Polarities Are Everywhere:

How Do You Measure, Monitor and Improve
How You Manage Them?

-
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Presented by: Barry Johnson, Jake Jacobs, and Leslie Depol

This material is based on work by Barry Johnson and Polarity Management Associates
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Polarities are:

* Interdependent pairs

* Energy systems in which we live and work
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Why bother?

Goal:

1. Achievement
2. Speed
3. Sustainability

When addressing these issues:
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Strategic Management and Complexity

Change

Conflict

Chronic Issues

Cross Cultural Issues (Intra-national and International)



| believe that the central leadership attribute is the ability to manage polarity.
Peter Koestenbaum

8 Polarities in “The Fundamental State of Leadership”
From Building The Bridge As You Walk On It by Robert E. Quinn

Spontaneous; Expressive AND

Compassionate; Concerned AND Assertive; Bold
Mindful; Reflective AND  Active; Energetic

Principled; Integrated AND
Realistic; Questioning AND

Grounded; Factual AND Visionary; Hopeful
Confident; Secure AND Adaptive; Flexible
Independent; Strong AND Humble; Open

12 Leadership Polarities
From Polarity Management Associates

Conditional Respect AND
Task AND

Candor AND
Responsibility AND
Confidence AND
Analysis AND
Control AND
Grounded AND
Structure  AND
Logic AND
Individual AND

Planning AND
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Unconditional Respect
Relationship
Diplomacy
Freedom
Humility
Encouragement
Empowerment
Visionary
Flexibility
Creativity

Work Group
Implementation

Self-disciplined; Responsible

Engaged; Involved
Optimistic; Constructive

To seek help to learn about

10 Polarities in “Level 5 Leadership”
From Good To Great by Jim Collins

Self AND Organization
Willfulness AND  Humility
Debate AND  Unity
Candor AND Diplomacy
Reality AND Faith
Deep Understanding AND  Simplicity
Discipline AND  Entrepreneurship
Technology Fads AND  Pioneering
Evolutionary AND Revolutionary
Preserve Core AND Stimulate Change

8 Leadership Polarities

From Lost in Transition by Richard Elsner & Bridget Farrands

To shake thingsup AND To preserve
To be open to events AND  To be intentional about results
To develop bonds AND  To keep distance

To give value by showing how
the organization AND  to succeed or avoid failure

Toimpose AND To facilitate
To go fast to perform  AND  To go slow to prepare
Toclean out AND To develop

To support the team AND  To serve the hierarchy and/or
the wider organization
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11 Important Organizational Polarities 1 Organizational Polarity

From Polarity Management Associates From Built to Last by Collins & Porras

Centralized Coordination AND Decentralized Initiatives Preserve the Core AND Stimulate Progress
Recognize the Individual AND Recognize the Team
Reduce Cost AND Improve Quality
Competing with Oth.e.rs AND Collaborating with Others 3 Organizational Polarities
Stability - AND  Change From The Three Tensions
Celebrating Our Differences AND Celebrating Our Commonalities by Dominic Dodd & Ken Favaro
Care for My Part of the Organization AND Care for the Whole Organization
Showing Respect for Every Person  AND Showing Respect Based on Performance
Getting the Job Done (task) AND Building Relationships
Taking Care of the Organization AND Taking Care of the Customer

Work AND Home

Profitability AND Growth
Today AND Tomorrow
The Whole AND The Parts

10 Strategic Management Polarities
7 Organizational Polarities From Strategy Synthesis by Bob de Wit & Ron Meyer
From Managing on the Edge by Richard Tanner Pascale

Y Logic AND Creativity
(Left column = the 7 areas of “Excellence” from In Search of Excellence)

Deliberateness AND Emergentness

Strategy. Planned AND  Opportunistic Revolution AND Evolution
Structure Elitist AND  Pluralistic Markets AND Resources
Systems__.. Mandatory AND Discretionary Responsiveness AND  Synergy
Style Managerial AND Transformational Competition AND  Collaboration
Staff .. Collegiality ~AND  Individuality Compliance AND Choice
Shared Values___ . Hard Minds AND  Soft Hearts Control AND Chaos
Skills.............. Maximize AND Meta-mize Globalization AND Localization

Profitability AND Responsibility
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High Performing Organization

Leaders who manage
polarities well out
perform those that

don’t

Organizations that

manage polarities well

out perform those
that don’t

Leadership ~—
Development ~—|

~+— Organization
- Development

b
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Leveraging Polarity Energy Systems
See It (@y@

