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Now, Heifetz, Linsky, and coauthor Alexander Grashow are taking the next step: The Practice of Adaptive Leadership is
a hands-on, practical guide containing stories, tools, diagrams, cases, and worksheets to help you develop your skills as
an adaptive leader, able to take people outside their comfort zones and assess and address the toughest.

The method involves using the actions and behaviors of individual participants as well as focusing on the
group of which they are members. Case-in-Point help leadership practitioners with two key components of
leadership development: Two Critical Distinctions According to Heifetz, the Adaptive Leadership framework
includes two critical distinctions that are central for understanding case-in-point: The first distinction clarifies
that having a position of authority does not mean that we exercise leadership. Heifetz reminds us that an expert
is not necessarily a leader: For many challenges in our lives, experts or authorities can solve our problems. We
look to doctors to make us healthy, mechanics to fix our cars. We give these people power, authorizing them
to find solutions. The problems may be complex, such as a broken arm or a broken carburetor, but experts
know exactly how to fix them. To determine whether we need to exercise authority or leadership, we need to
analyze the nature of the problem we face. That brings us to the second distinction: Rather than being
technical problems, many of the challenges we face today are adaptive. Heifetz and Linsky maintain: The
problems that require leadership are those that the experts cannot solve. We call these adaptive challenges.
The solutions lie not in technical answers, but rather in people themselves. The dietitian can recommend a
weight-loss program, but she cannot curb your love for chocolate chip cookies. Most people would rather have
the person in authority take the work off their shoulders, protect them from disorienting change, and meet
challenges on their behalf. But the real work of leadership usually involves giving the work back to the people
who must adapt, and mobilizing them to do so. The practice of leadership takes place in an authority structure.
In an adaptive challenge, the authority structureâ€”the people in chargeâ€”can contribute, but others must
participate as well. All people involved are part of the problem, and their shared ownership of that problem
becomes part of the solution itself. Reflecting on these two distinctions, it is easy to see how professors,
trainers, and consultants often end up treating the adaptive challenge of teaching as a technical problem, and
applying the power of expertise by telling people what to do. Professors, trainers, and consultants are paid for
teaching, not for facilitating learning in others. Many educators consider teaching a technical problem,
exercise authority rather than leadership, and deploy their power or personality to influence student learning.
In the process, they avoid conflict, demonstrate resolve and focus in their use of time, and provide decisive
and assertive answers to problems through authoritative knowledge built over many years. Learners in the
class find comfort in the predictability of the endeavor and by its inevitable output delivered according to the
plan. The cost of this collusion is the energy, engagement, effectiveness, and ultimately meaning of the
learning enterprise itself. The result is that people lose their ability to grow through experience, tolerate
ambiguity, and use sense-making skills. Case-in-point supports learning over teaching, struggle over
prescription, questions over answers, tension over comfort, and capacities and needs over deficiencies. It is
about embracing the willingness to be exposed and vulnerable, cultivating persistence in the face of inertial
pushbacks, and self-regulating in the face of challenge or open hostility. Because this is what leadership work
looks like in the real world. In the process, students and the facilitator learn to recognize their default
responses, identify productive and unproductive patterns of behavior, and test their stamina, resilience, and
readiness to change the system with others. Planning and Facilitating with Case-in-Point In case-in-point, a
facilitator must not take reactions toward him personally and must encourage the same in participants. This
may mean not taking offense for disrespectful behavior and later asking the person to reflect on how
productive his statements were. Ultimately, the role of the facilitator in case-in-point is to demonstrate the
theory in practice, by acting on the system in the class. Case-in-point uses the authority structure and the roles
in a class instructor, participants, stakeholders and the social expectations and norms of the system in this case,
the class to practice in real time the meaning of the key concepts of authority, leadership, adaptive challenge,
technical problems, factions, and so on. How does a facilitator plan a session where she uses case-in-point?
