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INTRODUCTION

THE
TRANSFORMATION
MIRACLE

We began work on this book with the intention of describing
the excitement and relevance of new science concepts when
they are applied to management. After repeated delays and dis-
agreements, we decided to spend several days together to crys-
tallize our shared vision and to make a start on the writing, We
picked historic Santa Fe for our retreat, renting a house near
the central plaza so that we could walk, enjoy the weather, and
explore the city while doing our work.

We learned so much from our discussions and discoveries in
Santa Fe that we changed, and so did the book.

The downtown plaza is a square park edged and crisscrossed
by sidewalks. Across the street on the north side of the square,
Native American artisans sell jewelry and pottery in front of a
museum. Shops and galleries on the other three sides of the
square offer craft work and art of all types. The stores on streets
radiating from the plaza also contain high-quality goods, in-
cluding painting and sculpture.

The plaza atmosphere seemed cosmopolitan and diverse. As
we walked, we intermingled with second-generation hippies
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being entertained by a tattooed guitar player, conservative busi-
nessmen in suits, Native American vendors selling their wares,
sunburned tourists in shorts, cowboys, robed and turbaned
devotees of some religious order, teenagers playing kickbag, and
a bearded birdman preaching the gospel while feeding the
pigeons. This was a city of enduring cultural diversity: Anglo,
Hispanic, Native American; gay and straight; traditionally re-
ligious and New Age spiritual. Nobel laureates from the Santa
Fe Institute could attend a talk by the Dalai Lama.

We soon realized that Santa Fe—“the city different”—
celebrates the individual, perhaps more than any community
we knew. There is also a unity consciousness wherein people
see value in their opposites. We talked with Buddhists, Quak-
ers, and Methodists who welcomed each other. We observed
feminists, gay rights activists, and men’s groups all coexisting.
The value of individual differences was captured in a Tony
Hillerman story about a visitor from Africa. The visitor re-
ported that to fit in with New York City’s businesspeople, he
was expected to wear a suit and tie, yet he was still treated as a
foreigner. In Santa Fe, he walked around the city in his native
tribal costumes. A few days before a city election, party work-
ers handed him brochures and cards representing their candi-
dates. He was perplexed. Talking with the campaign workers,
he was told that they didn’t know he was a foreigner. They as-
sumed this exotically dressed man was just another citizen of
Santa Fe.

A lasting image was imprinted on our memory in an art
gallery we discovered during our wanderings. The gallery dis-
played a collection of oil paintings of old doors, windows, and
entryways, partially opened, set in thick, weather-beaten walls.
Most striking was the incredible detail captured on canvas, ap-
proaching that of a photograph. A gallery employee explained
that the paintings were the collaboration of a husband and wife
team. Each takes a turn painting, adding to or changing what
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the other has done. They paint over each other’s work, adding
their own impressions, until they agree on a final image. As
struggling coauthors, we asked how the artists succeeded, since
painting arises from individual creativity. The woman explained
that they had developed an intimate sense of mutual trust and
respect, and subordinated their individual egos to the picture
being created on the canvas. They co-create. The paintings
bring together the opposites of realism and impressionistic
warmth, merging the two artists’ distinct styles. The paintings
are fiction and nonfiction in confluence, forming something
more than real.

The paintings were powerful for us, because co-creation is
what we had tried and failed to achieve. The artists had fused
their separate talents into a unified whole. Fusion is what or-
ganizations achieve when employees’ creative energies con-
tribute to the common goal. Instead of staying behind high
walls, people open doors to each other, achieving results be-
yond what is possible when they remain separate. The simul-
taneous expression of individuality and collaboration in Santa
Fe was a metaphor for what we and many corporations were
trying to become.

We also found that during our time in Santa Fe, our rela-
tionship changed. We had worked together for years, but didn't
really know each other. This time provided opportunities for
meandering discussions and disagreement. The difference in
our agendas for the book became clear, but we discovered com-
mon ground in our shared concerns about marriage, work,
stress, management of our leadership centers, and relationships
with client companies—strong common ground that had noth-
ing to do with the book.

Perhaps it was no coincidence that our conversations oc-
curred only thirty miles from Los Alamos, where the atomic
bomb was given to the world. Splitting the atom released power
beyond imagination at that time, and the hydrogen bomb soon
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followed, with power several times greater. Modern corporate
hierarchies depend on a division of labor and systems of con-
trol reminiscent of atomic fission, and therewith have produced
an abundance of products and services. The hydrogen bomb is
fusion-based, meaning that atoms are joined together rather
than split apart. In companies, the equivalent process is bond-
ing employees together for empowerment and partnership so
that they can achieve an even higher level of performance.