Map It

Include
Key Stakeholders

Tap It - #1 Assess Present
Realities

Tap It - # 2 Action Steps

Tap It - #3 Early Warnings

Il
5l FeiEH s

Continue Tapping - #1, 2, 3
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Competitive Advantage
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Effective Leader

Clear T Flexible
(Solution § (Solution)
\

Tight ~— ¥  Loose
s ) ’

‘@

g

Rigid g Ambiguous
(Problem) (Problem)
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tHE POLARITY
ASSESSMENT

for Organizations

[ WELCOME

OUR PARTNERSHIP

OVERVIEW

Select your work mode:
O  Admin Mode
(O Presentafion Mode
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WELCOME to THE POLARITY ASSESSMENT FOR ORGANIZATIONS: A 5-Step Process

The Polarity Assessment™ will help deliver your Mission
AND Margin.

Etther would make & worth using. We will do both. Here's our
dual purpose:

Learn More

PURPOSE 1 - To support you in becoming a more
successful organization - right now and over time.

The Polariy Assessment bulds on what you've accomplished in
the past and prepares you fo be even more successhul in the
future. You define success, be £ numbers on the bofiom line,
behavior that refliects the cullurs you want to creale, how people
feel or any other measures that mater fo you. The Polariy
Assessment will help you getthings done thal make a difierence
for your organizafion befer, faster and easier. Over ime, you wil
gain mere and more of the benefis of managing key polarfies
well and pay for fewer and fewer ofthe costs of managing them

poorty.

Learn more about The Polarity Assessment™ and how it can enhance your organization.

PURPQOSE 2 - To increase your organization's ability to
see, map, and tap the power of polarities

Al polaries work the same way, every ime, all the fme. Learn
how o manage one well and you know how to manage them all
well. Seeing polaries means recognizing when one or more
underlying ones are impacing the work you'rs doing. Mapping
polariies means identfying the "upsides” and "downsides” of
each pole, what you will achieve by managing & well, what wil
happen if you manage & poorly. AcBion Steps and Early
Warnings help ensure you have concrele ways fo tap the
upsides and avoid the downsides of a polariy pole. Tapping the
Power of Polaries means taking what you've learned about how
to manage one well and are pufing & info pracics in your daly
work wih desired resulis



tHe POLARITY
ASSESSMENT

for Organizations

WELCOME

[ COUR PARTNERSHIP

OVERVIEW

Select your work mode:
O Admin Mode
O Presentafion Mode
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WHAT MATTERS TO YOU MATTERS TO US

_J Your Mission

Our Mission ]

“our mission magers to us. Ifs your organizafion’s reason for
being. All of our work with you is aimed squarely on helping you
achieve this mission. To achieve your organizaion’s mission you
might need to improve your bofflom fine, implement your sirategic
plan, insure profiable growth or be a place where pecple love fo
work. [tis some version of moving foward your preferred fuiure
mere eficiently and more sustainably.

Immediate Impact and Return on Your Investment

In the shortterm, we start wih what is most imporiant to you nght
now. This might come threugh jump staring a criical ingafve,
launching a project, or strengthening and aligning a leadership
team anywhere in your organizafon.

Long Term Results that Pay Dividends Over Time

In the long term we work with you fo increass everyone's
capacty to see, map and fap polares. Do this well and you have
access fo a powerful and Imiiass supply of energy fo creale
your preferred fulure and sustain success over ime.

Sustain Success

Tie your efiorts to both poles of a polariy and you increase
sustainabity signiicanfly because polarfes are indesirucible.
See, Map, and Tap the polari@es confained

Strategy implementaion
Culiure change

Organizaion Alignment
Business Process Redesign
Leadership development
Team buiding

Confiict Resclufion

Coaching

Track Your Progress and Course Correct.

“fou get what you measure. So measure the polarfies most
imporant to ensuring your success, take acion based on what
you learned from your assessment, and re-assess penodically
so you can adjust fo changing realiies over fime.
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tHE POLARITY
ASSESSMENT

for Organizations

WELCOME

OVERVIEW

MISSION & MARGIN

TAP THE ENERGY

TAF POLARITIES

ADVANTAGES

THE & S3TEPS

Select your work mods:
(O  Admin Mode
O Presentafion Mode
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THE POLARITY MANAGEMENT ASSESSMENT PROCESS

1]

rines

J Purpose and Outcomes RTSC Po

Step 1= Link Your Polarity Assessment™ to the
Organization's Strategy, Issues and Opportunities

The Polarty Assessment is about seeing, mapping and tapping
polariies that will have the greafest posiive impactin your
organizalon. In tis frst step you will begin thinking through the
polaries that will provide the greatest leverage in achieving your
organizaon's strategy. You will also explore how polares may
help you befier understand the issues and opporuniss you'rs
facing nght now — both these inside and outside your
organizalon.

