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Exhibiting Rebus Leadership in the Complex Domain

Badri N. Srinivasan and Chandan Lal Patary

ABSTRACT

Todayods business world is shiftienrhpitdfferentstylesof and t
leadership to sustain in this turbulent period. Leadership in large organizations is more complex
as it has built-in legacy which will not allow it to mobilize the decision making fast enough for
business survival. The business environment has become increasingly unstable, and uncertain,
in just the past decade or so. Leaders need to think differently to transform the complete
ecosystem with hi s/ her team members aligning W
organization, most of the employees are not engaged (Gallup employee engagement survey
2015); when employees are disengaged it means quite simply that companies are receiving
only a fraction of the creativity and productivity of their workforce. Leaders need to ensure

company 6s ability can increase so that it can sur
distinct situations by learning and adapting when tackling unforeseen circumstances,
predicament s, complex problems and <crisis. Toda

domain which necessitates out of the box thinking and innovative solutions to solve everyday
problems.

This paper will highlight how the proposed new leadership model will ensure enterprise agility,
how adaptive leadership team plan to transform operation excellence and bring agility across
the layers, how leadership introduces and ensures sustaining of the new cultural transformation
with innovation, how building adaptive project management to increase response ability, How to
influence emergence and achieve enterprise agility?

Keywords: Complex Adaptive System,Systems Thinking,Emergence, Antifragility, Cynefin Framework

INTRODUCTION

Leadership practices in complex domain are very unique. The nature of competition has
become more diverse. Some environments are mature and predictable, while others are highly
uncertain, how can leaders ensure they are doing the right stuff at the right time?

Our societies are changing rapidly from those based on structures of hierarchies and standard
answers to ones that are constantly changing (even volatile), interconnected, networked,
ambiguous and increasingly complex. Our leadership models must adapt to this new world.
Todayods world is more and more compl ex

Todayo6s world is mor e an cadership skillsado nop Sugpart mughor adi t i
Leadership theory also has to be modernized.
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DETAILS OF THE PAPER

U'S. HOUSIHOLDS CONSUMPTION SPREADS FASTER TODAY
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Fig 1: Adoption rate of new technologies across the century, the world is “more complex” or
“rapidly changing”

“62% of top-performing
companies say the most
important factor to improve
their organization’s agility
is the right leadership

team.”
Technology adoption rate is very high today; wil
complex world? Will top down approachwor k? Todayés world is more c

this paper is limited to explaining about the role of leadership in the complex domain and it is
applicable in all generic research and development sectors (Retail, Banking Financial services
and Insurance (BFSI), Manufacturing, Pharmaceuticals and other sectors).This paper focuses
on enterprise agility through changes in organizational design.

Every individual is a potential agent in the complex domain. Leadership in complex systems is a
locus of power during the interaction processes among human agents. There are many
variables in a complex situation and the interaction between these variables is nonlinear and
interdependent. Therefore, the process of acting in a complex situation cannot be rational and
linear. To solve complex problems, we cannot rely only on convergent analysis and on using
our own knowledge in a traditional manner. Instead, we have to use divergent thinking and
adopt an experimental approach to the situation in order to solve complex problems in a more
creative way.
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Fig 2: Characteristics of conventional leadership since Industrial era, will these styles work in
Complex Domain?
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Fig 3: Macroeconomic forces in business, creating the world as a complex system

What are Complex systems? (A.k.a. Complex Dynamic Systems or Complex Adaptive systems)
Complex = difficult-to-understand or difficult to predict

Dynamic = moving, changing
Adaptive = changing to adapt to an environment or condition

In a Complex sitwuation, we dondt know with

have to enter into an effective broad exploration of the possible variables and identify patterns
where we can indicate association and causation. Then we can design probes to test the
systems and from this information we can build pilot programs. Systemic methods require a
highly diverse group of participants; they are both highly time-efficient and the participants
enjoy sharing their knowledge.
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Fig 4: Different states demands different actions, Cynefin Framework

Fig 5 Leadership In knowledge era is not the same as industrial era

The Cynefin framework has five domains. The first four domains are -

Obvious - replacing the previously used terminology simple from early 2014 - in which the
relationship between cause and effect is obvious to all. The approach is to Sense - Categorize
- Respond and we can apply best practices.