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For the facilitator, the implicit lesson plan turns into a labyrinth of many excitingâ€”albeit sometimes
overwhelmingâ€” possibilities. Questions are the currency of inquiry, and ultimately case-in-point involves
ongoing research into the art of leadership that benefits as more people join the conversation. Here a few
questions that I have used successfully: At the individual level: The facilitator might intervene to name or
observe patterns that develop between two or more participants. The facilitator might confront a faction or a
group with a theme emerging from the conversation, maybe after participants agree with or disagree on a
controversial statement. Can you articulate the purpose that you are pursuing? At the same time, we introduce
our students to an exciting realm of possibility, aspiration, and innovation beyond technique or theoretical
knowledge. Rules of Engagement Johnstone and Fern provide the following rules of engagement for
case-in-point facilitators: For example, create a one-page overview to leave on each table that clarifies all the
concepts of the class and includes bibliographical information. For example, establish a clear rule that
participants need to listen to each other and state their opinions as such rather than as facts. For example, set
up two different places in the roomâ€”one for case-in-point sessions and one for debriefsâ€”or announce
ahead of time which kind of event will follow. Acknowledge and use your own shortcomings by recognizing
mistakes and openly apologizing for errors. Ask people to consider their own reactions and thoughts as data
that clarifies what is going on in the room.
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Four Paths to Leadership Excellence. Solving systemic problems can be tough work, but the authors of The Practice of
Adaptive Leadership: Tools and Tactics for Changing Your Organization and the World understand what it takes to
empower leaders to do it.

He also coauthored the bestselling book Leadership on the Line: His most recent book, The Practice of
Adaptive Leadership: A sequel to "Leadership On The Line," it provides a more hands-on approach to
identifying personal and organizational practices related to mobilizing organizations around adaptive
challenges. Formerly a Clinical Instructor in Psychiatry at Harvard Medical School , Heifetz works
extensively with leaders in government, nonprofits, and business. His consultations and seminars with
individuals, executive committees and leadership teams focus on the work of leaders in generating and
sustaining adaptive change across political boundaries, operating units, product divisions, and functions in
politics, government agencies and international businesses. In the book, "Leadership Can Be Taught," Sharon
Daloz Parks writes about the processes and practice of Heifetz in his classroom teaching leadership to
upcoming leaders. CIP has four main distinctions: CIP focuses on bringing leadership to the forefront by
analyzing behaviors occurring within the classroom space. To date, a number of leadership educators at
universities and organizations across the nation, most notably the University of Minnesota, [5] University of
San Diego [6] as well as the Kansas Leadership Center, [7] utilize CIP practices in their work. Kennedy
School of Government. He is also a cellist and former student of Gregor Piatigorsky. The Practice of Adaptive
Leadership: Harvard Business Review Press, Leadership on the Line: Staying Alive through the Dangers of
Leading Chinese translation. Bardon-Chinese Media Agency, Manual de Supervivencia para Managers.
Staying Alive through the Dangers of Leading. Harvard Business School Press, I Skudlinjen, Hvordan man
overlever i Lederskabets Jungle. Leadership Without Easy Answers. Book Chapters Heifetz, Ronald A.
Visions, Strategies, and Practices for the New Era. Frances Hesselbein, Marshall Goldsmith. Sorenson, and
James MacGregor Burns. Academic Journals Heifetz, Ronald A. Kania, and Kramer, Mark R. Creating the
learning organization. Trade Journals Heifetz, Ronald A. Line up partners, position your enemies, and control
those on the fence-six lessons in being a leader.
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Heifetz, Linsky and Grashow in The Practices of Adaptive Leadership: Tools and Tactics for hanging Your Organiza-tion
and the World ask read-.

After reading you will understand the basics of this powerful leadership style. What is Adaptive Leadership?
Adaptive leadership is a practical leadership framework that helps individuals and organisations to adapt to
changing environments and effectively respond to recurring problems. First, the change itself needs to be
considered to subsequently take on challenges and respond to the change. Recurring problems Every
organisation is confronted with persistent, recurring problems. They often fall back on obvious solutions such
as applying new technologies, recruiting experts or improving communication processes. In most cases, this is
done in a hierarchical way with the top layer of management being responsible for finding the right solutions.
An adaptive challenge allows problems to be identified more accurately and involves the entire organisation in
the search for possible solutions. Adaptive Leadership can help when there are no easy solutions available.
