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Tipu Ake ki te Ora - growing from within ever upwards towards wellbeing.

An action focused model to challenge your ideasiabmanisations, growth, innovation and leaders

| was immensely privileged to be chosen to helggnether this model, a task almost a lifetimetsriearning

My parents lived in Te Whaiti as Master and Matadrthe Te Whaiti Ni-a-Toi Moari Boy’s Agricultural School. A
boarding school (1934-1968) that provided secondatycation, focusing on farming and carpentry foy$ from all
around Aotearoa for use on their land.

As a young baby, well before | can remember, | freguently nursed by Marewa Whatanui whose latdand
Whatanui, along with Matekuare and Nikora were ttir@e patrons of the farm school. It was perhapswho
nurtured the seed that was to grow into this task

| attended the Te Whaiti Maori Primary School pdise Poukuru, a vantage hill site chosen and giktgdhe Nga
Whare people as appropriate for a place of learninigere very dedicated and talented teachers taugtmany thing
perhaps the least important of which was the cohoépompound intere:

Growing up in this place | was freely gifted mudedem aml many experiences, an investment in me the signife ¢
which | was not to understand until much laterifa.l Leaving Te Whaiti with this deposit in myrléag account reac
for secondary school, university and a career igieaering, managemennd business education, my knowledge
compounded slowly over some forty years. Life veaglgo me and went on quite predictably from yeaydar.

This was to change when | returned with a groumdbnesian educators in 1999 and reconnected wiHreénds. |
found a vibrant school that had transformed it$edm failure in the doldrums of unemployment brauegout by the
end of rainforest milling, to become a model ofcass.

Two school board members attended a Project Managemorkshop | ran ahe Auckland University of Technolo
They astounded other participants, who had assets&@down organisations as operating at 1-2 orive fevel
organisational capability maturity scale. They venpdestly rated their school at around level 4Hgrt went on to
demonstrate it over the workshop period. Thidicored for me that the most valuable knowledged slzaring had if
origins in the wisdom of Te Whaiti Nui-a-Toi, deephe Whirinaki Valley.

| returned to Te Whaiti on a research assignt to try to help them capture their unique natysabcesses to share
a new organisational leadership model and was amhdmethe wisdom and positiveness shared by elties,
community and the school. | began to understangtiva concept of compound interest did not fitlgasith them -
their maths was different. | saw the significan€@ popular quiz question during my time at Te Wischool:

Question “What's a One and a One?” ... Answefrtwo but; “Eleven!”

These people force us to think right outside theasg; They have visions of wellness, conceptharesd leadership,
teamwork, collective sensing and wisdom that detratesthat the whole is much greater than the sfiitsgarts.
Far from just ‘Catching the Knowledge Wa, they offer those who would listen the opportufatyAotearoa to ‘Gro\
It' - to take a unique leading place in the world.

It has been a rewarding passion, but not an easynjey for me as a pakeha to translate but a litfieheir wholistic
and organic thinking into a model understandableobyanisations in a linear world preoccupied witicfs, with
individuals and dollars. | thank the school, thielev Tipu Ake team at Te Whaiti, the talented yogragluate
volunteers from AUT, participants on project managet workshops, AUT colleagues and many othersensialis,
knowledge, support and spirit helped us succeey gidatest thanks go to the Kaumatua and otherstainght me tr
rich and painful lesson that ancient wisdom is sacpassedrin very special ways, and told us what could Hoeerec
and how.

My greetings to Te Whaiti N~a-Toi, Tena Koe. | give you back, with a littlekpha compound interest, the treasi
and aroha that your people, both past and preseriteely shared with me. It is for you to guéwd ever, grow and
share for the wellbeing of your most priceless garyour children, and all the future childrensaafr world.

Peter Goldsbury Nov 2001 (first publish ﬂ %ﬁ F__'_:iﬂ ﬂ
15 Nov 2007 (isdig

Tuwatawata and Moerangi are the Mountains, Whiririakhe River, Ngati Whare is the People

Te Whaiti school motto
Reaching for new levels of wisdom
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Intellectual Capital

In the tradition of Toi, this model is shareablewhedge gifted for the wellbeing of all our worldisture children. Please do not withhold
it from others. The latest version is freely #&dalie fromhttp://www.tipuake.org.nz Here you will also find many stories, a Powenpoi
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libraries that hold the Tipu Ake video. Pleasedraad understand the conditions of use on pagéd #dsodocument.
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The Tipu Ake ki te Ora Lifecycle — Background

This document is under constant development. dtiestl version, and many more resources can be dased on the web atww.tipuake.org.nz

The
Knowledge
Wave

Searching for
Organisational
Meaning

The roots of this
model

Te Whaiti
Nui—a-Toi

www.whirinaki.org.nz

Building and
testing the model

Many organisations struggle to find a path thaivedl them to grow ideas and the capability to prospa
world of rapid change and the knowledge economgmi@unication technology allows anyone to access
vast quantities of information, compete, trade @mdmunicate with others anywhere in the world. e &V
seek to mine and capitalise on this rapidly growimmuntain of data / information, the new naturabrece

of our age, to extract knowledge to make our fubgtter, but are we any more the wiser for ourresto