Step 2 - Design Your Polarity Assessment So That It Fits
Your Qrganization's Unique Challenges and Opportunities

In this second step, you'll buld polarty maps for each ofthe key
polariies you idenfifed as being maost important to your
organizabon. You'll identfy what you are currenfly doing and what
you plan fo be deing in relafen fo going afier the upsides
associaied wih your pelares. You'll quanify some early warning
signals that can alert you when you are beginning fo expenence
the downsides of a polariy so you can course correct The kems
you includs in your maps automaiically get converted info your
assessment insirument. Youll also begin planning how you'l
analyze and communicaie your resufis and recommendabons fo
the rest ofthe organizaion.

The 5 Steps 1

Step 3 - Assess How You Are Currently Managing Your
Organization's Key Polarities

In this third sfep you will engage a broad base of key
siakeholders fo assess how well you are currenfly managing
your organizalion's key polaries. People parficipaiing in the
process will kog onlo our secure web ske and complete the
assessment Once the assessment period is closed, your
results are immediately avalable.

Step 4 - Understand Your Assessment Results

The purpose of this fourth step is to understand the resulls from
your assessment so you can make smart decisions about how
fo manage your key pelaries befier in the future.

There are four basic quesbons you'll explors together in this Step:

1. What are our assessment resulis?

2. What do they tell us about how we have been managing
these key polaries fo dale?

3. Why do we belbeve we achieved the resulis we did?

4. What new ideas do we have about how fo manage these
polarbes befer in the fulure?

Step 5 - Take Action and Sustain Success

This fith step is whers your Polarty Asssssment work comes
together and stays fogether. Youll agres on Acion Steps and
Early Warnings that will help you tap the power of your
organizaon's key polaries. You'll put plans in place for how fo
buid on what you're already doing well, improwve on what you
want fo do befer, track your progress and course correct over
fme. You'l explore more ways and places where you can apply
polariy thinking fo add value in your crganizafion. All ofthese
plans will be infegrated info a Confinuiy and Change Road Map
that provides clear direcion fo your organizaion’s sustained
SUCCESS.
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tHE POLARITY
ASSESSMENT

for Organizations

MY ACCOUNT

CURRENT ACTIVITY

CLIENTS

MAPS

ASSESSMENTS

1 UNDERSTAND

BUILD

ma

(%)

CONDUCT

4 RESULTS

on

TAKE ACTION
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1 UNDERSTAND UNIVERSITY HOSPITAL

J Overview Key Stakeholders Polarity Maps® Public Library ]

The Polarty Asssssment™ is sbout seeing, mapping and Purpose How We'll Do It

tapping polariies that will have the grealest posfive impact in your . o
organizafion. n this first step you will begin thinking through the To make sure our Polarty Assessmentis clear, sirategic and * Overview The Polariy Assessment Principles,
polaries that wil provide the greatest leverage in achieving your delivers the best results & can for our organizaion. Outcomes, and 5-Step Process

organizalion's sirategy. You will also explore how polariies may
help you befer understand the issues and opportuniies you'rs
facing mght now — both those inskde and outside your Qutcomes
organizaion.
® |Inderstand what polarifies are and how they work
® |dentfy polarfes that have the greafest impacton
whether we achieve cur preferred future/strategy or not
* Agres on our Polarty Assessment Project Plan, our
work as a Polarfy Assessment Team, and the support
we will have while doing &

Understand Whaf's Happening Inside and Outside Our
Organizafion

What Polarifes Are, How They Work, and How To Ses,
Map and Tap Them

|denfiy the polarfes undertying our most srategic iIssues
and opporiunies

Develop the Whe, What, How, When and Why for our
Polarty Assessment Plan
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tHE POLARITY
ASSESSMENT

for Organizations

MY ACCOUNT

CURRENT ACTIVITY

CLIENTS

MAPS

ASSESSMENTS

1 UNDERSTAND

2 BUILD

3 CONDUCT

4 RESULTS

5 TAKE ACTION
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2 BUILD AN ASSESSMENTﬁJV UNIVERSITY HOSPITAL

Library

J Overview > Our Maps

In this second step, youl buld polariy maps for each ofthe key
polariies you ienffied as being most impertant fo your
organizaon. You'll denffy what you are currenfly deing and what
you plan fo be deing in relafion to geing afier the upsides
associaled wih your pelaries. You'll quanify some early warning
signals that can alert you when you are beginning fo expenence
the downsides of a polary so you can course correct The fems
you include in your maps automaically get converied info your
assessment instrument. You'l also begin planming how you'l
analyze and communicate your resulis and recommendafions fo
the rest ofthe organizaton.

