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= DINA" contains genetic instructions for the
development eifiuncton o a living
eliganizauoen




Learning Organization Definitions

Classic” For Educators:-

Places where: Places where:

People are expanding * [Individuals are creating,
their capacity to create acquiring and sharing

the results they desire knowledge about
student learning or ways

New thinking IS nhurtured :
to support it

Collective aspirations

are set free And then change their

behavior to reflect these
People are learning how new insights

to learn

v Source: The Fifth Discipline: The Art &
Practice of The Learning Organization **The Change Institute and Beaufort County School District




FElow o Session A

= WAV reinvention?
= DINA — Self, Others;, System

s RDA — Orientation; Creative liension,
Systems; lceberng

= Cognitive hoelsi— LLiving the DINA







Iwoi Orientation

Reactive Creative

They did this to me. What do | want to create?
What do they want?  How'did licontribute to

what we have now?
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JTAIPOP: How. anml part of the prohleni?

PROBLEM
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Creative liension

S

Current Reality.

© The Change Institute (503) 222-6448




Key Points

\/ision s Collapsing creative tension
reduces learning.

s Being clear and clean about
current reality'1s not always easy-

s I creative tension IS held, there Is
a natural creative force that can

> be harvested, pulling current
reality toward one’s Vision.

Current
Reality
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Personal Viastery s ...

Having the courage to create a vision.

Describing current reality infa clearand
honest manner.

Learning to holdicreative tension with a
learning posture.

Developing new: skills and deepening old
ones that move current reality toward your
vision.
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oy/stemsiiceberqg

Events

Etterns, Trends

Policies, Structures
Relationships,
Culture, etc

_ Mental models
Assumptions, Beliefs

The Change Institute and Beaufort County School District Innovation Associates. © 1995 "




Wental Viodels

Events

Patterns,
Trends

Structures

How birds see the world

The Change Institute




WViental'lViodels

*
Definition -
TThe: beliefsiand assumptionsiwe: hold about
*% the world:

Question -

How'do my: beliefs andiassumptions shape
my. view! of' the world and create habits that
influence my decisions; actions and
behavior?
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Wental'lViodels: Individual Stories

‘ Events:

Pattern:

ad Structures:
/N

Mental Models:

Find an iceberg that is floating in your professional life.

- What are the events (crisis)?
 What are the patterns or trends?
« What are the structures?

 What are the mental models?

© The Change Institute (503) 222-6448




Discussion







Discussion Dialogue

N ) f‘i
AN A = i

Insight
Wonder

Knowledge
Knowing
Memorex Live
Decision Choice
Fragmentation » Wholeness

>
>
>
>
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Way/s to Enter into Dialogue

t T
T

Listening in silence:
Not voting In your mind:
Suspending assumptions:

LCistening with a beginner's mind:

© The Change Institute



Key Points

IThe internal chatter injour minds often keeps
one from truly listening.

Discussion often fall' into ping pong| behavior
where each party is seekingto convince the
other person they are “right-”

Dialogue Is looking| for the flow of meaning:
It requires openness, deep curiosity and the
suspension off noble certainties.

© The Change Institute and Beaufort County School District




I'adder ofinference

| take Action on my conclusions

| make Assumptions & Conclusions

Q
O
=
Q
-5
o
=

| add Meaning (cultural & personal)

| select Data from what | observe

Observable Data and experiences
(asia video camera might capture! it)

© The Change Institute and Beaufort County School District




Key Points

VWe process Information rapidly:and ourevaluation
IS based onl aliraction ofi the availakle data.

BEenind my actionsyare assumptions, CoNcIUSIoNS
and pelieis:

Iihe Ladder ol Inference is a naturall Process.
Brain; research confirms We are wired for rapid
evaluation or Infermation.
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Ladderorinrerence:
nfivenced by, and Slowly . Over lime; infiuences ourDeep Beliers

| take Action on my conclusions

%

| make Assumptions & Conclusions

| add Meaning (cultural & personal)

Deep

Beliefs | select Data from what | observe

Observable Data and experiences
(as a video camera might captureit)
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KRey Learning's

s Because ladder|umpingis se rapid ...