Our compartmentalised, linear models for orgarosatibusiness, education, projects, sports teatsvam
families are being stretched. Academics searcindar answers in the theories of chaos and complexit
Societies with the speed wobbles are questioningt Wie is about. Complicated processes for data
analysis and decision-making only seem to makefbemation overload worse. Increasingly we |daato

the complex systems of nature to find the simpliedging organic rules of life. Here we find nottaase,
but rather a natural growth, evolution, blossonmafighe rich seeds within, cycles of evolution, deead
regrowth; a balance that ensures the sustainadilitie on our planet. Success comes becauselkdges

is shared to unleash a collective wisdom and ohétw that is infinitely more powerful than thatt any
individual. Tipu Ake captures this, a concept tkatell understood by people from oral languadeuoes.

Tipu Ake will belong for all time at a place calld&® Whaiti Nui-a-Toi. Here life has always been
interconnected with the earth, the sky, and thbwh natural and supernatural. It has arisensadadlving
by experimentation as they and others apply tha@istic concepts of life and growth and demonsthete
these can be applied to organisations in todagsnfving world and the knowledge economy.

The model is expressed in and can be interpretednomber of ways: language, nature, imagery, art,
concepts, motion, stories and processes. It &cgik@, project/action focused, innovative andipgtory.

It embodies the natural cycle of life that involesaking down and building up, death and re-gronitiht

and day. It involves continuous cycling and ballage- We can sense things and go back down thevpgith

in our mind, insert new wisdom then make proaativenges so that we can quickly rise to an everehigh
level. Itis a pathway with no destination excaptriving for wellness. It embodies the Maorwvithat the
future is behind you and is seen through the wisdbtie past which is in laid out in front of you.

The model focuses on general behaviours ratherdisiamng specific practices at each level on thway

Is a long valley with a small mainly Maori poputatiin the centre of the North Island, New Zeala
Many generations before the main Maori migratiolNew Zealand it was visited by Toi, a courageous
pacific navigator and explorer who found, Te Hekdaruiwi, (the descendents of the gentle peopk) al
later called Te Tini o Toi (the multitudes of Tod;, Marangaranga, occupying this place. They ware a
intelligent, highly skilled, hardworking and peadepeople with a sophisticated social order ancepd
understanding of and connectiveness with natuteey Thared their technology and knowledge to fsburi
in a very hard environment. Strangers to the meee of war, they were easily defeated and abstnped
later migrations of Maori. Toi's daughter Hineraiagi was sent in the form of a kawau (shag - waite)

to live in the narrow Te Whaiti Nui-a-Toi Canyom the Whirinaki Forest), to be kaitiaki (guardiaf}he
forest, the environment, their wisdom and theiugal Through many ups and downs, their descentifents
Ngati Whare people have always remained as tamg@aua to keep the seed of Toi alive in this place.

Native forest logging provided its economic bas itwas stopped in the 1980's, preserving theiNiaki
Forest one of the world’s most precious and imfvessemaining stands of native rain forest, but
devastating the community. The people here alreadgrstand the barrenness that is left when riature
resources are depleted. The school was failingcérgk to closure. This was a community that had a
complex project ahead of it - How to regroup thersy spirit of its scattered people, adjust to new
economic conditions and ensure that their childiah the choices a generation had been deprive@ihef.
community formed a partnership that included th®st; principal, teachers, school board, commuanity
students, incorporating their own values, tradgtiand language. See websitep://www.whirinaki.org.nz
The Tipu Ake model has been inspired by the transdtion of the school.

Peter Goldsbury was privileged to have lived irs thiace from birth. He left for a career in engiireg
project management, business management, consaltidgeducation that saw him exposed to many
western business practices and models includirgptof Malsow, Gantt, Juran, Demming, Belbin team
roles, The Project Management Institute, The SEMC{dnd other Capability Maturity Models), Drucker,
Covey, chaos theory, complexity and others. Retgrto Te Whaiti he found these very linear western
business models were totally embraced by the cyitidom of the people in this community. He hasgd
with the school and others in Te Whaiti to helmthgevelop and publish this unique organisationaleho

It was tested and refined with the help of partiqig on project management workshops “Leading €tsje
and Innovation in your Organisation” at the Aucklduniversity of Technology (AUT) and elsewhereislt
now an ongoing active research partnership betiteepeople of Te Whaiti Nui-a-Toi, and many student
and staff at AUT plus a growing number of othepiresd volunteers who are helping share it withvtloeld
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Tipu Ake ki te Ora - An Organic Growth View (read from bottom)

Consider growth within the rich interdependent gstesn of a rainforest

Q Raa (Sunlight) — external energy that fuels the ecesys

Manu (Birds) The entrepreneurs who carry the
new seeds of opportunity

3

\4

The birds transport
seeds and their
digestion juices crac
the hard seed shell to
allow it to germinate
This creates a nurse
of juvenile plants on
the host tree and
under its canopy
waiting for an
opportunity to find
sunlight and grow.

