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Advance Praise for Simple Habits for Complex Times
“Three cheers!!! This book doesn’t just tell you how. It shows you how to become a more effective leader in conditions of complexity and vulnerability—
in other words, circumstances that we face all the time. Rather than a simple
recipe that fits some adolescent dream of perfection, it’s an invitation into
lifelong learning that will transform you and your organization. Welcome!
All aboard?”
— William R. Torbert, Boston College and Principal, Action Inquiry Associates
“Faced with dramatic change, leaders in all sectors must boldly think anew.
As a woman from the global south, leading a large global non-government
organization, I need new models and approaches to leading in this new world.
Keith and Jennifer offer me stimulating and refreshing advice on how I can
think and act differently to achieve enduring change.”
— Winnie Byanyima, Executive Director, Oxfam International
“Every leader will recognize themselves somewhere in this book. It distills the
challenges that even the most talented teams face, and which keep them from
realizing their full potential. More importantly, it shows you how to solve these
problems. I’ve used the authors’ tools with our team and they work!”
— Gary Wingrove, CEO, KPMG Australia
“This is mandatory reading if you want a shot at navigating complexity with
grace. Jennifer and Keith render complexity visible, accessible, and workable.
We all know about the pressures of uncertainty and the rapid pace of change,
but ‘the how’ of being a leader has been unfathomable—until now.”
—Gayle Karen K. Young, Chief Talent and Culture Officer,
Wikimedia Foundation
“This is the perfect guide to corporate transformation. Changing consumption patterns are turning business models upside down. Garvey Berger and
Johnston show you how to drain the swamp of ambiguity, squarely face unexpected challenges, and seize new opportunities.”
— Eric Passmore, Chief Technology Officer, Online Publishing and Media,
Microsoft Corporation

ِ ﻓﺮوﺷﮕﺎه ﮐﺘﺎب اﻟﮑﺘﺮوﻧﯿﮏ
ﺑﺎﮐﺘﺎﺑﺎم
https://e-baketabam.ir

“Simple Habits is a tour de force at the nexus of leader development and complexity. Integrating poignancy, accessibility, intellectual rigor, and pragmatic
application, this book is infused with humor and reverence. It brilliantly
articulates practical ways for us to become wiser as we navigate an increasingly
chaotic world. Essential reading both for leaders and leadership coaches!”
—Doug Silsbee, Founder, Center for Presence-Based Leadership and author of
Presence-Based Coaching
“Garvey Berger and Johnston offer a refreshing and bold take on meeting the
challenges of leadership, fearlessly slaying sacred cows of previous theories to
illuminate a model for the emerging future.”
— Erica Ariel Fox, New York Times bestselling author of Winning from Within
“Simple Habits for Complex Times gives us a glimpse into the future of how
leaders will develop—providing practical approaches not only to cope with
complexity, but to learn and thrive in it. Practicing these simple, counterintuitive habits will enable leaders to grow past their limits and lead strong. If you’re
serious about maximizing your leadership potential, this is a terrific book.”
— Larry Clark, Vice President of Talent Management and Development,
Comcast Cable
“This book is a superb exploration of the ways that complexity calls on leaders to think, act, and engage differently. It will leave you with a few simple, yet
powerful, habits that will change you as a leader . . . and a person. A landmark
work!”
— Michael Rennie, Global Leader, McKinsey & Company, Organization and
Leadership Practice
“Garvey Berger and Johnston are superb teachers! Simple Habits for Complex
Times is a perfect blend of ‘story’ and ‘lesson.’ You’ll keep turning the pages,
and the pages will turn you into a better leader.”
— Robert Kegan, Harvard University and co-author of Immunity to Change
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For our friend Nicki Wrighton, whose vibrancy in life and
grace in the face of a volatile and uncertain future
will live on in all who knew her

What is usual is not what is always, the day says again.
It is all it can offer.
Not ungraspable hope, not the consolation of stories.
Only the reminder that there is exception.
— Jane Hirshfield
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introduction

