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GENERAL DESCRIPTION OF BOOK

This book is about change that results from leadership, how leaders can transform individuals into cohesive teams, how leaders capture the imagination and entice people to dream new dreams.  It is about how excellence is infectious.  Deep Change assumes that one person can change the larger system or organization in which he or she exists.  It asserts that “We are all potential change agents.”

Quinn states that “We are all affected by technical competence or political acumen, but we are more deeply influenced by moral power.”  The book delves into the concept in detail.

Part One defines deep change.  Part Two focuses on confronting the deep change dilemma or “facing slow death.”  Part Three suggests that an internally driven leader views the world differently from others.  Part Four focuses on vision, risk, and the creation of excellence.

BY THE NUMBERS

PART ONE: Deep Change or Slow Death

Chapter 1: Walking Naked into the Land of Uncertainty

Quinn postulates that “when most of us talk about change, we typically mean incremental change.”  This type of change usually doesn’t interrupt past patterns, but builds on the past.  During incremental change, we feel in control.  Deep change is about a different type of change, one that requires new ways of thinking and behaving.  Deep change breaks from the past, is major in scope, and is generally irreversible.  Deep change means surrendering control, and taking risks.

Quinn states that a widely-held view is that to remain competitive in today’s global market, an organization must undergo frequent deep change.  By extension, this means that the people within the organization must undergo deep change, also.  He notes that this isn’t easy for organizations or people, and that it can be traumatic on both levels.  His key point: we must learn “the paradoxical lesson that we can change the world only by changing ourselves”.  He says this isn’t “just a cute abstraction; it is an elusive key to effective performance in all aspects of life.”

From a psychological point of view, Quinn notes that perhaps the most difficult thing to comprehend about deep change is that it has to do with our relationships with others.  Usually, we think others need to change, not us.  Directing others to change usually doesn’t lead to results we desire – in fact, such direction usually fails utterly.  Quinn states that the path to excellence never lies within boxes drawn in the past, that risk is inherent in such changes, and that the change must start within ourselves.  The title of this chapter is about taking that risky step into the land of uncertainty, armed only with what is inside us.  If confident within ourselves, we are more likely to take the risks that can lead to deep change and excellence.  By taking this step, Quinn says we have the opportunity to “forget what we know and discover what we need.”

Chapter 2: Confronting the Deep Change or Slow Death Dilemma

“Maintaining faith, courage, and energy in today’s fiercely competitive world is not easy.”  Accepting the status quo is the easy path – but leads to slow death.  Not to change is not an option, if the organization is to live/thrive.  Quinn says that slow death has four characteristics:


- Pervasiveness: the choice can be made any time, anywhere, at any level


- Violation of Trust: need for change is known at high levels, but action is not taken


- Thirst for Vision: by the rank and file, even mid-level managers


- Burnout: especially by leaders.  They have no energy left to undertake another fight.



> Quinn says that personal deep change is required to reenergize them

Three strategies for confronting slow death at the personal level are identified:


- Peace and Play: become one of the “walking dead” and “don’t rock the boat”



> Rightly note that the organization is dying, but don’t realize they are, too



> Wait for the inevitable; avoid confronting the need for change



> Pessimism and despair permeate their atmosphere


- Active Exit: manage one’s stress, then bail out at the best time



> Primarily self-oriented; doesn’t help others or the organization



> If person is part of a potential change solution, kills organization quicker



> May find the grass is browner on the other side, not greener


- Deep Change: the toughest strategy to implement



> Risky; takes courage and commitment



> Requires encouragement, help, and support of others

For Quinn, Deep Change is the only viable choice.  

PART TWO: Personal Change

Chapter 3: The Fear of Change

Change is scary.  Asking the rank and file to change – especially asking them to undergo deep change – generates fear within them.  Telling them to change, coercing them, having checklists and the like are prescriptions for failure.  This approach just doesn’t work.  The best way to fight the fear and to implement change is for leaders to embrace the change – publicly and visibly – and to undergo the same change themselves.  Lead by example; lead from the front.

Chapter 4: The Heroic Journey

Citing others, Quinn states “We are energized when we are learning and progressing.”  Why would we ever stop?  He says “there are times when we lose our sense of self and our inaction causes us to stagnate.”  Our courage or commitment fails us.  For whatever reason, we continue down the familiar path, even knowing that change is required.  The title of this chapter refers to having the courage to commit to personal change, to start down the path that leads to our own deep change.  Quinn equates this journey to a set of decisions we make: taking the risk to leave a safe, known, and desirable place for a new opportunity; taking the risk of losing one’s job rather than follow an unethical directive; deciding that change is preferable to slow death. 