Purpose

To incorporae your most siralegic challenges and opportuniiss
intz a polarty-based assessment

Qutcomes

* 4-3 Key Polarbies mapped wih 3 sirafegic #2ms in each
quadrant agreed upon

* Prorized Aclion Steps and Eary Warning signals
idenfified (o be taken now and later)

* Assessment defals fnalized: Demographics for
data-cuts, Feedback quesions, eic.

* Assessmentready Polarty Maps completed

* [etals of The Polarty Assessment Project Plan agreed

upon

How We'll Do It

Follow the online Polarty Assessment wizard and follow our
Guidelings for Creaing Assessment Ready Polarty Maps
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2 BUILD AN ASSESSMENT_ﬁW UNIVERSITY HOSPITAL

J Overview > Qur Maps Library Editor > Reading > Demographics > Feedback > Dates > Pilot l

Sort ’ Section

'~ [ Fiter Section V]

[

|

Anticipate Customer Needs = AND  Respond to Customer Haspitality - Maintain Customer Service Leadership Over W 119/8 f
Develop Others AND Educate Yourself Haspitality Maintain Customer Seniice Leadership Cver w 142/
Equip People AND Manage Costs Hospitality Maintain Customer Service Leadership Over 15§ 139/
Give Freedom AND Hold Responsible Haspitality Maintain Customer Seniice Leadership Cver v 105/8
Unconditional Caring ~~ AND  Conditional Respect  Hospitality  Maintain Customer Senice Leadership Over 7 1@
Combining the BestofYour ~~ AND  Envisioning Compelling RTSC  Preferred Future 7 oo/@
Inquiring About What Others ~~ AND  Advocating for What You RTSC  Building Understanding v ou/@
Knowingthe Inside OfYour ~ AND ~ Knowing the Outside OfYour ~ RTSC  Making Reality A Key Driver T View
Planning for Your Future AND Being in Your Future Now RTSC Thinking and Acting in Real Time ¢ Copy to Our Maps
Providing Direction AND Inviting Participation RTSC Engaging and Including W 106/ 2
The Organization Achieving AND People Achieving Their Full RTSC Creating Community ¢ 105/8
Care for Organization AND Care for Community Universal Organization AND Community ¢ 144/ "o
Company Interests AND Employee Interests Universal Company Interests AND Employee Interests 1 1138 "o
Conditional Respect AND Unconditional Respect Universal Conditional and Unconditional Respect v 17/8 o
Continuity AND Change Universal Continuity AND Change ¥ 102/8 o
Directive Decisions AND Farticipative Decisions Universal UN Directive and Participative Decisions v 11.1/8
My Department AND The Whole Organization Universal My Department AND The Whole Organization 15} 13/8 o
Organization AND Customer Universal Organization AND Customer ¢ 117/8 ™o
Relationships AND Tasks Universal Relationships AND Tasks ¢ 1138
short Term AND Long Term Universal shaort Term and Long Term v s9/8
S o 14



2 BUILD AN ASSESSMENT _ﬁ:«r UNIVERSITY HOSPITAL

J Overview > Cur Maps

Continuity AND Change

Action Steps

1 Make sure everyone
understands the core values
and knows how o "walk the
talk” in their daily work

2 Benchmarking, esiablshing
“whatis™ (michasl and patrick)

3 |dendfy and name what i most

Library

Editor > Reading > Demaographics

Greatar Puposs Ststement (GPS)® -why balance iz polardy ?

Achieving Our Goals

should remain unchanged.

valued in the stafus quo (M and 0
F) ||
4
Continuity
Early Warnings
' ' values we need in the future,
B We are uncertain about new
1 People are acing in ways E LB EER G Bs T T
consisient with our core values e fure.
from the past are gefing in the Cmmmumw
way of our being successillin = (PEETES R (1 L2
the fuiure N
2 Measurable complainis of E

boredom (M and P

3 Exisling ways of doing things
are not mesdng current needs
(ex: diglup Infernet when we
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Walues = postive resulfs from focusing on

— | theef pote the nght poie

1| A We ive our core values. A We are dear aboutthe new
B We know what paris of our values we need fo Ive in the
current pians need o siay the future.
same. B We know what new plans we

=|| CWe agres on which processes need for the future.