Our own version of fusion occurred during a “front porch”
conversation that laid the basis for a book going farther than
either of us had imagined. Although we both think of ourselves
as individualists, we found ourselves able to set aside our egos
and differences, to listen to each other, and to reconcile our
conflicting agendas. Understanding each other on a personal
level became as important to the project as our knowledge of
techniques for changing organizations. It enabled us to paint
on one canvas, not two.

We saw that the problems faced by companies we worked
with would not be solved with new science concepts alone. A
book such as Margaret Wheatley’s Leadership and the New Sci-
ences provided a powerful new lens through which to understand
today’s organizations, but equally important are ideas about in-
dividuality and personal growth. These ideas are explored in
books such as David Whyte’s The Heart Aroused: Poetry and the
Preservation of the Soul in Corporate America and Stephen Covey's
The Seven Habits of Highly Effective People. It is the fusion of these
two elements—the system and the person, the exterior wotld and
the interior world—that makes a company unstoppable. Indeed,
they need each other: the self-organizing, empowering company
needs whole people who are growing and want to contribute
their best to the fast-changing organization.

We also began to see why companies moving from hierar-
chical control to empowerment have such a difficult time. Or-
ganizational structure and systems need to change, but so do
the people giving and receiving empowerment. A self-adapting
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organization asks more from every person. A mindset shift
away from separation and toward fusion must occur in every-
one, whether leader or follower. This is a different paradigm
from the conventional management thinking that relies on sep-
aration of individuals by department, division, and level.

PREVIEW OF THE BOOK

The purpose of this book is to describe organizational leader-
ship by reference to principles of fusion (joining together)
rather than fission (splitting apart, separating).

Part One (Chapters One and Two) describes how traditional
hierarchies have suppressed individual qualities, and how fu-
sion awakens personal subtle forces—for example, mindfulness,
courage, and vision—that can transform a company. :

Part Two (Chapters Three through Nine) is devoted to the
idea of personal fusion. These chapters explain the interior self
and challenge you to unlock the subtle forces, each of which
we describe in depth.

Part Three (Chapters Ten through Thirteen) explores orga-
nizational fusion and describes transformational technologies
that can catalyze fundamental change in large organizations.

Throughout the book, we make extensive use of stories, para-
bles, and metaphors. A story is designed to go beyond logical
argument to touch the subtle mental, emotional, and spiritual
elements within you. Stories and metaphors are gentle in their
approach, yet provide greater depth than is normally possible in
a book about leadership and change. We invite you to spend
time with the parables and stories. Let them soak in. Develop
your own interpretation to gain access to the subtle forces within
you. Readers who want to move instantly to the bottom line
may find this approach unfamiliar but will quickly understand
the deeper possibilities within themselves that these stories
evoke. Whereas direct exposition (strong force) appeals to the
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rational mind, stories and metaphors (subtle force) appeal to the
spirit within. Watch your reactions to these subtle images as an
indication of your own progress toward personal fusion.

End-of-chapter questions and exercises will trigger self-re-
flection and personal discovery and will thus help you to “re-
member” the subtle forces. These forces already exist within
you. Fusion leadership is not about new skills as much as it is
about remembering and unlocking potentials that have been
there all along. Self-inquiry will help you remember, in a sense,
who you really are, and when you do, you will be able to
awaken these potentials in others.

Answering end-of-chapter questions is a first step toward cre-
ating fusion within yourself. We encourage you to write an-
swers to the questions and to discuss those answers with others.
In our experience, both writing and conversation provide ac-
cess to a deeper place than does solitary reflection.

In our relationships with executive students, corporate
clients, and participants in leadership and change workshops,
we are constantly reminded of peoples’ desire for something
more than is currently being expressed in their work. They
yearn for subtle things like meaningfulness, a shared dream, a
voice, opportunities to give of themselves, to learn, to venture
beyond tradition, to work on what they care about. When we
touch these yearnings, personal enthusiasm and energy sky-
rocket, and organizations reap huge rewards. ,

This book describes how leaders can make the transition to
fusion. The transformation of people and organizations is ac-
complished through self-inquiry and social science technolo-
gies such as dizlogue, future search, and whole-scale change,
which redefine the relationship between individuals and orga-
nization. On the basis of personal empowerment, autonomy,
and a shared future with others, people in traditional structures
can discover and embrace their inner potential for leadership.
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