Chapter 5: Finding Vitality

Quinn begins this chapter by examining things that sap vitality.  In particular, he discusses impossible objectives accompanied by immense pressure to produce, leading to unethical behavior and denial of the same.  The example he uses is the U.S. Army, Viet Nam, and inflated body counts.  

Quinn then moves to the organizational world, more typical for each of us.  He examines an up and coming executive who takes on a new job.  The executive throws every bit of energy into the job and does really well.  More work, better results, more success leads to ... more work.  Somewhere along the line, the law of diminishing returns begins to take its toll.  Energy falls off, then performance, then success.  The only things that increase in this scenario are frustration and tiredness.  It’s a downward spiral.

What does Quinn suggest?  Monitoring our own vitality levels.  If we sense a drop in vitality, there should be a warning cymbal clanging in our heads.  Look for the cause.  Look to see if change – what we’re doing or how we’re doing it – is required.  If so, change.  Don’t rigidly adhere to the “work harder” conundrum.

Chapter 6: Breaking the Logic of Task Pursuit

Quinn says that in pursuing a new task, most of us tend to use what has worked in the past for similar tasks.  We use the map we have in our pocket to find our way once again.  Sounds logical.  The danger, he says, is that the map might be of limited value in new territory.  “In a new situation, if we cling to our old map, we might become deeply frustrated.”  When this occurs, he asserts that “we often become trapped in the logic of task pursuit” (emphasis original).

“An organization is a collective entity for accomplishing specific tasks.  Every organization has a group of systems ... In an environment of constant change, each of these systems ... tends to wear down.  Alignment within and between the systems is lost ... We find ourselves working harder than ever, yet we benefit less and less from our efforts ...we look for someone to blame ...The real problem [is that] the underlying organizational systems have shifted out of alignment ...”


- See also, The Power of Alignment (Labobitz and Rosansky, 1997)

So, how does one break this “logic of task pursuit?”  Quinn relates a story on pages 62 – 63.  I suggest reading the entire passage, but if you don’t have time, here are four steps:


- Get away.  Go somewhere with no tasks to do, somewhere to contemplate.


- Think about past happiness


- Reflect on the deep structure of the present


- Align your motives, conscience, and capabilities

Chapter 7: A New Perspective

A new perspective can change the entire way we view our world or situation.  However, enlarging our perspective is difficult.  Barriers exist, and must be overcome.  First, past successes have etched a “success map” on our brains.  We know that the world is constantly changing; yet, we tend to remain the same – that is, hold the same beliefs, exhibit the same basic behavior patterns – follow the old map.  If the world is changing, and our present ways of dealing with it are proving inadequate, doesn’t it make sense to change?  Yes, but it’s hard.  Sometimes, only great personal pain can make us discard the old map for a new one.  If the discomfort is great enough, we finally accept that we must change, whether we want to or not.  Wouldn’t embracing the change, earlier, be simpler – and better?  

Chapter 8: Confronting the Integrity Gap

“The very sense of being stuck ... ‘between a rock and a hard place’ ... should be taken as a sign to listen more carefully for other voices.”  Integrity is tied to one’s capacity to perform in uncertain situations.  It provides a foundation-level confidence that you not only can do things right, but you know which things are right to do in the first place.  Integrity is self-empowering.

Buried deep within this book on deep change is its key.  On page 78, Quinn says: “Ultimately, deep change ... is a spiritual process ... To thwart our defense mechanisms and bypass slow death, we must confront first our own hypocrisy and cowardice.  We must recognize the lies we have been telling ourselves.  We must acknowledge our own weaknesses, greed, insensitivity, and lack of vision and courage.  If we do so, we begin to understand the clear need for a course correction, and we slowly begin to reinvent ourselves.”  

He goes on to say “The hero finds strength, power, vitality, and energy in change.  In experiencing deep change, our selfishness dies.  Discipline and sensitivity are melded into one element and become our foundation.  With this foundation, we have a new ability and unconditional confidence to influence others.  We become aligned and revitalized because we are committed to the truth.  We find the vision to empower both ourselves and our community ...”

I wonder if the reader would have bought – or read – the book if hit with this statement at the outset.  That might be too much change, too quickly ...