Adaptive leaders learn to control the context through experiments. They cultivate a diversity of viewpoints in
order to generate a large number of options. It hinders the flow of information in companies, undermining
cooperation and unity between teams and departments. Adaptive Leadership has a number of advantages.
Every member of the organisation is involved and learns to understand the cause of a recurring problem. It
also leads to better understanding between all hierarchical layers and enables everyone to be open to
experiments and creating lasting changes. Four dimensions Adaptive leaders create conditions that enable
dynamic networks and environments to achieve common goals in an environment of uncertainty. Adaptive
Leadership focuses on four dimensions; navigating business environments â€” leading with empathy â€”
learning through self-correction and reflection â€” creating win-win solutions. Navigating business
environments Adaptive leaders should embrace uncertainty and encourage the organisation to look for new
approaches. Sticking to rules and procedures can actually be counter-productive. Learning from changes will
lead to the best solution. By developing different perspectives, you get a wide range of options. Employees are
encouraged to go beyond their traditional way of thinking and find creative solutions by thinking in
possibilities rather than in limitations. The Adaptive Leader will inspire the team and encourage them to apply
their best skills. Every member of the organisation is equally important. The role of the leader should therefore
go to the person or group most-suited to make a particular decision. Leading with empathy Adaptive leaders
create a group attitude instead of an atmosphere of divide and conquer. An adaptive leader will understand
alternative perspectives and ideas and be able to share them with others by looking at the organisation through
the eyes of others. They have the ability to respond with empathy, allowing them to influence co-workers,
competitors and other stakeholders. In addition, adaptive leaders will reward their employees with autonomy.
Learning through self-correction and reflection Adaptive leaders encourage experimentation. Of course some
experiments will fail, but those failures can serve as lessons for the future. Falling and getting back up teaches
us that many roads can lead to success. Adaptive leaders would do well though to offer their people the chance
to reflect on both successes and failures. By identifying mistakes and problems properly and in a timely
manner, they can be tracked down, filtered and decoded, giving the organisation a chance to respond to them.
All this information can then be included in the strategy. Adaptive leaders also allow decisions to be made at
lower levels in the organisation and minimise the number or organisational layers. Create win-win solutions
An adaptive leader values platforms for cooperation and builds on them. Technology even makes it possible to
involve suppliers and customers in complex issues such as product innovation and product changes. Adaptive
leaders do more than just focus on profit and revenue growth. Practical example Many regional broadcasters
are confronted with a strongly changing landscape; the media usage of their audiences is no longer limited to
radio and television, but has become much more interactive with a lot of emphasis on social media. As a rigid
organisation, a regional broadcasting company can continue focusing on radio and television programmes,
finding money for them and value old-fashioned measurements such as viewer-ship and listener-ship. Letting
go of Hierarchical Leadership and responding more adaptively to this changing environment, allows the board
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and editors to create a climate in which all employees recognise that their input is valued. Audience ideas and
opinions are also considered and the organisation can benefit from experimenting using this valuable
information and by focusing more on social media. Adaptive change Organisations who operate in an
unpredictable environment can benefit from Adaptive Leadership and its four dimensions. Not all
environments or challenges are equal, however. Just like different environments require different
organisational models, there are also different leadership styles to choose from. Over time, an organisation can
transition from one leadership style to another. It can, for instance, be smart to switch to a more experimental
style when a formerly stable industry is in upheaval. When it becomes stable again, going to an analytical can
be more appropriate. Adaptive leadership is deliberate, real-time evolution. Do you recognize the practical
explanation or do you have more additions? What are your success factors for good and flexible leadership?
Share your experience and knowledge in the comments box below. If you liked this article, then please
subscribe to our Free Newsletter for the latest posts on Management models and methods. More information
Heifetz, R. The practice of adaptive leadership: Tools and tactics for changing your organization and the
world. Embracing paradox and uncertainty. Applying adaptive leadership to successful change initiatives in
academia. Why flexible and adaptive leadership is essential. Practice and Research , 62 2 , How to cite this
article: Retrieved [insert date] from ToolsHero: Your rating is more than welcome or share this article via
Social media!