If you’ve picked up this book, you’ve probably noticed that things in your
world are a little more complex—maybe even a little more overwhelming—
than you’d like. You might be finding that you have to balance the needs of
more people than you did before and that there is more volatility of perspective than you used to notice. Or maybe you’re finding that the pathway that
used to look clear is murkier than you’d like. Or maybe you think you would
be a better leader if you could just find a way to slow down all the changes in
your team or organization or sector so that you could catch your breath.
We know what you mean. While we have taught leaders around the world
and researched, read, and written about leadership, we have found that this
rise in complexity, ambiguity, volatility, and uncertainty is not just lingering
around the edges of our workdays: it’s everywhere. Coping with these changes
requires whole new ways of making sense of the world and of taking action to
make a difference. Some of these new ways are about how we have conversations and learn from one another, others are about how we solve intractable
problems, and still others are about how we plan for an unknowable future.
We have been motivated by many good books on complexity and on leadership that explain carefully how the world is changing, how our ways of
understanding it are changing, and how leaders must change to be more effective. But once you’re convinced that you need to be different, what then?
Leaders tell us they want to learn more about what can they do to begin to
make these changes. What steps can they take? What equipment would help
them on their journey? How might the pieces come together to enable them to
thrive as leaders? We’ve spent the past decade trying to answer that question.
Here’s what we’ve found.
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As you might guess, learning to thrive in this new world is no simple enterprise, no quick trip to a theme park about complexity. Instead, it’s a long and
scenic hike through the wilderness, wading through rushing rivers that might
unsettle you and going into forest so deep you can’t see what’s coming next.
To thrive in this wilderness and come to love it, you’ll need new muscles and
new ways of making sense of the world around you, new practices that will
augment your current approach.
We have organized our expedition to first explore the habits of mind you’ll
want to develop en route, the habits that will shape your thinking and action
over time. We use those habits to explore the various terrains we’ll encounter
as we learn to thrive in complexity: the way we think about and interact with
people, the way we think about and solve problems, and the way we lead ourselves and others into a better tomorrow. In each case, the complex conditions
of the world create the practice, which we support with habits of mind that
you’ll develop as you read. Our companions for the journey are a set of leaders, all of whom are working with their own complex challenges—their stories
will unfold as we travel together.
Chapter 1 introduces what we mean about these shifts in complexity, volatility, ambiguity, and uncertainty that seem to be growing in our workplaces
and our families right now. We also begin to explore the habits of mind that
will accompany us through the other chapters. We meet Yolanda and Doug
and learn about the tragedy that has marked their day.
Chapter 2 reminds us that while the world is complex, some things are still
simple, and it pays to know the difference between the two when it comes to
how you might think about and work toward the solution of an issue. Yolanda
and Doug learn about complexity and why it matters to them.
Chapter 3 looks at how feedbacks flow through systems and relationships,
and it offers a way to use feedback in a complex space. We meet Jarred and see
in action the little miseries we inflict on one another in our quest not to hurt
each other.
Chapter 4 takes on the question of how to create and spread a vision even
when you can’t know what the future will hold. Jarred attends a strategy workshop and ponders his role.
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Chapter 5 debunks the idea that we are logical creatures, because simple,
cold-blooded logic, in addition to being out of our grasp, is also limiting the
face of a complex and nonlinear world. Instead, we can delight in our particular quirks and build organizational practices and perspectives that help us as
we are instead of as we imagine ourselves to be. Yolanda conducts a study and
has to remind herself not to jump to unfortunate conclusions.
Chapter 6 addresses the question of how a leader can communicate all
this complexity to others, and how doing so is different from communicating
about something that looks simpler and more predictable. Jarred hosts some
people at his house for a weekend strategy session to support his mom.
Chapter 7 focuses on the ways we change over time to become better able to
handle complexity and ambiguity, and it highlights the benefits of both thinking about that change and also doing it. The leaders of Jarred’s organization
meet with board members to understand what changes in them personally
might be necessary to support the changes the organization requires.
Chapter 8 brings these ideas together into a model of how a leader can use
a complex approach to create change in an organization. One year later, we
get a sense of how things have worked out for our characters and where they
might go next.
In all of the chapters, we offer tools, approaches, and new questions to ask
that leaders around the world have told us are the most helpful ones in facing
this more complex world with grace. As you try out these powerful practices,
we think you’ll find that the complex world will become less of a problem to
be solved and more of a landscape to savor and discover.
Welcome to the trail.
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leading the possible