Chapter 9: Build the Bridge as You Walk on It

“Organizational and personal growth seldom follow a linear plan.”  Just because we have a vision doesn’t mean we have a plan; even if we have a plan, it probably isn’t an exact map.  We may know where we want to go, but not exactly how to get there.  Regardless, one never gets anywhere without taking the first step, then the next one, etc.  In Quinn’s words, “Once we have our sense of direction, we need to get organized, pack our gear, get motivated, and move on out.”  

It is particularly important for leaders to “move out.”  The fact that the leader believes in their vision enough to get moving is what signals others that the vision is worth following.  A leaders’ movement says they have the integrity to seek the vision along with the followers.  Not used in the book, but a story that comes to mind, is Moses: he didn’t send his followers into the desert after a vision, he led them.  

PART THREE: Changing the Organization

Chapter 10: Denying the Need for Change
“An organization is a coalition of coalitions ... Behind [the] public goals ... reside operative goals that often override the espoused public goals ... The operative goals are usually congruent with the interests of the dominant coalition.”  The dominant coalition is seldom interested in change.  Thus, change often is driven from outside.  Quinn does not provide suggestions on how to combat this condition, leaving the reader to come up with innovative strategies based on their own needs and situations.

Chapter 11: Finding the Source of the Trouble

Logic and culture often collide.  In such cases, culture usually wins.  For example, a company must cut back.  The CEO, realizing that the same amount of work done by fewer people will result in burnout, says to eliminate unnecessary work.  Everyone agrees.  A year later, people are burned out.  Why?  The corporate culture has expectations – of reports, of products, etc. – regardless of what the CEO said.  Quinn calls this “the influence of the implicit” and says that the implicit inhibits change.  In other words, the “system” didn’t change, even when the CEO said it had to.  The system has a life of its own, and changing it is very hard.  Quinn points to processes, procedures, and practices – all the usual suspects.  He notes that hierarchies exacerbate the problem.

He then notes that sometimes, problems get so bad that change is attempted – but fails.  Why?  He states that “Deep change requires an evaluation of the ideologies behind the organizational culture ... [ a process that] happens only when someone cares enough to exercise the courage to uncover the issues no one dares to recognize or confront.”  This ties directly to the integrity issues of Chapter 8.  Also see Chapter 20.

Chapter 12: When Success Is the Engine of Failure

Page 102 provides a vignette of an engineer’s career upon reaching middle management.  Success has been regular in the past.  Now, “everything was political” and negative feedback on performance was being received.  What was happening?  Quinn asserts that the engineer’s old map – based on technical models and hard-edged strategies – was no longer working.  The terrain had changed and the map was no longer a good guide, to use the analogy from an earlier chapter.

What did the engineer learn?  Basically, that there “were other realities” besides the technical reality.  That, at this level, perception counts.  That connections count.  That change occurs more rapidly at higher levels.  That the outside world impacts you.  That things are more complex.  That patience is required.  That solo work doesn’t work at this level.  These realities are all part of the new terrain.  And the engineer learned to change or fail.

Quinn presents a chart on page 111 that details the differences between the technical paradigm and the managerial paradigm.  It is not just a rehash of other texts, and is worth examining.  

Chapter 13: The Tyranny of Competence

All supervisors and managers have heard this story before, although they may have learned it by different names.  What Quinn is talking about is the individual who does one thing uniquely and so well, they can’t be spared to work on anything else – including moving up.  They’re trapped.  But this person usually has dug their own hole.  In fact, they act in ways to perpetuate the condition.  Specifically, they are often heard to complain that the “only thing that should matter around here is technical competence.”  It’s their paradigm.  Often, these people feel persecuted for doing their job – well.  The rub: the definition of “their job.”  These folks tend to think of the job as having only a technical component, and often disregard the personal/political side, to their detriment.  The job includes all aspects, not just the technical aspect.  Others with better people and communication skills often pass them on the ladder.

Some managers pride themselves on hiring only the “best and brightest.”  While intelligence is good, and required, these people often don’t work well together as a team, and overall group performance suffers.  Quinn says that an organization cursed with widespread tyranny of competence is condemned to slow death.