IFm2y Aot be aware o the data benine my.
decisionsi and actions:. | alse may not e
aware of my assumptions and beliefs.

IFnay not seerthielink vetween the datarl am
selectingland hew it s, drving my assumplions
/- conclusions, beliels o arrve at an action .

IFnay. not SeerewW: my: assumptiens,
conclusions, beliels ane shaping my. actions.

© The Change Institute and Beaufort County School District




‘Key l'earning's (continued)

= llhernefore many o my actions may: be hased on
Uuntestealinferences, but which ieel like facts.

s Preview...my actions oiten create conditions
Which yielaidata torconiirmi my. assumplions; s
IF'mieveniless likely te see the neeadlte test my.
thinking!
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“A great many/ peopie think they are
thinking When'they: are'merely rearranging
thelr prejudices.

Willlam James

The Change Institute (503) 222-6448




(Inquiry.) Ladder ofinterence

| take Action on my conclusions

| make Assumptions & Conclusions

| add Meaning (cultural & personal)

| select Data from what | observe

Observable Data and experiences
(as'a video camera might capture! it)




Inquiry: Exercise lnstructions

Find a partner who'you have not worked with
before.

Partner A —shares a belief'they hold about
education. (nordetails)

Partner B — listensi deeply and ask three ingquiries
to unpack theirpartner's; beliet.

switch Roles

Reminders

LCistenideeply: Suspendiassumptions; listen with
a beginner's mind:

Be curnious: Look for something that | want to
Know more about.

Inquires Askiquestions based on curiosity.

© The Change Institute and Beaufort County School District




Ways to use. INQUIRY

| take Action on my
conclusions

| make Assumptions &
Conclusions

| add Meaning
(cultural & personal)

| select Data from
what | observe

Observable Data
and experiences

Change Institute and Beaufort County School District

Gently walk others down the ladder
» What leads you to conclude that?
= Can you help me understand your
thinking?
Draw out reasoning

= What is the significance of that?

= How does that relate to your other
concerns?

Where does your reasoning go next?

Explain your reasoning

= [I’m asking you about your
assumptions because...

Source: Schools That Learn, Peter Senge




Rey ldeas: Inquiry

Inquiry IS the process of- unpacking the
thinking| ofi others with questions, when they
take actions or make statements we don‘t
fully understand.

Inquiry’ acknowledges that people are busy
and issues are complicated. It requires a
stance ofi curiosity.

Itiprovides you with a clear understanding of
current reality-

© The Change Institute and Beaufort County School District




(Advocacy) Ladder orinference

| take Action on my conclusions

| make Assumptions & Conclusions

| add Meaning (cultural & personal)

| select Data from what | observe

Observable Data and experiences
(as'a video camera might capture! it)




Instruction for Advocacy/. Exercise

1. ldentity'a conversation that youl desire
to have withranoether individual at; work:

2. [he purpose of the conversation is to
share andiexplore anjidea, action or

pelief that will'contribute in a small way.
to the vision of'the district.

. 3. Eilllin the stepsi of'the ladder of
Inference

© The Change Institute and Beaufort County School District




Instructions for /Advocacy,. Conversation

Eindia partner

. lell your'partner theirrole:
Read your advocacy script (start at bottom).
Respond to 3=4 questions' from|your partner:
loisignal a time out put your hands upina I

. After 3-4 rounds' of questions, end the
conversation. Share any observations that
would strengthen the success of the
participants’ Uupcomingconversation:

. Switeh roles

© The Change Institute and Beaufort County School District




Ways touse  ADVOCACY

| take Action on my STATE YOUR ACTIONS
conclusions = Here’s what | ‘m doing

| make Assumptions & EXPLAIN YOUR ASSUMPTIONS/
Conclusions CONCLUSIONS

= From that | assumed/concluded...

| add Meaning
(cultural & personal) EXPLAIN YOUR MEANING

» linterpreted those to mean....

| select Data from DESCRIBE YOUR DATA
what | observe . | focused on these items....

