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Inhisnewbook Theory U: LeadingfromtheFutureaslt Emerges(Cambridge,
MA: Society for Organizational Learning, 2007), Otto Scharmer introduces
readers to the theory and practice of the U process, based on a concept he
calls Qpresencing.OA blend of the words QpresenceOand Osensing,Opresencing
signifies a heightened state of attention that allows individuals and groups to
shift the inner place from which they function. When that shift happens, people
begin to operate from a future space of possibility that they feel wants to
emerge. Being able to facilitate that shift is, according to Scharmer, the essence
of leadership today. At the end of this Executive Summary you will find more
compl ete coverage of how Theory U is being used by numerous stakeholders and
corporate innovators, and information on how you might become involved with

the Presencing Institute.

Tapping Our Collective Capacity

We live in a time of massive institutional

failure, collectively creating results that

nobodywants.ClimatechangeAIDS. Hunger

Poverty Violence. Terrorism. Destruction of

communities, nature, lifeNthe foundations
of our social, economic, ecological, and

spiritual well-being. This time calls for a new

consciousnesand a new collective leadership
capacityto meetchallenge$n amoreconscious,
intentional,andstrategiovay. Thedevelopment
of suchacapacitywill allow usto createafuture

of greater possibility

[lluminating the Blind Spot

Why do ourattemptdo dealwith thechallenges
of our time so often fail? Why arewe stuckin
SO many quagmirestoday? The causeof our
collectivefailureisthatweareblindtothedeeper
dimensionof leadershipand transformational
changeThis OblindspotGexistsnot only in our
collective leadershipbut alsoin our everyday
social interactions.We are blind to the source
dimensionfrom which effective leadershipand
social action come into being.

We know agreat deal about what leaders do and
how they do it. But we know very little about the
inner place, the source from which they operate.

Successfulleadershipdependson the quality

of attentionandintentionthat the leaderbrings
to any situation. Two leadersin the same
circumstancesloing the samething can bring

aboutcompletelydifferentoutcomesgepending
ontheinnerplacefromwhicheachoperatesThe

natureof thisinnerplacein leaderdgs something
of amysteryto us.We doknowsomethingabout
theinnerdimension®f athletesbecausetudies
havebeenconductedn whatgoesonwithin an

athlete®mind and imaginationin preparation
for a competitive event. This knowledgehas
led to practicesdesignedto enhanceathletic
performancdrom the Oinsideut,Csoto speak.
But in the arenaof managemenand leading
transformationalchange,we know very little

abouttheseinner dimensionsandvery seldom
are specibc techniquesapplied to enhance
managemenperformancerom the inside out.

In a way, this lack of knowledgeconstitutesa

OblindspotGn our approachto leadershipand
management.

Successful leadership depends on the quality of attention and intention that
the leader brings to any situation. Two leaders in the same circumstances
doing the same thing can bring about completely different outcomes,
depending on the inner place from which each operates.



We know very little about the invisible
dimensionof leadershipgventhoughit is our
souice dimension

RESULTS:
What

PROCESS:
How

SOURCE:
Who
Blind spot : Inner place
from which we operate

Figure 1. Three Perspectives on the Leader® Work:
The source dimension of leadership is often invisible
and functions as a “blind spot” in the process of social
reality formation and transformational change.

Slowing Down to Understand

At its core, leadershipis about shapingand
shifting how individuals and groups attend
to and subsequentlyrespondto a situation.
The trouble is that mostleadersare unableto
recognizelet alonechangethestructurahabits
of attention used in their ganizations.

Learningto recognizethe habitsof attentionin

any particularbusines<ulturerequiresamong
other things, a particular kind of listening.
Over morethana decadeof observingpeople®
interactionsin organizations) havenotedfour

different types of listening.

Listening 1: Downloading

Oreah, | know that already.Ql call thistype
of listening GlownloadingN listening by
reconPrming habitua judgments. When
you are in a situation where everything
that happens conbrms what you aready
know, you are listening by downloading.

Listening 2: Factual
QDoh, look at that! OThis type of listening
is factual or object-focused: listening by
paying attention to facts and to novel or

disconbrming data. You switch off your
inner voice of judgment and listen to the
voices right in front of you. You focus on
what differsfrom what you aready know.
Factua listening is the basic mode of
good science. You let the datatalk to you.
You ask questions, and you pay careful
attention to the responses you get.

Listening 3: Empathic
OOh, yes, | know exactly how you feel.O

This deeper level of listening is empathic
listening. When we are engaged in real
dialogue and paying careful attention,
we can become aware of a profound shift
in the place from which our listening
originates. We move from staring at the
objective world of things, Pgures, and
facts (the Ot-worldQ to listening to the
story of a living and evolving self (the
Qrou-worldQ). Sometimes, when we say
Q know how you feel,Cour emphasisison
akind of mental or abstract knowing. But
to really feel how another feels, we have
to have an open heart. Only an open heart
gives us the empathic capacity to connect
directly with another person from within.
When that happens, we feel a profound
switch as we enter a new territory in the
relationship; we forget about our own
agenda and begin to see how the world
appears through someone else@ eyes.

Listening 4: Generative

Ol can® expresswhat | experiencein
words. My whole being has slowed
down. | feel more quiet and present
and more my real self. | am connected
to somethinglarger than myself.OThis
type of listening moves beyond the
currentbpeldandconnectausto aneven
deeperrealm of emegence.l call this
level of listening Ogenerativiistening,O
or listening from the emeging Peld of
future possibility This level of listening
requiresus to acces:ot only our open
heart, but also our open willNour
capacityto connectto the highestfuture



possibilitythatcanemege.Wenolonger
look for somethingoutside Wenolonger
empathizewith someonean front of us.
We arein analteredstate OCommunionO
or Ograceid® maybetheword thatcomes
closest to the texture of this experience.

When you operate from Listening 1 (down-
loading), the conversation reconbrms what you
aready knew. You reconbPrm your habits of
thought: CThere he goes again! OWhen you operate
from Listening 2 (factud listening), you disconbrm
what you aready know and notice what is new out
there: (Boy, this looks so different today! OWhen
you choose to operate from Listening 3 (empathic
listening), your perspective isredirected to seeing
the stuation through the eyes of another: (Boy,
yes, now | realy understand how you feel about
it. | can sense it now too.OANd bnally, when you
choose to operate from Listening 4 (generative
listening), you redize that by the end of the
conversation you are no longer the same person
you were when it began. You have gone through
a subtle but profound change that has connected
you to a deeper source of knowing, including the
knowledge of your best future possibility and self.