Fearg = negative resils from over-focusing

on the left pole [0 the negled of the night pole

Values = postive resulfs from focusing on

C We have defined the processes

Action Steps

{ |dendfy the new values nesded [
in the fuiure and help people
transiate them inio their daily
work

2 Establish miestones (M and F)

3 Setfargets (M and F)

4 Full engagement [dently
siakeholders and |dendfy what
is required fo get buy in from
them (M and F)

.

Change

L]

-
=]

AWEdurﬂhewreﬂshgmreD
values.

B We have changed pans that
wiould have been befier fo
leave alone

C We have lost rack of proven
processes that we need o
succeed.

n L]

Fears = neg.?f.i'.l-& regults from ow—.’nc:a;frg;l
on the nght pole [o the neglect of the left pole

L
e

Early Warnings

1 We see people acing in ways
that violate our core valuss from
fhe past we nead 1o hold onfo in
the future

2 Measurable complaints of
counter producive chaos (M
and F)

3

._1| |

Readinglwel:m |ﬁ | |_
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2 BUILD AN ASSESSMENT fﬂr UNIVERSITY HOSPITAL
J Overview > Cur Maps Library Editor > Reading > Demographics > Feedback > Dates > Pilot 1 [<__>]

Add New |+

() [em= | [Formemnas | ©
|2 Iv] | Highest Educaon Completed | | Diplomsa Associate Degree, Bachelors Degree, Masters Degree, MD,PhD, Advanced Pracice, Post Grac| (23
|3 iv] | Role | | Audiclogy, Biomedical Engineering Chaplain, Chid Lik, Dental Dietician, Engineering Exercise Therapy He| )
|4 iv] | Poson | | Adminisiraion, Educaion, Faculy in School Manager Nurse PracBoner Pracice Leader Research, Siaff| €3
| 5 iv]  [Yearsin Heath Care Services | [1-56-10,11-15,16-20,21-25,26-30,31-35,36-40,41-45,46-50,51-65 over 55 | @
|5 iv] | Which Program do you reportto? | | Cardiac Sciences Criical Care,Emergency,End of Lie (Hospice) Health Promaton and Preventon (Pul| 3
1) sy | [k | &
S 16



2 BUILD AN ASSESSMENTﬁ}r UNIVERSITY HOSPITAL

J Overview > Our Maps Library Editor > Reading > Demographics > Fesdback > Dates > Pilot 1

Add New |+

[ Whatis your biggest exciement for te fture of Universiy Hospial? | ©
’this your biggest concern for the future of University Hospial? ] (%)
Copyright © PMA 2002
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tHE POLARITY
ASSESSMENT

for Organizations

MY ACCOUNT

CURRENT ACTIVITY

CLIENTS

MAPS

ASSESSMENTS

1 UNDERSTAND

2 BUILD

3 CONDUCT

4 RESULTS

5 TAKE ACTICN
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3 CONDUCT THE ASSESSMENTﬁJr UNIVERSITY HOSPITAL

]

Administrators Distribution

[++]
i

Overview

GCommunications Launch w

In this third step you will engage a broad base of key
siakeholders fo assess how well you are currenfly managing
your erganizalion's key polariies. People paricipaing in the
process wil log onfo our secure web sike and complele the
assessment Once the assessment penicd 1s closed, your
resuls are immediaiely avalable.

Purpose

Learn from a crifcal mass of employess and stakeholders how
wel they think cur organizaion is managing #s mest siralegic
polarbes

Qutcomes

® |niernal assessment adminisiraor supporied by PMA's
Polariy Assessment adminisiralor

* Pnorized Acion Sieps and Early Warning signals
identbed (o be taken now and later)

* fAssessment defals finalized: Demeographics for
dala-cuts, Feedback queshions, sic.

® Assessment-ready Polary Maps compleied

® [letals of The Polarty Assessment Project Plan agreed

upan

How We'll Do It

Follow the online Polarly Assessment wizard and follow our
Guidelines for Crealing Assessment Ready Polarly Maps
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3 CONDUCT THE ASSESSMENTﬁ)r UNIVERSITY HOSPITAL