Observable Data
and experiences

Change Institute and Beaufort County School District Source: ©The Fifth Discipline Fieldbook: Peter Senge




Key. Points: Advocacy.

How helpfulfit isi to understand the map; of
somebody’s thinking.

Advocacy takes the conversation to the
learning level not'a guessing level.

It Isi not always apparent to us what s, under
our ladder of inference.

Using advoecacy can be discovery process. It
Invites us to think about data, meaning,
assumptions;/ conclusions.

© The Change Institute and Beaufort County School District




Key Points: Advocacy.(continued)

= Advocacy coupled withithe question “VWhat do
you thinki:” moves one into the living system
paradigm because you are exposing thinking
and inviting feedback:

Advocacy IS not to be evaluatedi on the resuit
itlachieves.

Advocacy isimaking your'thinking clear and
visible to others and engaging in a dialogue
aboutiit.: The'ultimate goal'is collective
intelligence & collaboration.

© The Change Institute and Beaufort County School District




(example)

Leift=lHana Column

Unspoken Thoughts & Feelings

What does he want7Z What 's
wrong now.?

Great!'l'donrt'have time right'now:
I'have to prepare. for my/ class.

It has; to be maith = this, new.
curriculum s so hard to teach.
Half'the class failed the test:

© The Change Institute

What Was Actually Said

Principal: 'wouldilike you to
come down|te my office:

Tleacher(Me): Is there a problem?

Principal: We' llifind out when you
get here. Whenicanl you come 2

Me: Il be there as soeon as |
can...

Principali I'gotiaicall fromi Mrs:
Jones about Jeft.

Me: Jefiiis a hard worker but
Mom doeesn't understand that
math is hisiweakest subject.




Left-hand Column: Debrielr Questions

What were you hoping to achieve?
What resuits did you actually get?

Why didn’t you say what you were thinking? What
did you think-might happen ifiyou said that?

How did your unsaid thinking andifeeling affect
your actions in the conversation?

How might this have affected the other person?

Are there other conversations like this that you
tend to have?

The Change Institute and Beaufort County School District Source: © Innovation Associates 37




Instructions ior Left-hand Column Exercise

Find a partner (one you have notiworkedi with
betore).

Partner A - reads left-hand column case

Partner B - asks 6 questions - verbatim™ and
listensi deeply. (No follow up inquires)

Swit;;h Roles Immediately (no dialogue: at this
time).

Once you have bothishared, openiit for a
dialogue and'revisit the cases.

If'youlwere unable to answer questions 4: & 5
your partner might have some suggestions
here, but refrain from any judgmental
statements.

© The Change Institute and The Beaufort County School District




Difficult and Complex /ssues

s Paradoxes

Iiflidon’t say anything; the issue doesnit
get resolved: If'l'do raise the Issue; it
may make things worse.

I 1 bring up conflict; ittmay destroy the
relationship: I I'm not honest, the
relationship will'eventually die:

Iifl'donit ask questions, | donrt leam: Il
do ask guestions, | may ook stupid.

The Change Institute and Beaufort County School District Source: © Innovation Associates 39




Difficult and Complex /ssues

s Common Characteristics about difficult
or complex Issues:

Much offwhat people think or feellmost
strongly about does not get spoken.

Each assumes they are acting rationally
While others are not:

Each| personi creates their own private
explanations of the situation, none of
Which s discussed.

The Change Institute and Beaufort County School District Source: © Innovation Associates 40




Difficult and Complex /ssues

s Unintended consequences of not
engaging indifficult conversations:

Opportunities for personalland team
learning are reduced dramatically:

ISsues remain unresolved.

Our beliefs and assumptions; become
Institutionalized.

A culture of'non=learning Is created.

The Change Institute and Beaufort County School District Source: © Innovation Associates 41




‘Reyildeas: LeftiHand Column

s [he left hand column'is our uUnsSpoken
thoughts and feelings In a conversation.

= [These unspoken thoughts andifeelings often
are not examined o' shared.

= Ourinability to examine or test the
assumptionsiin the left hand column limits

learning and creates paradoxes.

© The Change Institute and Beaufort County School District
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