Deep Attention and Awareness

Deepstatesof attentionandawarenesarewell

known by top athletesin sports.For example,
Bill Russell, the key player on the most
successfulbasketballteam ever (the Boston
Celtics, who won 11 championshipsin 13
years),describedhis experienceof playing in

the zone as follows:

OEveryso often a Celtics gamewould
heatup so that it becamemore than a
physicalor evenmentalgame andwould
be magical. That feeling is difpcult to
describe,and | certainly never talked
aboutit when | was playing. When it
happened] could feel my play rise to
a new level. It camerarely, and would
last anywherefrom Pve minutesto a
whole quarter or more. Three or four
plays were not enoughto get it going.
It would surroundnot only me and the
otherCeltics,but alsothe playerson the
other team, and even the referees.

At that specia level, dl sorts of odd
things happened: The game would be in
the white heat of competition, and yet
somehow | wouldn® feel competitive,
which isamiraclein itself. 1@ be putting
out the maximum effort, straining,
coughing up parts of my lungs as we ran,
and yet | never felt the pain. The game
would move so quickly that every fake,
cut, and pass would be surprising, and yet
nothing could surprise me. It was amost
as if we were playing in sow motion.
During those spells, | could almost sense
how the next play would develop and
where the next shot would be taken.
Even before the other team brought the
ball inbounds, | could fed it so keenly
that 1@ want to shout to my teammates,
@G coming there! N except that | knew
everything would change if | did. My
premonitions would be consistently
correct, and | aways felt then that | not
only knew al the Celtics by heart, but aso
all the opposing players, and that they all
knew me. There have been many timesin
my career when | felt moved or joyful, but
these were the momentswhen | had chills
pulsing up and down my spine.

Q.. On the bve or ten occasions when the
game ended at that special level, | literally
did not care who had won. If we logt, 1@
still be as free and high as a sky hawk.O

(William F. Russell, Second Wind: The
Memoirs of an Opinionated Man, 1979)

According to Russell® description, as you
move from regularto peak performanceyou
experience slowing down of time, awidening
of space,a panoramictype of perception,and
a collapseof boundariedetweenpeople,even
betweenpeopleon opposingteams(seebgure
2: movement from Fields 1-2 to Fields 3-4).

While top athletesand championshipteams
aroundheworldhavebegurtoworkwith rebPned
techniquesof moving to peak performance,
wherethe experienceRusselldescribess more

likely tohappenbusinesteaderoperatdargely

without thesetechniquesNorindeed, without

any awareness that such techniques exist.



To be effective leaders, we must Prst understand
the Peld, or inner space, from which we are
operating. Theory U identibes four such Qpeld
structures of attention,O which result in four
different ways of operating. These differing
structures affect not only the way we listen, but
also how group members communicate with
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one another, and how institutions form their
geometries of power (bPgure 2).
The four columns of Pgure 2 depict four
fundamentaimeta-pocesse®f the social beld
that people usually take for granted:
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¥ conversing (group)
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Figure 2. Structures of Attention Determine the Path of Social Emergence: In order to respond to
the major challenges of our time, we need to extend our ways of operating from Fields 1 or 2 to Fields

3 or 4 across all system levels.

To be effective leaders, we must first understand the field, or inner space,
from which we are operating. Theory U identifies four such “field structures
of attention,” which result in four different ways of operating.



¥ structuring (institutions)
¥ ecosystem coordination (global systems)

Albert Einstein famoudy noted that problems
canot be resolved by the same leve of
consciousnessthat created them. If we address our
21st-century chalenges with reactive mindsets
that mostly ref3ect theredlities of the 19th and 20th
centuries (Field 1 and Field 2), we will increase
frustration, cynicism, and anger. Across al four
meta-processes, we seetheneed tolearnto respond
from a deeply generative source (Field 4).

Summing up: the way we pay attention to

a situation, individually and collectively,

determineghe paththe systemtakesandhow it

emepes(Pgure2). Onall four levelsNpersonal,
group, institutional, and globalNshifting

from reactiveresponsesnd quick Pxeson a
symptomslevel (Fields 1 and 2) to generative
responseshat addresghe systemicroot issues
(Fields 3 and 4) is the single mostimportant
leadership challenge of our time.

The U: One Process, Five Movements

In orderto move from a reactiveField 1 or 2
to a generativeField 3 or 4 responsewe must
embarkon ajourney In aninterview projecton
profoundinnovationand changethat included
150 practitionersand thought leaders| heard
many practitionersdescribethe various core
elementof this journey Onepersonwhodid so
in particularlyaccessiblavordsis Brian Arthur,
thefoundingheadof theeconomicgroupatthe
SantaFe Institute.WhenJosephlaworskiand|
visitedhim heexplainedo usthattherearetwo
fundamentallydifferent sourcesof cognition.
Oneis the applicationof existing frameworks
(downloading) and the other accessingone®
inner knowing. All true innovationin science,
businessandsocietyis basedon the latter, not

ontheeverydaydownloadingtypeof cognition.
So we askedhim, OHowdo you do that?If |
want to learn that as an organizationor as
an individual, what do | haveto do?0In his
responsehe walked us through a sequenceof
three core movements.

ThebrstmovemenhecalledOobservabserve,
observe.@ meango stopdownloadingandstart
listening.It meango stopour habitualways of

operatingandimmerseourselvesn the places
of mostpotential the placesthatmattermostto

the situation we are dealing with.

The secondmovementBrian Arthur referredto
asOretreaaindreRect:allow the innerknowing
to emege.OGo to the inner place of stillness
whereknowing comesto the surface We listen
to everythingwe learnedduring the Oobserve,
observe,0and we attend to what wants to
emepe. We pay particularattentionto our own
role and journey

The third movement, according to Brian Arthur, is
about Gxctinginaninstant. OThismeanstoprototype
the new in order to explore the future by doing. To
cregte alittle landing strip of the future that alows
for hands-on testing and experimentation.

That whole processNobservepbserve access
your sourcesof stillness and knowing, act

in an instantNI have cometo refer to asthe

U processbecauseit can be depicted and

understoodas a U-shapedourney In practical
contextsthe U-shapedourneyusuallyrequires
two additionalmovementsan initial phaseof

building commonground (co-initiating) and a

concluding phasethat focuseson reviewing,

sustaining,and advancingthe practical results
(co-evolving). The bve movementsof the U

journey are depicted ingare 3.

On all four levels—personal, group, institutional, and global—shifting from
reactive responses and quick fixes on a symptoms level (Fields 1 and 2) to
generative responses that address the systemic root issues (Fields 3 and
4) is the single most important leadership challenge of our time.



1.,CO-INITIATING:
Build Common Intent stop and listen to
others and to what life calls you to do

2. CO-SENSING:

Observe, Observe, Observe go to the
places of most potential and listen with your
mind and heart wide open

@

5. CO-EVOLVING:
Embody the New in Eco systems that
facilitate seeing and acting from the whole

4. CO-CREATING:
Prototype the New in living examples to
explore the future by doing

3. PRESENCING:
Connect to the Source of Inspiration, and W il
go to the place of silence and allow the inner knowing to emerge

Figure 3. The U as One Process with Five Movements :In order to move from Field 1 or 2 to Field 3
or 4 ways of operating, we need to move first into intimate connection with the world and to a place of
inner knowing that emerges from within, followed by bringing forth the new, which entails discovering

the future by doing.