J Overview > Administrators > Distribution > Communications > Launch 1

Welcome Lefier ’ Emai Welcome Lefier - Link (fo admins + v ]
B I 0
g -
Add New |-+ Cear [AdminName].
Thank you for participating as an Administrator or Distributer in The Polarity Assessment™ for Organizations: 4 5-Step
FProcess. Below is a brief instruction for you to link your staff to the [AssessmentName] Instrument.
ADMINISTRATOR & DISTRIEUTOR INSTRUCTIONS
You have two ways to link your staff to the Instrument. On or immediately before [LaunchDate], (1) Give your staff =
text link via email, Word, newsletter, etc. (provided below) or (2) Install our custom Polarity Assessment button on
your website and direct your staff go to that page (code attached]. The text link is easier, the button is more
professional. Both of them result in the same thing: your staff landing on The Polarity Assessment login page.
1. To give your staff a text link
Communicate this link te your staff in any way convenient: you may choose to include the NOTES FOR YOUR STAFF
(below) in your welcome letter.
[surveylink]
2. Installing our custom Polarity Assessment button on your website
For your convenience we have designed a Polarity Assessment launch butten and the code to control it. It's free and
relatively easy to install (by an IT/web person). It's only function is to link directly to the survey — there is no
advertising / marketing / monitoring of any kind, and you are free to remove it when the survey is over.
Please provide your web developer the button code snippet (attached] to be placed on your website. -

Fath: div = div = p

(el

’Sa:e] ’Ea-.s=

]

Copyright © PMA 2002 ’I 9
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3 CONDUCT THE ASSESSMENTﬁJr UNIVERSITY HOSPITAL

J Overview > Administrators > Distribution > Communications > Launch 1

Congratulations, your Assessment is almost ready for Launch. Follow the three steps below fo complets the process.

Confirm Checklist

Click the Confirm Checklist buion below fo open the
Checkhist and confrm your Assessment detals. Verfy that
all tabs within the Checklist contain the Complele M stas
icon.

To make any last minute ediis, chick the Edi bution in the

column header fo jump fo that page and enfer your changes.

Refurn o the Launch tab once you're done, and proceed fo
slep 2.

E] [ Confirm Checkiist ]
[ Rewview Instrument ]
@ [ Lock and Launch ]

Copyright © PMA 2002
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Review Instrument

Click the Review Instrument bution fo view the Instrument as
Respondents will see i

NOTE: The Instrument preview is fully interactive but not
connected fo a database. Responses are not collected, so
feel free to go anywhere and click anything.

Lock and Launch Assessment

Once you have completed steps 1 and 2, click the Launch
bution fo Lock and Launch your Assessment. Your
Assessment will be avalable to Respondents on your
selected Launch date.

Note: You will no longer be able to edit the contents of your
Assessment once it is locked. However, the following
administrative Tabs will rermain open for editing:
Stakeholders, Administrators, Distribution, and
Communications. Additronaly; Dates will remain open until
they have each individually passed.

20



Preview Assessment

Age 4145 -

Gender Femsls -

Highest Education Completed MMazizrs Degres -

Role [Dhstcian -
Position  Manager -
Years in Health Care Services  16-20 -
Which Program do you report to?  Hesh Fromaoton and Prevenson (Fublic Heah) -
Almost Almaost
Mever Seldom Sometimes Often Always

1. open communication that increases trust.

® ® o |9

2. each member of the team clearly documenting
How frequently in the past 6 months the care and services they provide.
have you observed or experienced

having the necessary resources to provide care
and service based on the patient's body, mind
and spirit needs.

4. team members failing to modify care or services
based on patient or family needs.

5 the work culture fostering respect for each other.

Almosat Almost
Mever Seldom Sometimes Often Always
Copyright © PMA 2002
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Your comments regarding "open communication that increases
trust."

Communication up is guarded.

Save comments —dnce
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tHE POLARITY
ASSESSMENT

for Organizations

MY ACCOUNT

CUREENT ACTIVITY

CLIENTS

MAPS

ASSESSMENTS

=5

UNDERSTAND

2 BUILD

3 CONDUCT

4 RESULTS

en

TAKE ACTION
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4 RESULTS OF THE ASSESSMENT _for UNIVERSITY HOSPITAL

Peolarity Maps Demaographics Feedback Report

Overview Summary Score

Total respondents: (325)

This fourth step is about understanding the results from your
assessment so you can make smart decisions about how fo
manage your key polarfes befer in the future. The last fask in
this sfep is to caplure what you have learned and agree on how
these lessons can best be shared wih the rest ofthe
organizalon.

Purpose

To gain insight into how efiechvely we are tapping our polaries
and the impact this has on our abilty to achieve and sustain
SUCCESS

Outcomes

* We undersiand our assessment resulis

* Insight info why we gotthe resulis we got

* e know where fo adjust our afienfion and resources fo
manage these polaries more efiechvely

How We'll Do It

Rewview our Polarfy Assessment™ Resulis and learn:

* What resulis confirm what we thought we knew and
why?