Chapter 14: The Internally Driven Leader

Quinn discusses two change paradigms in this chapter: political transaction and transformation.  He argues that the former can bring change, but not deep change.  The latter brings deep change.  He builds on the technical paradigm of the last chapter, and includes a table of the three types on page 123.  Extracting the two paradigms of this chapter from the table contrasts the transactional paradigm (manager, per Quinn) and the transformational paradigm (leader, per Quinn):





Manager/transactional

Leader/transformational

First objective


Personal survival


Vision realization

Name of organization

Political system


Moral system

Source of power

Effective transactions


Core values

Source of credibility

Organizational position

Behavioral integrity

Orientation to authority
Responsive



Self-authorizing

Orientation to elite

Compromise



Complex confrontation

Orientation to planning
Rational-strategic


Action learning

Communication patterns
Conceptual



Symbolic

Strategic complexity

Complex



Highly complex

Behavior patterns

Conventional



Unconventional

Ease of understanding

Comprehensible


Nearly incomprehensible

Source of paradigm

Administrative socialization

Personal rebirth

Stressing his main point once again, Quinn states that transformational leaders transform their organization by transforming themselves.  They are willing to pursue their vision even if it costs them their job.  They pursue what they feel is right instead of what they think will be accepted.  They make lasting differences.

PART FOUR: Vision, Risk, and the Creation of Excellence

Chapter 15: Overcoming Resistance

Organizations seek equilibrium, not change.  This chapter looks at the change potential existent in middle management (editorial comment: what happens if e-business prognosticators are right and there is no middle management in the near future?).  Quinn identifies three barriers to middle-management initiatives:


- Bureaucratic culture: approval takes five “OKs”; denial takes one “no”



> Failure will be punished.  Success might be punished, too.


- Embedded conflicts: between functions, between peers, & with subordinates who resist


- Personal time constraints: today’s work is full-time, and more  

> Where does the time for something new come from?

Quinn next discusses the “Cycle of Empowerment” (Fig. 15.2, page 139) and typical middle management initiatives: management style changes, work unit changes (first and second order), and organization-reframing change, the most complex and with the most impact.  Quinn cites test results which show that middle managers (in a Ford Motor Company program) who scored highest on health, job satisfaction, and personal relationships were the ones who initiated organization-reframing changes.  Coincidentally, they were also the oldest group.  He suggests that these people had reached career peaks, but still had positive outlooks and a team ethic.  They had experience, the skills, and the desire to help the company. 

Chapter 16: From Manager to Leader

Quinn states that “The most potent lever for change is modeling the change process for other individuals.”  Walk the talk.  He shows a quad chart of the competing roles of leadership, reproduced here.






Quinn discusses the individual components of the graphic on pages 148 – 151.

Chapter 17: Why Risk Is Necessary

Organizations have rules and procedures for a reason.  Sometimes the reason is outmoded, and the rules or procedures need changed.  To remain vital, an organization must adapt its rules and procedures.  Having said that, such changes always carry a risk to those who push them.

Quinn says: “if you are not risking your job, then you are not doing your job.”  He cites a Ford executive’s experience as a young engineer, when tasked to perform an analysis to justify Henry Ford’s desire to build a new plant.  That data didn’t support the idea.  His boss told him to redo his analysis.  The conclusion was the same.  Five layers of management wouldn’t present the results to Mr. Ford – they had the young engineer present it by himself.  Ford asked many tough questions, but the engineer had the data and stood his ground.  Ford was not happy, but was convinced.  The engineer didn’t find out until many years later what Ford said after the meeting: “we need more [people] like that.”  Risk is necessary – but don’t be stupid.  Have the facts, and be prepared; do the right thing.

Chapter 18: The Transformational Cycle

Quinn says that, in his work, he often interacts with groups who identify themselves as “top management teams.”  While self-identified as such, he says that rarely do they perform as teams.  Instead, there is little cohesion, much self-interest, anger, insecurity, distrust, and continuous political posturing.  And their subordinates know it.  Thus, the organization views them as being insincere and lacking integrity.  They are viewed with contempt and cynicism.  They also receive little cooperation, especially when the subject is change.

Such changes do occur, so there obviously is a way to get from the current state to the preferred state.  What happens to enable such change?  Quinn states that someone must recognize that more is possible, someone must take the risk, and someone must lead the group towards the new collective goal.  The “someone” may be different for each piece of the previous sentence.  In all cases, transformation will require immense individual effort, communication, training, cooperation – and some luck along the way

Other dynamics Quinn identifies include pointing out that peak performance – true excellence – cannot be sustained indefinitely.  Also, peak performance in a new situation can’t be repeated by doing those things that worked in the past.  So how do we reach peak performance levels?  Quinn says that incremental improvements won’t work, only quantum changes – transformation, to use his word.  He says “At the gates [of peak performance] are two fearsome sentries – risk and learning.  The keys to entrance are faith and courage.”  He then goes on to discuss ...