1. Co-initiating: build common intent. Stop
and listen to others and to what life calls
you to do

At the beginningof eachproject,oneor a few

keyindividualsgathertogethewith theintention
of makinga differencein a situationthatreally

mattersto them and to their communities As

they coalescento a core group, they maintain
a commonintention aroundtheir purpose the

peoplethey want to involve, and the process
they want to use. The context that allows

sucha coregroupto form is a procesof deep
listeningNlistening to what life calls you and

others to do.

2. Co-sensing: observe, observe, observe.
Go to the places of most potential and lis-
ten with your mind and heart wide open

The limiting factor of transformationathange
is not a lack of vision or ideas,but aninability

to senseNhat is, to seedeeply sharply and
collectively Whenthe membersof a groupsee
togetherwith depth and clarity, they become

awareof their own collectivepotentialNalmost
asif anew collectiveorganof sightwasopening
up. Goetheput it eloquently: OEveryobject,
well contemplatedppensup a new organ of
perception within us.O

The late cognitive scientist Francisco Varda once
told meabout an experiment that had been conducted
with newborn kittens, whose eyeswere not yet open.
They were put together in pairs, with one on the back
of the other in such away that only the lower kitten
was ableto move. Bath kittens experienced the same
spatia movements, but dl of the legwork was done
by the lower cat. The result of this experiment was
that the lower cat |earned to see quite normdlly, while
the upper cat did notN its capacity to see developed
inadequately and more dowly. The experiment
illustrates that the ability to see is developed by the
activity of thewhole organism.

When it comes to organizing knowledge
managemenstrategyinnovation,andlearning,
we are like the upper catNwe outsourcethe
legwork to experts,consultants,and teachers
to tell us how the world works. For simple
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problemsthis maybeanappropriateapproach.
But if you arein the businessof innovation,
thenthe uppercat®way of operatingis utterly
dysfunctional. The last thing that any real
innovatorwould outsourcas perception. When
innovating, we must go placesourselvestalk
with people,and stay in touch with issuesas
theyevolve.Withouta directlink to thecontext
of a situation,we cannotlearnto seeand act
effectively.

Whatis missingmostin ourcurrentorganizations
andsocietieds asetof practiceghatenablethis

kind of deep seeingNOsensingONthappen
collectively and across boundaries. When

sensinghappensthe groupasa whole cansee
theemegingopportunitiesandthekey systemic
forces at issue.

Presencing: Connect to the source of inspi-
ration and common will. Go to the place of si-
lence and allow the inner knowing to emerge

At thebottomof theU, individualsor groupson
the U journeycometo a thresholdthatrequires
aOlettinggoCof everythingthatis notessential.
In manyways,this thresholdis like the gatein
ancientJerusalentalled OTheNeedle,Qvhich
was so narrowthat whena fully loadedcamel
reachedt, the cameldriver hadto take off all
the bundlesso the camelcould passthroughN
giving riseto the New TestamensayingthatOlt
is easierfor a camelto go throughthe eyeof a
needlethanfor arich manto enterthe kingdom
of God.O

At the same time that we drop the non-essential
aspects of the self (Qetting goQ, we also open
ourselves to new aspects of our highest possible
future self (Qetting comeQ. The essence of
presencing is the experience of the coming in of
the new and the transformation of the old. Once
a group crosses this threshold, nothing remains
the same. Individual members and the group asa

whole begin to operate with aheightened level of
energy and sense of future possibility. Often they
then begin to function as an intentional vehicle
for the future that they feel wants to emerge.

4. Co-creating: Prototype the new in living
examples to explore the future by doing

| often work with peopletrainedas engineers,
scientists, managers,and economists (as |
was).But whenit comesto innovation,we all
receivedhewrongeducationin all ourtraining
andschoolingoneimportantskill wasmissing:
the art andpracticeof prototyping.That®what
you learnwhenyou becomea designer What
designerdearnis the oppositeof whatthe rest
of us are socialized and habituated to do.

I still remember my brst visit to an art and design
school when | wasadoctoral student in Germany.
Because | had published abook on aesthetics and
management, a design professor a the Berlin
Academy of Arts, Nick Roericht, invited me to
co-teach a workshop with him. The night before
theworkshop, | wasinvited to meet with Roericht
and his inner circle at his loft apartment. | was
eager to meet the group and to see how afamous
designer had furnished his Berlin loft. When |
arrived, |1 was shocked. The loft was spacious,
beautifulN but virtually empty. In a very small
corner kitchen stood asink, an espresso machine,
a few cups, and a quas kitchen table. But no
drawers. No dishwasher. No table in the main
room. No chairs. No sofa. Nothing except a few
cushionsto sit on.

We had a great evening,and later | learned
that the empty loft reRectedhis approachto

prototyping. For example,when he developed
a prototypeinterior designfor the dean§ofbce
athisschool,hetook outall of thefurnitureand
thenwatchedvhathappenethere Roerichtand
his studentsthen furnishedit accordingto the

dean€actualneedsNthemeetingheconducted

What is missing most in our current organizations and societies is a set
of practices that enable this kind of deep seeing—“sensing”—to happen

collectively and across boundaries.



and so forthNsupplying neededobjects and

furnishingsin real time. Prototypingdemands
that Prstyou empty out all the stuff (OletgoO).
Thenyou determinewhat you really need(Olet
comeO)and provide prototype solutions for

thosereal needsin real time. You observeand

adapt based on what happens next.

This wassucha greatlessonfor me. | thought:
Boy, if this famous design professorhas a
loft with no things in it, why can©the best
managemenischools and all of the famous
managementminds create equally simple
organizationaldesignthatthrowsout all of the
dysfunctional bureaucracy?

The next day we startedthe workshoparound
1:00 p.m. The taskwasto invent gameboards
for all of the currentand alternativeways of

governing the local and global economy A

fairly ambitiousdesignchallenge] thought But

it waswhatRoerichtsaidnextthatreally Roored
me:OO0kaynowsplitupinto teamsAt 5:00p.m.
eachteam presentsits brst prototype.Q was
dumbfoundedIn my world of economicsand
managementhe reactionto sucha designtask
would have beenthis: OFirst,it@ too big. You

needto narrowyour questionSecondif youdo
it, takea yearor soto review all the work that
hasbeendoneon thetopic. Thencomeup with

a summaryof thatand maybea suggestiorfor

whatto do next.CBut comeup with a prototype
in four hours?My professionatraininginsisted
thatthisapproachackeddepthandmethod But

what! didn®realizewasthatcomingup with a
prototypein lessthanfour hoursis the method.
While the conventionalmethod is basedon

analytical penetration,then blueprinting the
designthenbuildingit, the prototypingmethod
worksdifferently Firstclarify thequestionthen
observe,then build in orderto observemore,
then adapt, and so forth.