# What results surpnise us and why?

* e know where fo adjust cur afenfion and resources i
manage these polaries more eflechvely

* What does this mean we nead fo be paying afienfion o
as we go about re-visiing our AcBon Steps & Early
Warnings?
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4 RESULTS OF THE ASSESSMENT_J{W UNIVERSITY HOSPITAL

J Overview Summary Score Pelarit

T
Total respondents: (325) il

Demog

£

Resubshizlo |V

B

3|
a

Mean () Fun(325) O Cusom(s) | Gomparison Flags

100%

i] | | 4 | | 4 | | 4 | 4 4
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This fith step 1s where your Pelarfy Assessment™ work comes
together and sfays fogether. Youll agree on Acion Steps and
Early Warnings that will help you tap the power of your
organizaon's key polariies. Youl put plans in place for how fo
build on what you're already doing well, improve on what you
want fo do befter, frack your progress and course correct over
fime. ou'l explore more ways and places where you can apply
polariy thinking fo add value in your organizafion. All ofthese
plans will be integrated info a Confinuity and Change Road Map
that prowides clear direcon fo your organizabion's sustained
SUCCESS.

Purpose

To wlenffy those achon steps and early warnings that will ensure
we fap our polaries, achieve desired resulis, and sustain
SUCCESS.

Qutcomes

® Plans for menkoning and confinuously improving our
abilty fo tap the polarfes we assessed now and in the
future

® |nsight info other ways polary thinking and deing night
be helpful in cur organizafion

* Understanding what we've learned in this process and
agree how we are going fo ienffy, assess, and manage
criical polariies in our organizafon over ime

How We'll Do It

* Re-Visi and upgrade exising Achon Steps and Early
Warnings

# Brainstorm new Aclon Steps and Early Warnings

* [evelop plans fo build on what you're already going wel,
improve on what you wantto do befler, track your
progress and course correct over ime

* Explore cther ways and places polarty thinkang would
add value in your organizafion

* [evelop a Confinuiy and Change Road Map that
prioriizes the work and provides clear direclion to your
organizalion's sustained success
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Polarity Management™ Bibliography

References for Implementing Polarity Thinking — Below are recent books that provide application and examples
of Polarity Management in action

*Anderson, Kathy. Polarity Coaching: Coaching People and Managing Polarities. Amherst: HRD Press, 2010. Seven case studies
showing coaching applications and how to use the polarity map as a wisdom organizer and action planning tool

«Johnson, Barry, Polarity Management: Identifying and Managing Unsolvable Problems. Amherst: HRD Press, 1994. Johnson shares a
number of case examples in which the shift from seeing an issue as a problem to solve to managing it as a polarity added real value for
individual leaders and for organizations.

«Johnson, Barry & Roy M. Oswald. Managing Polarities in Congregations: Eight Keys for Thriving Faith Communities. Alban
Institute: 2009. Eight key polarities common to faith communities, well defined and with suggestions for how to manage them.

*Seidler, Margaret. Power Surge: A Conduit for Enlightened Leadership. Amherst: HRD Press, 2008. Seidler has the most extensive list
of values pairs available. This book provides the “how to” in helping leaders supplement their strengths and keep them from becoming
vulnerabilities.

*Schuman, Amy, Stacy Stutz, John L. Ward. Family Business as Paradox. New York: Palgrave McMillan, 2010. Applies polarity
management to the paradoxes of family run businesses.

References on Polarities as important - Several books have been written that indicate leaders and organizations
that manage polarities/dilemmas/paradox well outperform those that don't.

Collins, James C. and Jerry I. Porras. Built to Last: Successful Habits of Visionary Companies. New York: HarperCollins, 1994.
Authors identify the "Genius of the '"AND™ as a central variable that distinguished the "Gold" companies from the "Silver" companies.
The whole book is based on managing the polarity of “Preserve the Core & Stimulate Progress. ” This could also be seen as the generic
Stability & Change polarity.

+Collins, Jim. Good to Great: Why Some Companies Make the Leap...and Others Don’t. New York: HarperCollins, 2001.
*The “Genius of the ‘And’” continues as an important variable in this book and is identified as a key characteristic of leaders moving
companies from Good to Great. There are 10 polarities identified as central to becoming a level 5 leader.

*Dodd, Dominic and Ken Favaro. The Three Tensions: Winning the Struggle to Perform Without Compromise. John Wiley and Sons,
2007. Authors interview executives from 200 companies and identify 3important tensions (polarities) central to their organization §
effectiveness: Profitability & Growth; Today & Tomorrow; and, The Whole & Its Parts.
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» deWit, Bob and Ron Meyer. Strategy Synthesis: Resolving Strategy Paradoxes to Create Competitive Advantage. London: Thomson,
1999. de Wit and Meyer identify 10 paradoxes (polarities) which are at the heart of strategic management.

