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Q) vouwn BAMSRWEERER (2008 vs 2017 )
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AR

S 58.2 42.5 8157
K Fi 25.6 19.0 5% /06.6
ECERE 27.7 16.9 7.8
R R 17.8 10.6 7.2
EFS 11.7 7.0 4.7
AN 3.2 3.4 ¥&1n0.2
o A i 2.6 3.1 12h00.5
B fE n/a 0.9 n/a
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Peter Senge

MORE THAN 1 MILLION COPIES IN PRINT

REVISED AND UPDATED WITH 100 NEW PAGES

NFTH
DISCIPIANE

The Art& Praetice of

the Learniig\QFganization

PETER M. SENGE

Academy for Systems Change
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Clients we've served
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Systemic Challenge
Systems Thinking
Systems Change

Systemic Change Process
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Top 10 skills

in 2020 _

. C_ Complex Problem Solving
: Crifi

Creativity

People Management
Coordinating with Others
Emotional Intelligence
Judgment and Decision Making
Service Orientation

Negotiation

Cognitive Flexibility

SOONOOAWN=

Source: Future of Job Report, World Economic Forum

WORLD
ECONOMIC
FORUM

in 2015

1. Complex Problem Solving

2. 00 ers

3 People Management

4.  Critical Thinking

5. Negotiation

6 Quality Control

7 Service Orientation

8 Judgment and Decision Making
9.  Active Listening

10. Creativity
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CLEAN WATER ' l DECENT WORK AND INDUSTRY. INNOVATION 1 REDUCED
AND SANITATION ' \ ECONOMIC GROWTH ANDINFRASTRUCTURE INEQUALITIES

i

SUSTAINABLE CITIES
AND COMMUNITIES

12 RESPONSIBLE

CONSUMPTION

HE GI_UBAI_ GO AI_S AND PRODUCTION
For Sustainable Development m

CLIMATE LIFE BL. oW LIFE PEACE AND JUSTICE
ACTION 1 WATER 15 ON LAND 16 STRONGINSTITUTIONS
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Systemic Challenge

« The problem doesn’t arise from any one particular cause, but emerges from
the confluence of multiple interconnected factors

« Those multiple factors — technical, social, business, financial, political, and
environmental — are controlled or influenced by multiple stakeholders

« The complexity of the problem makes it difficult to untangle cause and
effect, and to identify effective solutions — especially as the system is
constantly evolving and adapting to changing circumstances

 There is often a structural trap in which individual stakeholders may act
quite rationally (given how others in the system act), but collectively
everyone is trapped in a persistent sub-optimal state — a race-to-the-bottom
or tragedy-of-the-commons — and have few incentives to change

e Because of these characteristics, we need simultaneous collective
understanding and action in order to shift the system.
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Systems Thinking




Creative Tension

Figare 1

The Principle of Creative Tension

Vision

Source: Robert Fritz

==~
2/—/
|

Carrent
Reality

1.Vision:
Continue clarifying
"What is most
important to us?”

“What do we really
want to create?”

2.Reality:

Continue learning
to see the current
reality clearly

1
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From Silo-thinking to =

Seeing the Whole n

System.

It’ s
' a Wall!

Together.

It S
ope'
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B

Endogenous Worldview

From Linear to Feedback Loop Thinking
From Blaming to Shared Responsibility
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Structural Trap

B's Negative
Interpretation

/

-

A's Reaction B's R

\ A's Negative

Interpretation

action

o

\

14
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When we see ourselves
as a part of a problem,

we cah become a part
of the solution.




United Way Taiwan | June

15, 2019

ty

Complexi
“Today’s problems come from yesterday’s solutions.”

IC

Dynam

Source: John Sterman



Iceberg Model

Higher Leverage

Pattern

i

Structure

i

Mental Model

)

Shared Vision

Reactive
Adaptive
Creative
Reflective

Generative

17
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How do we see the larger system

and form collective action?




Systems Change
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Case One - Level of Society

Sustainable fisheries
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United Way Taiwan | June 15, 2019
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Government imposed a fishing quota

(1/3 of normal catch)

Fishermen and local buyers reacted with

anger and resistance

NGOs and Govt came in with predetermined solutions

..... and were rejected with mistrust

Had to let go OUR OWN agenda

And began with a deep listening and inquiry process to sense the system

26
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Systemic Challenges

Mistrust Among
Fishers, Buyers, '
Gov't, CSOs

Silo Action
Among CSOs

Fish
Price

*

¥

Fish Stock

Income
Instability

lllegal Catch f

*

27
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Collective Discovery of the Current Reality

A workshop with multi-stakeholders from the
different sectors:

* Fishing cooperatives

« Local government agencies

« State government agencies

* Local buyers

* NGOs involved in the community

Empowered with the co-creation of a...