Sotheprototypeis notthestagethatcomesafter
theanalysisTheprototypeis partof thesensing
anddiscoveryprocessn which we explorethe
future by doing rather than by thinking and
reRecting.This is sucha simple pointNbut |

have found that the innovation processesof

manyorganizationarestalledright there,in the

The co-creationmovementof the U journey
resultsin a set of small living examplesthat
explore the future by doing. It also resultsin
a vibrant and rapidly widening network of
change-makerswvho leverage their learning
acrosgprototypesandwho help eachotherdeal

with whatever innovation challenges they face.

5. Co-evolving: Embody the new in ecosystems
that facilitate seeing and acting from the whole

Once we have developed a few prototypes and
microcosms of the new, the next stepisto review
what hasbeen learnedN what@working and what
isn@N and then decide which prototypes might
have the highest impact on the system or situation
at hand. Coming up with a sound assessment
at this stage often requires the involvement of
stakeholders from other institutions and sectors.
Very often, what you think you will create at the
beginning of the U processis quite different from
what eventually emerges.

The co-evolving movement results in an
innovation ecosystem that connects high-
leverage prototype initiatives with  the
institutionsand playersthat can help takeit to
the next level of piloting and scaling.

The bve movements of the U apply both to the
macro level of innovation projects and change
architectures and to the meso and micro levels of
group conversation or one-on-one interactions.
In martial arts you go through the U in afraction
of a second. When applied to larger innovation
projects, the U process unfolds over longer periods
of time and in different forms. Thus, the team
composition in such projects usualy changes and
adapts to some degree after each movement.

A New Social Technology: Seven
Leadership Capacities

The U process feels familiar to people who use
creativity in their professona work. They say,
Csure. | know this way of operating from my
own peak performance experiences. | know it
from people whom | consider highly crestive. No
problem.OBut then, when you ask, GHow does
work look in your current institutional contextO
they roll their eyesand say, ONo, hell, it@different.

old analytical method of Oanalysis paralysis.Olt looks more like this downl oading thing.O



Why is that?Why is theU theroadlesstraveled
in institutions?

Becausdt requiresan inner journey and hard

work. The ability to movethroughthe U asa

teamor an organizationor a systemrequiresa

newsocialtechnologyThesocialtechnologyof

presencings basednseveressentialeadership
capacitiesthat a core group must cultivate.

Without the cultivation of these capacities,
the processdescribedabove (bPve movements)
won@deliver the desired results.

1. Holding the Space: Listen to What Life
Calls You to Do

OThekey principle of all communityorganizing
is this,OL.A. AgendaéAnthony Thigpennonce
told me. OYou neverhand over the completed
cake. Instead, you invite people into your
kitchen to collectively bake the cake.O

The trouble with this principle is that most
meetings in  most organizations work the
other way around. You only call a meeting
once you have completedthe cake and you

wantto cut it and serveit. Thereis a reason,
however why people often shy away from

convening conversationalsituations that are
more upstream¢that startwith the desirefor a

cakeratherthanwith the completedcake.Such
endeavorsequirea specialform of leadership.
The leadermust createor Oholda space@hat
invites others in.

The key to holding a space is listening: to
yourself (to what life calls you to do), to the
others (particularly others that may be related
to that call), and to that which emerges from
the collective that you convene. But it aso
requires agood deal of intention. You must keep
your attention focused on the highest future
possibility of the group. And Pndly, it takes alot
of kitchen gear. It requiresyou to beintentionally
incomplete, to hand over therecipe, cookingtoals,
and ingredientsrather than the bnished cake. Yes,
you can talk about why thisisaparticularly good
recipe, you can add some ingredients, and you
can help mix the batter, too. You can even go brst
if youwant to. But you must intentionally leave a
lot of open space for others to contribute. That®
why building the U leadership capacity starts

with the principle of incompleteness. You invite
others to help plan the menu, not to arrive after
the dessert isin the oven.

2. Observing: Attend with Your Mind
Wide Open

The second capacity inthe U processisto observe
with an open mind by suspending your voice of
judgment (VOJ). Suspending your VOJ means
shutting down (or embracing and changing)
the habit of judging based on past experience.
Suspending your VOJ means opening up a new
space of inquiry and wonder. Without suspending
that VOJ, attemptsto get inside the places of most
potentia will be futile.

Hereis a casein point: In 1981,anengineering
team from Ford Motor Companyvisited the
ToyotaplantsthatoperatedntheOlean@oyota
productionsystemAlthoughtheFordengineers
had brst-handaccesgo the revolutionarynew
productionsystem,they were unableto OseeO
or recognizewhat was in front of them and
claimedthat they had beentakenon a staged
tourNbecause they had seen no inventory
they assumedhey had not seena Oreal@lant.
The reactionof the engineersemindsus how
difpcult it is to let go of existing ideasand
beliefs, even when we Pnd ourselvesin the
place of most potential.

3. Sensing: Connect with Your Heart

The third capacity in the U processis to

connectto the deeperforcesof changethrough
openingyour heart.| onceaskeda successful
top executive at Nokia to share her most
importantleadershippractices.Time and time

again,herteamwasableto anticipatechanges
in technology and context. Time and again,
they were aheadof the curve. Her answer?
Ol facilitate the openingprocess.(his is the

essenceof what moving down the left side

of the U is all aboutNfacilitating an opening
processTheprocessnvolvesthetuningof three
instrumentsthe openmind, the openheart,and

theopenwill. While theopenmindis familiarto

mostof us,theothertwo capacitiegirawusinto

less familiar territory

To understand more about that territory, | once
interviewed psychologist Eleanor Rosch of



the University of Cdifornia a Berkeley. She
explained the difference by comparing two types
of cognition. The br<t is the analytical knowledge
upon which dl conventiona cognitive science is
based. On this state,Osaid Rosch, Qhe world is
thought of as a set of separate objects and states
of affairs and the human mind as a machine that
isolates, stores, and retrieves knowledge as an
indirect representation of the world and oneself.O

Theothertypeof knowledgetheonethatrelates
to the openheartand openwill, is gainedOby
meansof interconnectedwholes (rather than

isolated contingent parts)E. Such knowing

is Oopen @therthan determinateand a sense
of unconditionalvalue, ratherthan conditional
usefulness,js an inherentpart of the act of

knowingitself.QAction resultingfrom thattype

of awarenessRosch continued, Ois claimed
to be spontaneousrather than the result of

decision-makingit is compassionatesinceit is

basedon wholeslargerthanthe self; andit can
be shockingly déctive.O

To awaken this other cognitive capacity in
people,teams,and organizations] havefound
it productive to have people work on real
projectsin real contextsthat they care about
and to supportthem with methodsand tools
that cultivate the openheart. The mind works
like a parachute,as the old saying goesNit
only functions when open. The sameapplies
to theintelligenceof the heart.It only becomes
availableto us whenwe cultivate our capacity
to appreciatandlove. In thewordsof biologist
HumbertoMaturanaOLoves the only emotion
that enhances our intelligence.O

4. Presencing: Connect to the Deepest
Source of Your Self and Will

The fourth capacity in the U processis
connectingto the deepestsourceof your self
andwill. While anopenheartallowsusto seea

situationfrom the whole, the openwill enables
us to begin to act from the ergerg whole.