The Transformational Cycle, which has four distinct phases: initiation, uncertainty, transformation, and routinization.  He states that excellence is something that happens as a part of this cycle.  Figure 18.1 on page 168 depicts the entire cycle.  It is reproduced here for understanding.  Circulation around the main circle is counter-clockwise.
















Chapter 19: Excellence Is a Form of Deviance

Quinn says that “Resistance does not subside when a group reaches excellence.  Excellence, by definition, requires continued deviance from the norm.”  Excellence takes effort.  Examining the Transformational Cycle of the last chapter, look at the lower left corner.  Once excellence is achieved (and recognized as such), “the system” works to routine-ize it, to make it the standard, the new norm.  Future excellence must meet a higher standard, and so on.  This takes work.

Finally, Quinn discusses the consequences of leadership, or “lonely is the head that wears the crown” as he puts it.  Few subordinates think about the pain suffered by those who dare to serve with both their heads and their hearts – the leaders.  Leadership is nothing like it appears to those who follow.

Chapter 20: Confronting the Undiscussable

This chapter discusses teamwork.  More importantly, it discusses teambuilding.  Things that build trust and things that tear it down.  An actual case study is used, along with diagnostic instruments and their results.  Quinn discusses “sacred cows, “ things that should be discussed, but usually aren’t (see also Sacred Cows Make the Best Burgers by Kriegel and Brandt, 1997).  He discusses why things are undiscussable, and the costs associated with leaving them off the table. He also identifies ways to bring them onto the table (page 191).  

Chapter 21: A Vision from Within

“Though vision statements are now common in most large organizations, vision is not.”  Quinn asserts, however, that generating a slogan that can be carried on a business card seldom satisfies the need for real vision.  To Quinn, vision statements are usually pretty bland.  A vision, by contrast, should create excitement, passion.  It should show people what is possible, and help them understand the visualized outcome.  It should be worthy and inspire people to do their best.  In Quinn’s words, it should encompass facts and values and touch the issues of “bread and salt.”

Pages 198 – 213 discuss ways to find such a vision within an organization.

Chapter 22: The Power of One

In this chapter, Quinn acknowledges the generally accepted theory of organization change – i.e., coming from the top down or outside in – as valid.  However, he asserts that his theory is equally valid – that organizational change can occur from the bottom up, from the inside out.  He cites an example of one person making a significant change in their organization.  His example is John Woolman, a Quaker living in the 1700s.  At that time Quakers owned slaves.  Woolman thought they shouldn’t.  Quakers were very rigid; Woolman worked from the bottom up, inside the group.  He used the power of questions and gentle persuasion.  By 1770, not one Quaker owned a slave.  One person can make a difference.

Chapter 23: The Power of Many

This chapter is about empowerment.  Sometimes, it’s about the lack of empowerment.  And it is about the different definitions people think of when they hear – or use – the word.  Some top managers think empowerment equals delegation.  Others think it is about creating stakeholders, and giving them the authority to make decisions – and sometimes, mistakes.  In both cases, trust is critical.  But both cases produce very different results.  Quinn says delegation is not empowerment.  He also says that most managers tend to use a double standard: they want to be empowered by their boss, but they don’t want to give that level of authority to their own subordinates.  Empowerment doesn’t work that way.  I have never seen a definition of the dimensions of empowerment as complete as Quinn supplies.  It originates from Gretchen Spreitzer from USC.  The four dimensions of empowerment she measured empirically are:


- A sense of meaning  

> Their work is important to them; they care about what they are doing.

- A sense of competence
> They feel confident about their ability to do the work


> They know they can perform

- A sense of self-determination
> They feel free to choose how to do the work

> They are not micro-managed

- A sense of impact
> They feel they have influence in their unit

> People listen to their ideas

Spreitzer’s research also identifies four organizational conditions that lead to an empowering environment:


- Clear vision and challenge


- Openness and teamwork


- Discipline and control


- Support and a sense of security

Quinn notes that the four conditions above led to an empowering environment, but not necessarily to empowerment.  The distinction is crucial.  Given the environment, empowerment occurs when people take the initiative – that is, we empower ourselves.  Quinn says, “Ultimately, each of us has exactly as much power as we really want.”
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