Participatory Systems Map

6L0Z ‘sLaunc | uemie] Aepn paaiun
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United Way Taiwan | June 15, 2019




Fish Stock

Maturation

Fish Regeneration Time

e A

Regeneration Rate

Juvenile
Fish
Maturation
\, Rate

+

Adult Fish
Stock

Ae)

Fish Mortality +

J

o

AN
Mortality Rate

31
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Fish
Densi

c

Limits to Growth: due to
Limited Carrying Capacity

Fractional
Regeneration Rate

Maturation

Fish Regeneration Time

Ae)

Fish Mortality +

+Ar7° Juvenile Adult Fish J -5
o Fish - Stock pas
Regeneration Rate \tglarz:lon Mortality Rate
+ A:verage Fish
Lifetime
+
Healthy
Ecosystem
(Environmental)

Carrying Capacity
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Fish
Densi

c

Limits to Growth: due to
Limited Carrying Capacity

Fractional
Regeneration Rate

Maturation

Fish Regeneration Time

e

Fish Mortality +

+
+ Juvenile Adult Fish v! > Q
Q%» Fish P> Stock fas

Regeneration Rate \tggta:ion Mortality Rate
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A Detailed Map
Linking Economic,
Environmental and
Social Sustainability
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© Dr. Joe Hsueh, Academy for Systems Change
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A Conceptual Map linking
Economic, Environmental and Social Sustainability
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Strategic Clarity through Complexity

complexity

mental
capacity

Cultivate our
collective capacity
to hold complexity

strategic clarity

silo thinking

time
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Systems-based 5-Year
Collective Impact
Funding Strategy
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United Way Taiwan | June 15, 2019




Systems Sensing through Collective Dialogue

Seeing SELF

What is my work and where is it on the
map? If not, where would | put it?
What is my theory of change?

Seeing YOU and ME
How does my success depend on your
success?

Seeing WE and the WHOLE

What is our shared vision? Key indicators of
success?

What are key barriers hindering our
progress?

What are high-leverage points for realizing
our shared vision?

Who else is missing we need to bring into
the room next time?
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Benefits of Systems Mapping Approach

Form shared understanding of the system
Form a shared vision

Identify levers for collective action

Identify relevant actors/stakeholders

Dialogue to build trust and form partnerships
Communicate theory of change to public

Facilitate an ongoing action-learning process
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CASE TWO - SECTOR LEVEL
Cancer-free economy

collaborative network




Core Problem Definition

How can we shift the economy from
one that is built on toxic chemicals
to one that is healthy for people and
the environment?
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Six Conditions of Systems Change

Six Conditions of Systems Change

Resource

Policies MElaild=5
Flows

Relationships Power
& Connections Dynamics

Structural
Change

(explicit)

(semi-explicit)

Mental Transformative
Models Change

(implicit)

6L0Z ‘sLaunc | uemie] Aepn paiun



Systems Change Process




Stakeholder

. llecti Dialogue &

Systems Aspiration Collaborative %?,Set)g,:que Facilitation
& Stuckness Potentials

Systems Mapping
Champions \\

Relationship
Building

Quiet
Convening

Identification

Learning Journey

Stakeholder T

Map & Interview

Change Process —
Design

Sensing the field

Wicked Problem —_
N Opportunity
Critical System Identification

/
Isolated Successes /

Potential Backbone
Organization

1. Quiet-Convening Process:

Once a systemic change opportunity is identified,
a quiet-convening process is initiated to interview
stakeholders and map out the system in order to
raise systems awareness and the desire to
collaborate across boundaries.

It will take several iterations to reach a critical
mass of stakeholders who are willing to initiate a
self-convening process.

Boxes signify possible stages in the change
process. Red variables are possible interventions
for each stage.