DanishsculptorandmanagemertonsultanErik
Lemckedescribedo me his experienceof this
processOAftethavingworkedwith a particular
sculpturefor sometime, therecomesa certain
momentwhen things are changing.When this
momentof changecomesi,it is no longer me,
alone, who is creating. | feel connectedto
somethingfar deeperand my handsare co-
creatingwith thispower At thesametime, | feel
that| ambeingPlledwith love andcareasmy
perceptioris widening.l sensehingsin another
way. It is a love for the world andfor whatis
coming. | then intuitively know what I must
do. My handsknow if | mustadd or remove
something. My hands know how the form
shouldmanifest.In oneway, it is easyto create
with this guidanceIn thosemomentsl havea
strong feeling of gratitude and humilify

5. Crystallizing: Access the Power of Intention

The back-storiesof successfuland inspiring
projects regardles®f size,oftenhavea similar
story lineNa very small group of key persons
commits itself to the purposeand outcomes
of the project. That committedcore group and
its intention then goesout into the world and
createsan enegy Peld that beginsto attract
people,opportunities,and resourceghat make
things happen.Then momentumbuilds. The
coregroupfunctionsasa vehiclefor the whole
to manifest.

In aninterview Nick Hanauerthe founderof
half a dozenhighly successfutompaniestold
JosephJaworskiand me: OOneof my favorite
sayings, attributed to Margaret Mead, has
always beenONevedoubt that a small group
of thoughtful, committed citizens can change
theworld. Indeed.,it is the only thing thatever
has.® totally believeit. You could do almost

“While an open heart allows us to see a situation from the whole, the open
will enables us to begin to act from the emerging whole.”
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anythingwith just Pve people.With only one
person,it@ hardNbut when you put that one
persorwith four or Pvemore,you haveaforce
to contendwith. All of a sudden,you have
enoughmomentumto make almost anything

An interesting detail during this stage is that
the sequence in which the new shows up in the
human mind is contrary to conventional wisdom.
(2) The new usualy begins with an unspecibed
emotion or feeling. (2) That feeling morphs into

that® immanent or within reach actually real.Oa sense of the what: the new insight or idea. (3)

6. Prototyping: Integrating Head, Heart,
and Hand

The sixth capacity in the U process is the
prototyping skill of integrating head, heart, and
hand. When helping a golfer who has lost his
swing, the master coach in the novel and PIm
Ohe Legend of Bagger VanceOadvises, (Beek
it with your handsN don@® think about it, fed it.
The wisdom in your hands is greater than the
wisdom of your head will ever be.O

Thatpieceof advicearticulatesa key principle
abouthow to operateon the right side of the
U. Moving downthe left sideof the U is about
openingup and dealingwith the resistanceof
thought, emotion, and will; moving up the
right side is about intentionally reintegrating
the intelligenceof the head,the heart,andthe
handin the context of practical applications.
Justasthe inner enemieson the way down the
U representhe VOJ (voice of judgment),the
VOC (voice of cynicism),andthe VOF (voice
of fear), the enemieson the way up the U are
the three old methodsof operating:executing
without improvisation and mindfulness
(reactive action); endless refR3ection without
a will to act (analysisparalysis);and talking
withoutaconnectiorto sourceandaction(blah-
blah-blah).Thesethreeenemiesharethe same
structural feature. Instead of balancing the
intelligenceof the head,heart,and hand, one
of the three dominatesNthewill in mindless
action, the headin endlesgefRectionthe heart
in endless networking.

Then the what isrelated to a context, problem, or
challenge where it could produce a breakthrough
innovation (thewhere: the context). (4) Only then
do you begin to develop aformin which the what
and the where are framed by arationa structure
and form of presentation (the why: rationa
reasoning). This sequence can be traced in
almost any type of breakthrough innovation. The
biggest mistake when dealing with innovation is
to brst focus on the rational mind. In order for
a new insight to emerge, the other conditions
must already exist. In short, connecting to one®@
best future possibility and creating powerful
breakthrough ideas requires learning to access
the intelligence of the heart and the handN not
just the intelligence of the head.

7. Performing: Playing the Macro Violin

Theseventltapacityin theU processs learning
to play the macroviolin. When| askedhim to
describe presencing-typemoments from his
music experiencethe violinist Miha Pogacnik
told meabouthis Prstconcertn ChartresOlfelt
that the cathedralalmostkicked me out. OGet
out with you!Gshesaid.For | wasyoungand|
tried to performasl| alwaysdid: by just playing
my violin. But then| realizedthatin Chartres
you actually cannotplay your small violin, but
you haveto play the Omacraiolin® The small
violin is the instrumentthat is in your hands.
The macro-violin is the whole cathedralthat
surroundyou. Thecathedrabf Chartress built
entirelyaccordingo musicalprinciples Playing
the macroviolin requiresyou to listen and to
play from anotherplace, from the periphery

“...connecting to one’s best future possibility and creating powerful
breakthrough ideas requires the intelligence of the heart and the hand

—not just the intelligence of the head.”
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1. HOLDING THE SPACE:
Listen to what life
calls you to do

suspending

MLID

OFEN
HEART

7. PERFORMING:
~ Play the “Macro-Violin”

embodyings)|
! l\

enacting

7

OREN

letting-go

Wil ”.;."

‘,Jl" letting-come

Connect to the depest source of your self and will

Who is the Self?
What is my W ork?

Figure 4. A New Social Technology with Seven Leadership Capacities: The ability to move through
a U process as a team, an organization, or a system requires a new social technology, presencing, an
inner journey and intimate connection that helps to bring forth the world anew.