Complicated - in which the relationship between cause and effect requires analysis or some
other form of investigation and/or the application of expert knowledge. The approach is to
Sense - Analyse - Respond and we can apply good practices. E.g. - a microprocessor even
with a billion transistors is typically onl

© 2016 Badri N. Srinivasan, Chandan Lal Patary www.pmworldlibrary.net Page 4 of 20



http://www.pmworldjournal.net/
http://www.pmworldlibrary.net/

PM World Journal Rebus Leadership in the Complex Domain
Vol. V, Issue VII i July 2016 by Badri N. Srinivasan, Chandan Lal Patary
www.pmworldjournal.net Featured Paper

Complex - in which the relationship between cause and effect can only be perceived in
retrospect but not in advance. The approach is to Probe - Sense - Respond and we can sense
emergent practice.

Chaotic - in which there is no relationship between cause and effect at the systems level and
the approach is to Act - Sense - Respond and we can discover novel practice.

It might be impossible to identify one "correct" solution or spot cause-and-effect relationships in
"complex" situations. According to Snowden and Boone, many business situations fall into this
category. To solve a complex problem, we have to know how the role of leadership in complex
situations differs from that of other situations. We need a different style to operate in the
complex domain.

Characteristics of Complex Systems
A ‘complex’ system —l

Emergent behavior that cannct
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Fig 6: Agents are unpredictable living organisms who are adaptive, flexible, creative,
and evolve continuously
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Fig 7: Examples are Weather pattern, Immune system, Universe, all types of Ecosystems, ant
colonies, financial market, and democracies
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In a complex context, there is no linear relationship between cause and effect but a pattern may
emerge over time and offer some kind of order, even though it often exists for a limited time
only.

So let us look more closely at the complex context.
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What is an agent? In complex systems, Agents are the autonomous entities that interact to
carry out their particular tasks. Agents are adaptive and agents must be able to react to their
environment and possibly change their behaviour based on what is learned.

Based on the above discussions, we realize that most of the time, in the knowledge era, we
operate in the complex domain where individual needs to lead differently. Most of the
leadership styles which originated during the industrial era do not address all the issues
| eaderso face in the complex domain.

The new proposed leadership theory is called - Rebus Leadership Theory (RLT). English
meaning - Rebus is a representation of a word or phrase by pictures, symbols, etc. A puzzle in
which words are represented by combinations of pictures and individual letters. Rebus also
indirectly refers to the inherent complexity present in the complex domain and which is a puzzle
that needs to be solved.

1. WHAT IS REBUS LEADERSHIP

Rebus Leadership Theory (RLT) is a framework which is made up of the following
components T

Rebus Leadership Values
Rebus Leadership Principles
Rebus Leadership Pillars
Rebus Leadership Practices

U Rebus Leadership Levels
Rebus Leadership in complex systems takes place during interactions among agents when
those interactions lead to changes in the way agents expect to relate to one another in the
future and when the changes observed in one or more agents (i.e. leadership) leads to
increased fitness for that system in its environment. Rebus Leadership Practices are embedded
in the Rebus Leadership Pillars and they can be expanded and appropriately focused based on
the specific problem requirement in the complex domain.

[ B e B e i

RLT
Principles

Rebus Agent

Fig 7.1 Rebus Leadership Theory components
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REBUS LEADERSHIP PILLARS
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Fig 8: Five pillars aids agents to operate under complex domain
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Fig 9: Interconnection of RLT (Rebus Leadership Theory) pillars, if one pillar is weak, it will
destabilize the other pillars
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2. REBUS PILLARS

2.1. P1-ESTABLISH SYSTEMS THINKING

“SYSTEMS OF SYSTEMS I

Fig 10: Understand the systems, Map the systems
And taking action in systems to maintain the systems
ideal state

i ADISCIPLINE FOR SEEING WHOLES. IT IS A FRAMEWORK FOR SEEING
INTERRELATIONSHIPS RATHER THAN THINGS, FOR SEEING PATTERNS OF
CHANGE RATHER THAN STATI C S NAP SIHRETER.S&NGE

As a Rebus leader, he/she has to perform below mentioned activities for Pillar 1 which is about
systems thinking i

U Identify a system. After all, not all things are systems. Some systems are simple and
predictable, while others are complex and dynamic. Most human social systems are the
latter.

U Explain the behavior or properties of the whole system. This focus on the whole is
the process of synthesis. Analysis looks into things while synthesis looks out of things.

U Explain the behavior or properties of the thing to be explained in terms of the role(s) or
function(s) of the whole. And take actions with all the stakeholders to formulate an ideal
system.