“Damn!” Yolanda Murphy, director of the statewide Family and Children’s Services (FACS) Division, slammed her fist on the keyboard, inadvertently closing
the email window she had just been reading. In her first 18 months on the job,
Yolanda felt she must have seen more tragedy and mayhem than the previous
director had seen in his seven years in the role, a notion never omitted in frontpage news stories about the miserable series of misfortunes that still seemed
to be unfolding.
Now that she was 56 years old, this was supposed to be the apex of her
career—her first stint as a chief executive. While many applauded her as a nononsense, competent manager who knew the agency and the state government, some had thought that she lacked the frontline social work experience
to do the job well. But not even a career social worker could have anticipated
all of these different pieces breaking down, she thought. Six children dead and
four hospitalized in 18 months, children that FACS was following, was supposed
to be protecting. And here, today, another case of abuse from a foster family.
“Jamie!” she called. “Will you bring me whatever the review has got so far
on the Proucheford office? And will you get Doug in here?” She ran her fingers
through her hair and pushed away from the desk. She walked to the window,
looking hard into the city as though the answers to her questions were somehow out there, as though she could save children at risk if she just stared hard
enough.
“This is about the kid in the Proucheford County Hospital, isn’t it?” Doug,
Yolanda’s next-in-line, had come in without her hearing him. She turned
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and nodded. Sitting and shuffling through a set of papers, Doug looked
as terrible as Yolanda felt. Doug had been with FACS for 20 years and
knew the system inside and out. A career social worker, Doug had moved
up the ladder to the No. 2 position and until he wasn’t willing to be promoted any higher. Before Yolanda took the position, some had told her that
Doug liked the No. 2 spot because there was power without visibility, but
none of that rang true for Yolanda once she met him. And none of them in
FACS could avoid visibility now, with their names trending locally on Twitter and on the front pages and editorial pages of every newspaper in the
state.
Doug was coordinating the several investigations to figure out where the
fault was in the system, and he had gathered thousands of pieces of data and
found no clear conclusions, no smoking gun. Many of those pages of paper
were organized into a series of neat files now in a thick stack on Yolanda’s desk.
He found the paper he was searching for and began to read aloud. “Ten year
old kid, lived with this foster family for eight months. History of starting fires,
last one burnt down the foster house where he was last placed. Current foster
family on probation because of reports—never proven—of abuse of a kid in
their care 18 months ago. This kid was the first placement during the probation, and he was placed there after six—no, seven—families turned him down
as being too dangerous to placed with them. Got in a fight the day before yesterday with his foster mother’s boyfriend and got beat up, head trauma, broken
leg, a wide variety of bruises.” Doug pushed a picture of a little boy in a hospital
room across the table.
“What the hell is going on, Doug?” she asked, staring into the little boy’s
vacant eyes. “Why am I looking at another picture of a kid hurt while we were
supposed to be protecting him? We’ve got more reviews running than we’ve
ever had before, more people are looking under rocks than we’ve ever had,
and we’re still placing kids with foster parents who we suspect of beating other
children? Is this a failure of a couple of links of the chain, or is this a failure of
the whole damn organization? And who do I have to fire or promote or train up
in order for this to stop?”
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Doug, holding a close-up of a series of bruises on a child’s back, said, “I
would give anything to know the answer to that question. I have been through
these documents a thousand times and . . .” His sentence was interrupted by
Jamie, who had walked into the office, pink message slips in hand.
“Yolanda, you’ve got calls from the regular local press—but also there’s
someone from the New York Times who wants to talk with you.”
“Tell them we’re investigating and there will be a press conference at”—she
looked at her watch and then at Doug—“three o’clock.” Doug nodded. Yolanda
sat down at the table and began to page through the largest file marked
“Proucheford.” “So, Doug, we have three and a half hours to figure out what’s
wrong—and how to fix it.”

thinking anew
A leader, reflecting on the growing needs for a new way of being, offered his
ideas about the leadership challenge he—and his people generally—faced. He
explained to his stakeholders:
The dogmas of the quiet past are inadequate for the stormy present. The occasion
is piled high with difficulty, and we must rise with the occasion. As our case is
new, so we must think anew and act anew.

You’ve probably faced a situation that made you think something like this,
too—as Yolanda and Doug are thinking of their terrible situation. No matter how good leaders are, they find themselves dealing with problems—and
opportunities—more difficult or complex than anything they’ve known before. Superb leaders have long known that they need to find ways to “think
anew and act anew,” especially as their plates become “piled high with difficulty.” This challenge to think in new ways about a novel situation has been
with leaders always, and each time, they have pushed at the edges of what we
know in order to grow more capable of handling the challenges that seem
impossible. Abraham Lincoln was speaking to more than just to the US Congress about the “quiet past” and the “stormy present” in 1862. The truth is that
leadership requires ways of thinking anew no matter what era you’re in; it’s

ِ ﻓﺮوﺷﮕﺎه ﮐﺘﺎب اﻟﮑﺘﺮوﻧﯿﮏ
ﺑﺎﮐﺘﺎﺑﺎم
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