You haveto move your listening and playing
from within to beyond yourself.O

Mostsystemsprganizationsandsocietiegsoday
lack the two essentialghat enableus to play
the macroviolin: (1) leaderswho convenethe
right setsof players(frontline peoplewho are
connectedwith one anotherthroughthe same
value chain), and (2) a social technologythat
allows a multi-stakeholdergatheringto shift
from debating to co-creating the new

Still, there are many examplesof how this
capacity to act and operatefrom the larger
whole can work. One s in disasterresponse.
When a disaster occurs, other mechanisms
(like hierarchy)don®exist or arenBsufpcient
to deal with the situation (like markets or
networked negotiation). In these situations
we seethe emepgenceof a fourth mechanism

of coordinatingNseeingand acting from the
presence of the whole @bre 2).

In summary the sevenTheory U leadership
capacitiesarethe enablingconditionsthat must
bein placefor theU processandits momentgo

work (Pgured). In the absenceof theseseven
leadershipcapacitiesthe U processcannotbe

realized.

These seven Theory U leadershipcapacities
are practicedtoday in the following examples
of multi-stakeholdelinnovation and corporate
applicationsYou arealsoinvited to learnmore

abouthePresencingnstitute whichisdedicated
to advancingthesenew socialtechnologiesy

integratingsciencegonsciousnesandprofound
social changeinto a coherentmethodologyof

sensingndco-creatinghefuturethatis seeking
to emege.
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Applications

Many projects using Theory U have been launched recently or are well under way.
Here are a few of the early examples and some of their brst results.

|. Multi-stakeholder Innovation

Transforming a Regional Healthcare System,
Germany

In a rural area of approximately 300,000
inhabitantsearFrankfurt, Germanya network
of physiciansappliedthe U processin several
ways, includingin a patient-physiciamialogue
forum. When negotiations between the

physicians@etworkandtheinsurancecompany
stalled, the core group of physiciansinvited

other physiciansand their patientsto a one-
day meetingdesignedaroundthe U processin

preparatiorfor the meeting,a groupof students
trainedin dialogueinterviews spokewith 130
patientsandtheir physiciansThentheyinvited

all of the intervieweesto a feedbacksession,
which 100 of them attended.

During this eventand afterward,the patients
and physicians moved from politeness and
debateto real dialogue and thinking together
The initiatives formed or crystallized during
this day had a profoundimpacton the region.
One group proposeda standardformat for
transferringinformation betweenhospitalsand
outside physiciansand has since openedan
ofpcefor the outsidephysiciansat the largest
hospitalin the region. It is jointly run by the
clinic and residentialphysiciansand works to
improve critical interface between the two.

The group aso prototyped and then institutional -
ized anew program that providesbetter emergency
care for patients, incorporates cross-ingtitutional
cooperation, and costsless. Asaresult, factor 4 cost
savings have been redlized, and patient complaints
in that region have decreased to dmost zero.

ELIAS: Creating a Global Innovation
Ecosystem
www.elias-global.com

ELIAS (Emeging Leaders for Innovation
Across Sectors)is a network of twenty global
businessgovernmentand civic organizations

dedicatedo Pndingproductivesolutionsto the
most confoundingdilemmasof our time. Each
membeisapowerhous@ itsrealmNBASF, BP,

Oxfam, Nissan,the Societyfor Organizational
Learning, Unilever, the UN Global Compact,
UNICEF, the World Bank Institute, and the
World Wildlife Fund, among others.

Together ELIAS members are examining
problems by combining systems thinking,

deepenedpersonal awareness,and listening

skills with hands-onprototyping in order to

developandtestnewcross-sectoapproachet

someof today®mostdifbcult challengesThe

ELIAS pilot programconveneda group of 25

high-potentialleadersfrom theseorganizations
andsentthemon anintensivelearningjourney
that included training in leadershipcapacity
buildingandhands-orsystemsnnovation After

shadowingpaclotherin theirworkenvironments
(eachfellow spentseveraldaysin the life of

oneor more peersin anotherbusinesssector),
the grouptraveledto Chinain thefall of 2006,
wheretheyengagedh discussionsvith Chinese
thought leaders,consultedwith sustainability
engineersjourneyedto rural Chinato observe
emeping challengesandcappedhetrip with a

week of contemplative retreat.

¥ One of the prototyping projects
developed by the ELIAS pilot group
is the Sunbelt team, which is exploring
methods for bringing solar- and wind-
generated power to marginaized
communities, especiadly in the global
South. This decentralized, distributive,
democratic model would signibcantly
reduce CO2 emissions and foster
economic growth and well-being in
rural communities.

¥ Another team is testing alternative
enegy resources, such as the
indigenousdevelopmentf renewable
and hybrid sourcesof power for the
Chinese automotive industry
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¥ An Africarbased team is testing mobile
community-based life education as a
way to uproot the HIV/AIDS pandemic.

¥ An ELIAS fellow from the Indonesian
Ministry of TradeappliedtheU process
to governmenpoliciesfor sustainable
cacagroductionin IndonesiaHisidea
wasto involve all key stakeholdersn
the policymakingprocessThe results
were stunning:for the brsttime ever
the Ministry succeededin setting
commodity pricesin a way that did
notresultin violent protestsor riots by
farmersor other key stakeholdersn
the value chain. The Indonesia-based
ELIAS teamplansto launcha country
version of the ELIAS cross-sector
innovation platform in early 2008
thatwill focuson the severef3ooding
problems in Jakarta.

¥ A Brazil-basedteam is focused on
integrating the whole demand-and-
supply chain for organic agricultural
products. They are creating infra-
structures, raising awareness, and
buildingskills andsupporinetworksof
smallfarmersusingorganicagricultural
methodsThegoalsincludeimproving
contractual fairness and creating a
transparencythat allows the entire
value chain, from the farmersto the
consumergp seeoneanotherconnect,
andco-evolve.The ELIAS teamfrom
Brazil alsointendsto launcha country
version of the ELIAS innovation
platform in Brazil in 2008.

¥ In the Philippines, one ELIAS
fellow of Unilever teamedup with
former colleagueswho now work
in the NGO sectorto form a venture
(MicroVentures) that advises and
Pnanceswomen micro-entrepreneurs
in the Philippines by leveragingthe
Unilever businessand its network at
the community level.

What started as an idea by a few people
two yearsago has turned into a vibrant and
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rapidly evolving global network of change-
makersand prototyping projects. In addition

to company-city-and country-specib projects
andprogramsELIAS fellows havedevelopeda

globalecologyof prototypinginitiativesandan

alumninetworkof high-potentialeadersn some
of the mostinnovativeinstitutionsin business,
governmentandthe NGO sector Togetherthis

global networkhopesto usea web of activities

developthe capacityto respondto someof the

key challengesof our time in truly innovative
ways (Field 4 responses).