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4: Record Citations
A hands-on, practical guide, "Practice of Adaptive Leadership" contains stories, tools, diagrams, cases, and worksheets
to help managers develop their skills as leaders who are able to take people outside their comfort zones and address
the toughest challenges.

But there are two distinctly different types of challenges that precipitate change and bring on problems for
managers. The authors of this enlightening book lay these out right at the beginning: Technical challenges â€”
problems that can be pretty clearly defined and can be addressed with known solutions or ones that can be
developed by a few technical experts. No big impact on people here. For example, how do we change to put
more decision authority in the hands of our front-line employees? Or, high tech communications and
teleworking are transforming us into a virtual company but people feel they are losing touch with one another
and with the corporate center. Most managers come up through organizational ranks primarily on the strength
of their professional or technical knowledge. Their strong suit is tackling technical challenges and solving
them through analysis, logic, and experience. This default response pattern will not work nearly as well on
adaptive challenges, however, because these are less clear. They tend to impact the organization as a whole
system of interrelated processes and human elements. They require the involvement of many or all
stakeholders, especially employees, to come up with and implement an optimal solution. Rich with
suggestions and examples, it divides the topic into three logical sections: How to mobilize the system
interpreting the challenge, acting politically, surfacing and managing the inevitable conflict, experimenting,
and making effective interventions to generate change. Seeing how you, yourself, are part of the system as a
leader, you have your own needs, vested interests, fears, perceptions and biases, connections with key others
in the organization, etc. From here you do your observing of patterns, reflecting, option thinking, analyzing
and monitoring of the change. The point is you need to shift back and forth frequently as you plan and execute
your response to the adaptive challenge, experiment with strategies and assess the results, solicit input from
opposing factions and deliberate on how best to deal with them. You want to get their attention and keep the
change moving forward without causing them to totally resist. This surely must be where leadership becomes
an art. They are anybody who grants us the authority formal or informal to lead. Your boss is an obvious one.
She gives you your job description and decides whether to intervene when she feels that you have gone
outside your mandate. Your staff, by their willingness to respond to your leadership, are authorizers too. A
group of recalcitrant employees can really limit your influence to get things done. If you decide to exercise
adaptive leadership and you are not positioned at the executive level, here are three things you need to keep in
mind about authorizers: A big reason people resist your push for changes in their behavior, procedures, ways
of thinking, etc. For example, a resistant sales team may feel obligations to their own Vice President who is on
record as opposing moving from a geographical to a product line organization. How much latitude you have to
intervene is greatly influenced by your authorizers above you. Being an adaptive leader means pushing the
edge of your authority and taking chances, then asking for forgiveness vs. That, of course, can include the
expectations and tranquility of those powerful authorizers above you in the chain of command. Signs that the
challenge is Adaptive Ron Heifetz and his colleagues offer some great indicators that the challenge you have
taken on is indeed an adaptive one, one that triggers an emotional response in people: The situation festers or
reappears following a short-term fix. Current, perhaps long-held, values or truths in the organization seem to
be getting in the way. Finally, this book drives home the point that adaptive challenges are about people
changingâ€¦ Often they must shift their behavior from what up to now has been guided by by deeply-worn
neural pathways. They may have to learn new skills, take on new roles, adopt new beliefs, honor new values,
and so on. Conflict between different stakeholders and groups that is inherent in the change process must be
coaxed to the surface, mediated in a safe forum, and resolved. Then there is the adaptive leader himself who
must be acutely aware of what is going inside himâ€”his own doubts, feelings of incompetence, fear of failure,
and apprehension about possible retribution or punishment for stands he takes. Adaptive leaders are
courageous leaders. And in this increasingly complex world we need a lot of them. To book Ian for a training
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seminar, team facilitation or keynote presentation, call toll-free at: For more articles and book reviews of
interest to managers please go to: Through his keynote presentations, highly interactive workshops, and
custom-designed team-building practice, he helps his clients leverage their investment in their managers and
teams.
5: The Practice of Adaptive Leadership Quotes by Ronald A. Heifetz
Now, Heifetz, Linsky, and coauthor Alexander Grashow are taking the next step: "The Practice of Adaptive Leadership"
is a hands-on, practical guide containing stories, tools, diagrams, cases, and.
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