Mapping
Shared Vision

Systems
Awareness

Self
Convening

U Process

Co-presencing

Leverage Point
Identification

Shared Strategy
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Stakeholder

Collective  Dialogue &

Systems Aspiration Collaborative Facilitation
& Stuckness Potentials Systems U Process
Mapping Co-presencing
Systems Mapping Shared Vision
Champions . . \\ Leverage Point
Identification Relatl|or.1$h|p Systems ——_ \ Identification
Building Awareness A
Learning Journey ~__ | seff Shared Strategy
Stakeholder BN Convening
Change Process — g ] ) Rapid Results Method
Design Quiet Convening R1
Collaborative Network
Sensing the field Self-convening . . o
After Action Review Reinforcing Activities
Wicked Problem —_ AT Svstems .
Opportunity Learning Infrastructureﬁ y Prototype |<#— Process Coaching
Critical System Identification Leadership Projects |
- Personal Mastery Network Backbone Organization
Isolated Successes \ *
Potential Backbone )
Organization Investment & Funding
Sglftemic Shared
ange
) Outcomes <_Measurement
2. Self-Convening Process W»__Developmental
Multi-stakeholders self-convene to form a Evaluation

shared understandmg of current reality, co-
create a shared vision and identify high-
leverage points and prototype projects.
Acting and learning from project projects
and evaluating systemic change outcomes
help build a network of systems leadership
distributed across the system.

The initial self-convening needs outside
facilitation assistance. The long-term
developmental goal is to create a network of
systems leaders who have the capacity to
self-convene going forward and thus close
the R1 self-convening loop.

Capacity
Building
Program
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3. Capacity Building Program

Peer coaching, action research and
action learning design reinforce the
capacity building program which
strengthens systems leaders’ capacity
to self-convene and prototype
collaborative projects further.

Designing an integrated capacity
building program and learning
infrastructure that taps into people
and resources from the change
process is a high leverage point for
scaling systemic change as it closes
R2 capacity building loop.

Potentials
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Stakeholder
Collective Elalg?gue &
Systems acilitation U Process
Mapping

Co-presencing

Shared Vision Leverage Point

Identification
Systems \
Y ~a. W

/@

Quiet Convening

After Action Review

Learning Infrastructure g |

Qmsmw/
Coaching
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. ] Self

Shared Strategy

Convening

Prototyping
Rapid Results Method

@ Collaborative Network

Self-convening . ) L
Reinforcing Activities

—a
L esay:teerlsr;fip Prototype |«#— Process Coaching
Projects
—  Network J ¥~ Backbone Organization

y
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Capacity
Building
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e Measurement
Outcomes [
W»__Developmental
Capacity Evaluation
Building
Action

Program ~—— Research

Action
Learning
Design
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4. Scaling Process

As the prototype projects get matured
and a network of systems leaders get
developed over time, a critical mass of
systems leaders and their activities
reach a tipping point where the new
ways of being, thinking and acting
become the norms and attractors for
others to replicate and scale up else
where in the system.
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Potentials
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Systems Mapping
N
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Collective Elalg?gue &
Systems acilitation U Process
Mapping

Shared Vision

After Action Review —a

Learning Infrastructure g | L:g:t;:;]sip Scaling
Personal Mastery"/' Network R3

Scaling
pee'r Systemic

Coaching
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Self-convening

Co-presencing

Leverage Point
Identification

Shared Strategy

Prototyping
Rapid Results Method

Collaborative Network
Reinforcing Activities

Prototype |<#— Process Coaching
Projects <

Backbone Organization

Change

Outcomes [

Capacity
Building
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Building
Program

Action
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Action
Learning
Design

Measurement

W»__Developmental
Evaluation

S

Investment & Funding

Shared
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5. Systems Funding
Effective action research and communication
outreach increase awareness for systems-based
funding (philanthropy and private investment).
Hybrid organization design generates revenue
for self-sustaining project fungi

Traditional funding focuses on
prototype projects to systemic c

outcomes by targeting high potenyjal prototype

projects

Systems-based funding focuses on the p
of catalyzing self-sustaining systemic chang
by funding the quiet-convening process,
prototype projects and capacity building
program with the aim to strengthen the R1 self-
convening reinforcing loop till it reaches the
tipping point for systemic change.

ess
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Mapping
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-~ ] Self
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Prototyping
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Tipping @ Collaborative Network
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Self-convening . . o
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LSy:terr;‘s_ - Prototype |«— Process Coaching
eadership caling Projects o
—__ Network R3 ¥~ Backbone Organization

Scaling
pe!- Systemic
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Capacity

Building Action Hybrid
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& Systems Funding
Systems
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Systemic Change Process Map
Dr. Joe Hsueh, Academy for Systemic Change

63

6L0zZ ‘SLaunc | uemie] Aepn panun



Learning opportunities

Systems Thinking
Level One Course

Chinese Culture University
Heping & Jingguo Campus

August 30-31, 2019
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