Other outcomesof participationin the ELIAS
program include:

1. Prototypes of cross-sectorinnovation that
address thte sharetiallenges of
¥ creating vaue for the triple bottom
lineN the environment, soci ety, and the

¥ economyNwith the ultimate goal of
advancing global sustainability

2. A steadilygrowing networkof leadersrom
the public, private, and civic sectors

¥ that will enhanceand acceleratethe
benepts to individual members

3. Information and ideas for innovative
solutions to individual members®

¥ challenges

4. An enhancedapacityamongeadergo deal
with the complexity of globalization

¥ and sustainabledevelopmenthrough
practical innovations.

Zambia: Cross-sectoral Leadership for
Collective Action on HIV and AIDS

This initiative was formed by a cross-sectoral
groupof leadersseekingo havea profoundand

lasting impact on HIV and AIDS in Zambia.

Their goalis to shift the systemicundercurrents
that fuel the pandemic.They hopeto achieve
a breakthroughn thinking and actionthat can

be appliedto otherareasandregions.Possible
prototyping projects being considered:

¥ changingthe mind and heart of the
presidenbf ZambiaaboutHIV/AIDS,



perhapsby offering to provide him
with an HIV advisor;

¥ OwakingupOotherleadersandchange
makers across society;

¥ changing therole of themediain Zambig;

¥ motivatingpeopleto gettestedor HIV/

AIDS, perhapsby making counseling
mandatory for those who test positive;

¥ bnding new ways to care for and
educate youth who must grow up
without parents.

The Sustainable Food Lab
www.sustainablefoodlab.org

The Sugtainable Food Lab (SFL) comprises leaders
from more than 100 organizations that represent
a microcosm of the stakeholders in food delivery
systems. Thepurposeof thislarge-scaeintervention
is to make food systems more sustainable. Current
members include individuals from the following
companies. Carrefour, Genera Mills, Nutreco,
Organic Vdley Cooperdtive, Rabobank, Sadia,
Costco, US Foodservice, SYSCO, and Unilever;
from governmenta organizations in Brazil and the
Netherlands, plus the European Commission, the
International Finance Corporetion, and the World
Bank; from civil society organizationsincluding the
National Confederation of Agricultural Workers of
Brazil, Oxfam, The Nature Conservancy, the World
Forum of Fish Harvesters and Fishworkers, and
the World Wildlife Fund. The Lab® prototyping
projects are addressing supply chain innovations,
demand pull for sustainability, purchasing standards,
and policy changes.

Meso-Finance Project

In cooperationwith the d.o.b. Foundationin
the Netherlands,the project aims to connect
markets around small business Pnance in
developingcountries.Small and medium-sized
enterprises (SMEare recognizedas a strong

andglobal marketplayersapply the U process
in order to connect expertise, capital, and

technologyin such a way that lastingaccess
to Pnanceand businessupportfor sustainable
SMEG®canberealized This projectis currently

in the design phase.

The African Public Health Leadership and
Systems Innovation Initiative

This initiative will developa replicablemodel
for improving public health leadershipand
systemperformanceusing an approachcalled
the Innovation Lab. The Innovation Lab
increasedeaders@ffectivenessby cultivating
their managerialskills and by addressinghe
attitudes, values, and relationshipsthat drive
behavior It stimulates system change by
enablingcross-sectordbadershigeamsto take
advantageof new opportunitiesand to clear
bottlenecks.

The InnovationLab in Namibiawill convene
healthcardeadershipteamsfrom government,
businessandcivil society Teamswill beguided
through an intensive leadershipdevelopment
andproject-basedkarningexperiencevertwo
years.Thepilot projectof thisapproaclseekdo
benebtpeoplewho are underservedy current
healthcaresystems, particularly those living
on lessthan$2/day The proposalhasbeenco-
createdby theSynegosinstitute thePresencing
Institute,GenerorConsultingandMcKinsey &
Companyin collaborationwith partnersin the
global Southandhasbeensubmittedto the Bill
and Melinda Gates Foundation for funding.

Il. Corporate Applications

Hewlett-Packard

HP has applied Theory U in changeefforts
within its digital photographyusinesgortfolio,
focusingonimprovingthe customeexperience
andcross-categorpusinesstrategiesin 2005,

driving force for economic, environmental, a 4p |aunchedan effort to improve the value of

nd social developmentin the developingand
industrializedworlds. Currentlythey are often
preventedfrom realizing their full business
potential because of inefbcient Pnancial
marketghatleavethistagetgroupunserved. In
this multi-stakeholdemprocess/ocal, national,

its digital photographyproductsand services
by designingcompellingcustomerexperiences
acrossits broad portfolio. Although originally
designedto focus on customerexperiences,
interviews with executives revealed that
delivering satisfying customer experiences
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would require substantialcross-categoryand
cross-valuechain strategy developmentand
alignment.A more holistic changeeffort was
then developedand launched, consisting of
four tracks: (1) an ExecutiveLeadershiptrack
to addressexecutivelearning and leadership,
including managemenbf portfolio objectives
and leading interdependent cross-business
programs;(2) an ExperienceDesignOperating
Modelto addresgovernancegecision-making,
collaboration, and lifecycle processes;(3)
an ExperienceDesign track to develop the
design capabilities and capacity required to
meetbusinesgoals;and(4) an Organizational
Development track to grow the broader
organizationatulturein supportof theprevious
three tracks.

In the Executive Leadershiptrack, an initial

workshop established a common ground
perspective of the digital photography
opportunitiesand challenges.This workshop
alsoestablished learningagendahatservedas
the foundationfor executivelearningjourneys.
Based on the initial positive results of the
digital photographyeffort, HP is now pursuing
a broaderuseof TheoryU in changeefforts in

its Imaging and Printing Group.

Royal Dutch Shell

Shellhasappliedsomekey elementf Theory
U in changeefforts at Shell EP Europe.In 2005
the organizationwas experiencingsignibcant
problems getting its new Plant Maintenance
processto work. Onesite, a gas plant in the
Netherlandsyith about60 staf members, was
selectedto be the pilot site for diagnosing
whatwasgoing on. Interviewswith Shell staf
revealedthat the problems inthe organization,
while being attributedto new SAP software,
weremorelikely symptomsof the way people
were working together

The rich material gained from the interviews
allowedateamof internalconsultantso develop
anumberof Owhatn it for me?(ropositions
asaway of tappinginto people$¥eelings.The
propositionsjn theform of cartoons, were used
in two small focus groups of six or seven
peopleto help Shell staf visualizea different
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future. In the focus group dialogues, Shell
employeeswere able to expresssomeof their
deeperfeelingsaboutworking atthe plant and
about SAP. They expresseda desire for less
conBictduringtheworkday andtheywelcomed
ideas for a new approachto organizational
effectiveness.Insteadof seekingany specibc
businesstagets, the team soughtto createa
betterenvironmenftor learning,innovation,and
change Theresultsof that approachprovedto
be powerful and sustainableSaysJurry Swart
of Shell: OAftera coupleof monthswe sawthe
output KPI® [key performanceindicators] of
the processimproving. Furthermorave saw a
culturalchangan thewhole organizationfrom
being negativeand skepticalto one of inquiry
and keennes® moveforward.A surveyof the
Shell participantsrevealedgreatermotivation
and reduced frustration at the gas plant site.O

Leadership Development
www.ottoscharmer.com

With his colleagues, Otto Scharmer has
developed and conducted award-winning
leadership development programs based on
the U procesdn institutionsaroundthe world,

including Daimler, PricewaterhouseCoopers,
and Fujitsu. More than 150 leaders from

each organization have participatedin these
programsto date, and togetherthey function

as an important network for communication
and peercoachingon businessnnovationand
transformational change.

