor. Aliquam vestibulum, turpis non elementum
tristique, orci dolor efficitur velit, eget mollis nunc urna eget ip-
sum. Integer mattis tempus tortor, vel dapibus nisi efficitur id.
Integer ut dolor ullamcorper, bibendum neque ac, molestie ip-

sum. Aliquam efficitur eleifend tortor, sit amet molestie augue.

Suspendisse potenti

In quis dui in turpis vestibulum efficitur. Vivamus vitae
turpis quis magna finibus porta quis ac justo. Etiam eu tempor
lorem. Proin in quam sit amet nisl euismod volutpat at eget
ligula. Ut ut est urna. Cras sed vehicula lectus. Quisque accum-

san lectus sit amet lacus tristique lacinia. Fusce in enim arcu.
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In quis dui in turpis vestibulum efficitur. Vivamus vitae turpis
quis magna finibus porta quis ac justo. Etiam eu tempor lorem.
Proin in quam sit amet nisl euismod volutpat at eget ligula. Ut
ut est urna. Cras sed vehicula lectus. Quisque accumsan lectus

sit amet lacus tristique lacinia. Fusce in enim arcu.
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Nam auctor neque

Vestibulum vel mi dapibus, hendrerit urna ut, mattis orci.
Nam auctor neque nibh, sit amet bibendum sem finibus et.
Morbi egestas arcu nec lobortis efficitur. Nulla in orci libero. In
at tellus nisi. Quisque tempor metus eget felis porta, sit amet
dictum libero fermentum. Morbi pulvinar ultrices urna, at ali-
quet est pulvinar et. Suspendisse euismod urna ut lacus viverra
auctor. Maecenas ac interdum erat. Nunc consectetur
scelerisque varius. Integer posuere turpis in felis aliquet,
dapibus efficitur enim venenatis. Praesent vehicula scelerisque

sem, nec lobortis nisl convallis sit amet. Donec at elit nibh.
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Additional resources

The book series

Continue reading about the future of work, management,
and leadership in the Open Organization book series. Get
started at opensource.com/open-organization/resources/book-se-

ries.

The newsletter
Get open organization stories sent directly to your inbox.
Visit opensource.com/open-organization/resources/newsletter to

sign up.

The discussion list

Our community of writers, practitioners, and ambassadors
regularly exchange resources and discuss the themes of this
book. Chime in at www.redhat.com/mailman/listinfo/openorg-
list.
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Get involved

Share this book

We've licensed this book with a Creative Commons li-
cense, so you're free to share a copy with anyone who might
benefit from learning more about the ways open source values
are changing organizations today. See the copyright statement

for more detail.

Tell your story

Every week, Opensource.com publishes stories about the
ways open principles are changing the way we work, manage,
and lead. You can read them at opensource.com/open-organiza-
tion. Do you have a story to tell? Please consider submitting it to
us at opensource.com/story.

Join the community

Are you passionate about using open source ideas to en-
hance organizational life? You might be eligible for the Open
Organization Ambassadors program (read more at opensource.-
com/resources/open-organization-ambassadors-program). Share
your knowledge and your experience—and join us at github.com/

open-organization-ambassadors.
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