» Elsner, Richard and Bridget Farrands. Lost in Transition: How Business Leaders Can Successfully Take Charge In New Roles,
London: Marshall Cavendish Limited, 2006. Authors identify 8 tensions (polarities) which, when managed well, contribute
significantly to being successful in new jobs.

* Fletcher, Jerry and Kelle Olwyler. Paradoxical Thinking: How to Profit From Your Contradictions. San Francisco: Berrett-Koehler,
1997. “After more than fifteen years of studying thousands of detailed examples of people performing at their best, Fletcher and
Olwyler have found that individuals are always paradoxical when performing optimally and that each person has a particular
combination of contradictory and paradoxical (polarity) qualities that work together to produce that person s best work. ”

» Hammett, Peter, Unbalanced Influence: Recognizing and Resolving the Impact of Myth and Paradox in Executive Performance.
Davies-Black Publishing, 2007. Ten year of executive research indicates the importance of paradox in executive performance.

» Hampden-Turner, Charles. Charting the Corporate Mind: Graphic Solutions to Business Conflicts. New York: The Free Press, 1990.
Charles Hampden-Turner has written several books on the advantage of managing dilemmas in which his research shows that those
companies that manage key dilemmas well outperform those that don't.

» Hampden-Turner, Charles and Alfons Trompenaars. The Seven Cultures of Capitalism: Value Systems for Creating Wealth in the
United States, Japan, Germany, France, Britain, Sweden, and The Netherlands. New York: Doubleday, 1993.

* Hampden-Turner, Charles and Alfons Trompenaars.Building Cross-Cultural Competence: How to Create Wealth from Conflicting
Values. Chichester: John Wiley & Sons, 2000. Hampden-Turner and Trompenaars identify 6 dilemmas (polarities) which must be
managed to support cross-cultural competence.

» Handy, Charles. The Age of Paradox. Boston: Harvard Business School Press, 1994. Handy builds on his earlier work, The Age of
Unreason, to assert the balancing of paradoxes (polarities) at the heart not just of effective personal and organizational life, but of
our survival as a world community.

* Hickman, Craig R. Mind of a Manager Soul of a Leader. New York: John Wylie & Sons, 1990. Support for the benefits of
paradoxical thinking also show up in Hickman's book the title of which is a fundamental polarity in leadership.
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» Hofstede, Geert. Culture’s Consequences: Comparing Values, Behaviors, Institutions, and Organizations Across Nations. London:
Sage Publications, Ltd., 2001. Hofstede identifies 5 dimensions (polarities) of national culture to help us tap national differences as
a resource.

+ Johnston, Charles M. Necessary Wisdom: Meeting the Challenge of a New Cultural Maturity. Seattle: ICD Press, 1991. Johnston
identifies 5 key polarity domains within culture and asserts the importance of understanding and bridging polarities. Managing
polarities are at the heart of wisdom and cultural maturity and how we “must learn to think and act if our future is to be a healthy
one.”

» Martin, Roger. The Opposable Mind: How Successful Leaders Win Through Integrative Thinking. Boston: Harvard Business
School Press, 2007. Drawing on research and interviews, Martin shows that truly successful leaders are skilled at holding two
opposing ideas at the same time and reaching a synthesis that contains elements of both, but improves on each.

» Pascale, Richard Tanner. Managing on the Edge: How the Smartest Companies Use Conflict to Stay Ahead. New York: Simon &
Schuster, 1991. Pascale identifies "managing contention better" as the key variable that separated the 14 companies that kept their
"excellent"” rating from the 29 that did not when looking at the 43 companies identified in the book In Search of Excellence. What he
means by "managing contention™ is managing polarities/dilemmas/paradoxes and he identifies 7 giving examples of each.

* Quinn, Robert E. Beyond Rational Management: Mastering the Paradoxes and Competing Demands of High Performance. San
Francisco: Jossey-Bass, 1988. Quinn asserts that mastering paradox (polarity) is the central to high performance.

* Quinn, Robert E. Building The Bridge As You Walk On It: A Guide for Leading Change. San Francisco: Jossey-Bass, 2004. Quinn
identifies 8 polarities as “The fundamental state of leadership. ”

» Sisodia, Raj, Jag Sheth, and David B. Wolfe. Firms of Endearment: How World Class Companies Profit from Passion And Purpose.
Wharton School Publishing, 2007. The authors discovered that the key indicator for whether a company is a great investment is the
degree to which it manages the polarity of taking care of the stockholders & the stakeholders. In other words attending to company
interests & the interests of the larger community in which the company exists.
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