For example,at Daimler, all newly promoted
directorsusethe U methodto deal with their

businessand leadershipchallengesbetter and
faster As they begin their new posts, they
explore their network leadership challenge
by conductingdialogueinterviewswith all of

their key stakeholderén orderto seetheir new
jobs from the perspectiveof others.Eachnew
director is encouraged to ask four questions:

1. Whatis yourmostimportantobjective,
and how can | help you realize it?

2. What criteria will you useto assess
whethermy contributionto your work
has been successful?



3. If | were able to changetwo things
in my area of responsibility within
the next six months,what two things
wouldcreatehemostvalueandbenept
for you?

4. What, if any, historical tensionsand/
or conBicting demandshave made
it difbcult for peoplein my role or
function to fulbll your requirements
and expectations?

With theanswerdo thesequestionsn hand,the
directorggatherfor abve-dayJ-basedvorkshop
thathelpsthemto connectmoredeeplyto their

challengesto one anothey andto themselves.

The workshopandfollow-up activitiesinclude
case clinics, dialogue, peer coaching,and a
room of intentional silence. Directors who
experiencedthis learning environment have
reported personal behavioral changes (such
as betterlistening skills and a greatercapacity
to deal with pressure)that have led to new
leadershiptechniques,behaviorsand results.
They have used many of theseskills in their
own areaf responsibilityandarebeginningto
applythemto organizationabndsustainability-
related change.

Ill. Presencing Institute

The Presencingnstituteis a global community
of individuals, institutions, and initiatives that
apply andadvancethe U processof presencing
to collectively create profound innovation
and change.lIt is composedof key players
and leadersfrom business,government,and
civil societywho are at the core of the rapidly
evolving projectecologydescribedabove.The
Presencinglnstitute focuseson rebning the
social technology of presencingand making
it availableto all change-makers/ho want to
operatefrom a future spaceof possibility that
they feel wants to emge.

The Presencing Institute will offer regular public
capacity-building programs in the globa North
and globa South (North America, South America,
Europe, Africa, Asia, Australia) beginning in 2007
and 2008. It aspiresto creste agloba constellation
of (power placesO or (planetary acupuncture
pointsO that function as holding spaces and a
supporting infrastructure for an incipient globa
movement that integrates science, Consciousness,
and profound social change.

To join thePresencing Institute
www.presencing.com

Toorder the book, TheoryU: Leadingfromthe
Future as It Emages

www.theoryU.com or www.amazon.com

For additional copies of this Executive
Summary:
www.theoryU.com

to downloadand print your own copy from a
pdf ble, or leaveyour email addresso receive
free printed booklets.
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Dr. C. Otto Scharmer isa Senior Lecturer at MIT
and the founding chair of ELIAS (Emerging
Leaders for Innovation Across Sectors), a
programinkingtwenty leading global institutions
from business, government, and civil society in
order to prototype profound system innovations
for a more sustainable world. He dso is the
founding chair of the Presencing Institute and a
visiting professor at the Center for Innovation
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management froritten-Herdecke University

Germany His article OStrategicLeadership
within theTriad Growth-Employment-EcologyO
won the McKinsey Researciwardin 1991.A
synthesi®f hismostrecentesearctasresulted
in a theoreticalframeworkand practicecalled
Opresencingwhich heelaboratesn Theory U:
Leadingfromthe Future as It Emeges(2007),
andin Presence:An Exploration of Profound
Changein People,Organizations,and Society
(2005), co-authoredwith PeterSenge,Joseph
Jaworski, and Betty Sue Flowers. With his
colleagues, Scharmer has used presencing
to facilitate profound innovation and change
processesoth within companiesand across
societal systems. More information about
Scharmer and his work can be found at:

www.ottoscharmer.com



In a world burdened with too much information, we are occasionally blessed with a genu-
inely new idea about how to perceive, think about, and act on our overly complex world.
Scharmer’s Theory U model of how to open our mind, emotions, and will to moments
of discovery and mutual understanding is profound and much needed. Readers will be
impressed not only by the depth of theory in this volume but also by the very practical
approach that Scharmer provides us for enlarging our human capacity for growth. This
will be an important book.

— Edgar Schein, Sloan Fellows Professor of Management Emeritus,
MIT Sloan School Management

Though many agree with Einstein’s observation that “problems can not be resolved at
the level of consciousness, that created them, “the key question remains how to realize
such a shift. Otto Scharmer’s Theory U offers a unique integral perspective combined
with a practical approach to addressing the mega-issues facing our world today.

— Jack Jacometti, Vice President, Global GTL Development,
Shell International Gas Limited

Theory U is destined to be one of the defining paradigms of the 21st century.

— Nicanor Perlas, recipient of the 2003 Alternate Nobel Prize
and the UN Environmental Program Global 500

We are using the Theory U method with diverse leadership teams in the U.S., Europe,
and Asia. The impact on our organization is remarkable, but even more important is
the amazing personal growth many leaders have experienced. Scharmer’s work has
allowed them to experience a new approach to the world.

— Marcia Marsh, Senior Vice President Operations, World Wildlife Fund

Otto Scharmer has given us a brilliant, provocative, and important book on the leading-
edge of the “next big thing”: integral thought. Highly recommended.

— Ken Wilber, author, A Theory of Everything: An Integral Vision
for Business, Politics, Science, and Spirituality

This book is a must-read for all who are interested in the emerging future of leadership
theory and practice. Otto Scharmer’s Theory U takes you on an exciting deep dive into
the true center of leadership as a process of inner knowing and social innovation. With
many tested and practical exercises drawn from a rich background of disciplines, this
book will help you to discover and follow the path towards mastery on your own leader-
ship journey. It pushes the envelope of current leadership wisdom and invites you to
explore the strongest leadership tool there is: yourself.

— Ralf Schneider, Head of Global Talent Management, PricewaterhouseCoopers

This book is an inspiration. It gives definition to the mystery of the creative process. It
confirms and clarifies what we have been doing at our company. Thank you Otto for this
great work!

— Eileen Fisher, President and Chief Creative Officer, EILEEN FISHER Inc.

www.theoryu.com