The continuous assessment process that is characteristic of systems thinking is essential in a
volatile, rapidly changing environment. It takes time and good habits of critical reflection to
engage in this kind of learning, both for individuals and organizations
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Fig 11: Systems are diverse and made up of multiple interconnected elements and they are adaptive
in that they have an aspect of cognition by learning from previous experiences in order to respond
to changes both positive and negative. Understanding systems that evolve as a result of the
relationships within the system itself at an elemental level.

Emergence is a process whereby larger entities, patterns, and regularities arise through
interactions among smaller or simpler entities that themselves do not exhibit such properties.

I t 6s wusual Hevel behagioursthasintrgumes us. A stock market is one of the best
examples.

sometimes its

Fig 12: An emergent behavior or emergent property can appear when a number of simple
entities (agents) operate in an environment, forming more complex behaviors as a collective.

Rebus leaders can call for open space meetings to get new ways of working which should be
part of the emergence exercise.

Appreciative enquiry also helps Rebus leaders to discover emergence.
Other types of problems that could be facilitated by emergence are -

A wicked problem is a problem that is difficult or impossible to solve because of incomplete,
contradictory, and changing requirements that are often difficult to recognize. The use of the
term "wicked" here denotes resistance to resolution, rather than evil. Moreover, because of

complex interdependencies, the effort to solve one aspect of a wicked problem may reveal or
create other problems.
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3.1. P3-BUILD RELATIONSHIP

Learning by diverse agents, coupled with nonlinear interactions, leads to self-organization,
emergence, and co-evolution. Self-organization is the development of dynamic but stable
patterns of organization that arise through the local interactions of agents.

The progression of leadership theories demonstrates the evolution of the role of the leader from
command and control to transforming followers, to networking and relationships.

Rebus Leaders need to facilitate agents to make strong and meaningful connections within the
system which can create organizations that can adapt, innovate, and remain sustainable in a
complex environment.

et i uﬁ‘]
2

o T
W=

Fig 13: Way for hosting meetings, conferences, corporate-style retreats, symposiums, and
community summit events, focused on a specific and important purpose or task (force of self-
organization to do its thing)

Rebus Leaders need to conduct additional network meetings to build relationships.

The understanding of emergence has to do with relationships: the relationships among the
parts or the relationship of the system to its environment. Parts of a system that are related are
also often referred to as a network. A system within the larger system of which it is a part are
sometimes referred to as an ecosystem.

Leading with empathy, the Rebus Leaders create a shared sense of purpose and manage
through influence rather than command and control.

3.2. P4 -PROMOTE MOVEMENT

All types of events which promotes people movement, idea share, data movement is healthy in
the complex domain, e.g. Conversation Café (Chai pe Charcha), Connect events, agile café,
job rotation and internal job movements.

Conversation Café is an international movement started by author Vicki Robin fostering coffee
house meetings on a regular basis for interesting communication about relevant issues
amongst strangers in the Socratic tradition of respectful dialogue.
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-

Fig 14: Keep moving to get more, like Ant )

3.3. P5-ACQUIRE KNOWLEDGE

Complex systems display the below mentioned characteristics -

Feedback loops

Some degree of spontaneous order
Robustness of the order

Emergent organization

Hierarchical organization

[ e encl e O et i e

As a Rebus leader, the individual has to be continuously aware about what is going on with
these parameters in the system. Unity and shared purpose should be one goal. Pull based
connectivity and sharing knowledge helps to acquire knowledge. The flow of data, information
and knowledge moving around in the networks of systems and people is shared through team
interaction, communities and events, facilitated through knowledge repositories and portals and
built through tacit (implicit) and explicit knowledge by the agents.

All these five pillars will enable agents to competitively manage the intricacies of the complex
domain. Additionally, knowledge about the specific issues occurring in the problem space and
knowledge about complex adaptive systems (CAS) will help the Rebus Leader to more
optimally manage the issues arising in the complex domain.
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Fig 15: Smart Grid System, where we have large numbers of interconnected elements, all
these elements are interacting in a nonlinear way, any minor changes can produce
disproportionately major consequences, The system is dynamic, the whole is greater than
the sum of its parts, and solutions can’t be imposed: rather they arise from the
circumstances, The system has a history, and the past is integrated with the present: the
elements evolve with one another and with the environment. Though this system may, in
retrospect, appear to be ordered and predictable, hindsight does not lead to foresight
because the external conditions and systems constantly change.

4. REBUS LEADERSHIP LEVELS

© 2016 Badri N. Srinivasan, Chandan Lal Patary www.pmworldlibrary.net Page 12 of 20



http://www.pmworldjournal.net/
http://www.pmworldlibrary.net/