>

Tane (tree)

Papatuanuku
(Earth Mother)

Whana

Mycorrhizal fungi network
(shares nutrients between speci

Whiro (the Poisons)
Toxins, acid rain, ozone hole, exploiters, polls— take living energy out of the ecosys

Ngahua (fruits) Wellbeing(Ora)

These are the outcomes: Purified, air,
food, shelter, prosperity, shade,
moisture, health, higher learning, and
long term sustainability of life.

All life is said to be a Child of Tane

Puawaitana (Flowers) -Wisdom

These attract the bees and birds to
bring in diversity and pollinate the
seeds of new life

Pua (branches) - Sensing
They spread out to collect the sunshine,
wind and rain to gain sustenance.
When a big tree dies it passes on its
space to saplings it has nurtured.

Tinana (trunk) - Process

This gives the tree rigidity and the
boldness and ability to reach up
through the nurturing canopy of
competing / supporting trees to see the
light of day. There is a rich
interconnectedness between all the
species of the forest ecosystem

Ngarara

(The pests thi
stunt forest

egyrowth)

(a) destructors
Storms, fire
sawmillers,
diseases, cats
possums, stoats
(b) recyclers
Worms,Huhu
Weta, insects
borer, microbes

Putake (roots) - Teamwork

The roots take hold of the earth to give
the tree its support and nourishment
underground before a sapling appears

Kakano (seed - Leadership

The new life cracks open with courage
The hair roots appear to turn it over,
give it direction and stabilise it.

Kore (soil) - Undercurrents

Here the fire, acids, water, wind,

storms, earthquakes, pests, and termites
break down the old growth crack the
hard shell of the seeds to make a new
life possible. Here also a network of

fine root fungi interconnects species as
a nutrient sharing pipeline.
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Tipu Ake Lifecycle - The Business Model viewbest read from bottom)

Note; A Powerpoint show to take you through thilel is downloadable off the Tipu Ake websiteo Algideo from many libraries and
a series of downloadable video clips_at
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Tipu Ake Lifecycle Overview - Levels, loops and k&dership:

How is the Tipu Ake Lifecycle different? Most ceniporary models take_a linegrocesspath towards an objective, which is achieved
one step at a time. Tipu Ake is a cyclicabdel that focuses on organisational behaviolireas seven interwoven levels.

Undercurrents: (LO — Soil) Failure, (pests) at any level dropshagk to the undercurrents (ground zero), wherdirmmaed inaction
eventually destroys life. The innovators (birds)dpwn to harvest ideas in the ‘undercurrents’e-réfsistance and energy that challenges
assumptions and which can be channelled into @&mnetgation process that ultimately strengthensotiganisation. Far from just being a
negative place of destruction, the undercurrentiseégecycler, the think-tank, the incubator ofaslginnovation and entrepreneurs. Get to
love it! Here the forest operates complex a mifupal fungi network; invisible pipelines that swaptrients between it's diverse species.
But beware th@oisons— insidious negativity that turns the undercursento a whirlpool, a black hole that blocks angadyermination.

Leadership: (L1 - seed) The pathway upwards starts with lestdp, the courage that germinates the seed oivadea and moves it
forward out of the undercurrents. Tipu Ake dediteadership as collective - many individuals cantribute to it. It is defined,
recognised, and nurtured by those who suppotteadership inspires people internally to go plaedgreas motivation is external

Teamwork: (L2 - roots). This is where a new style of leatiggdased on a shared vision of wellness, gatimergantinued commitment

of a team (including stakeholders) to grow the sabit will support ongoing growth.  This groemell happens below the surface -
“project hero egos”, “tall poppies” or “prima dorigare not helpful here. These germination andimgestages are too often ignored in
many conventional organisations. Here the tealirbegin to clarify and build the processes it retasustain growth above the ground.

Process:(L3 — trunk) This is where the team starts pgtttructure around the idea which must gain timengiément of the organisation
that is required to sponsor or support it. this trunk that is required to elevate the treeughothe canopy (formed by other competing /
supporting trees) to the higher levels. Tipu Akagiders this as the “Management” level where theventional focus is on managing
things — process, procedures, rules, projects,uress, finance, deliveries and short-term perfoean (All other levels depend on
“Leadership” — leading, inspiring and empoweringle.) All new ideas must grow through the canopgstablished processes systems,
organisational politics and power structures, whitdy either nurture, support or block it. The Tike philosophy is to reach through
the process level to quickly get itself to the l@glevels of collective sensing and accumulatiowisidom. Then to look back and decide
on the process needed for business effectivengsines it deliver against our vision of outcomes thill sustain long term wellbeing.

Sensing (collective){L4 - branches) The ‘sensing’ level provides asslity check over the process level . This “Conm®ense” is a
wisdom-based gathering of information that focuseduilding a collective view from all individuakepceptions, in just the same way as
the branches of a tree reach out to capture gosdmed energy. It is the method by which othervaserpowering, confusing and
sometimes contradictory analytical measurementsegrPerformance Indicators (KPI's ) are evaluated put into perspective. Do they
drive behaviours that take us towards the stateelfbeing we seek? It constantly uses all peeplé their senses to identify new
opportunities and risk before the event and takieme by the time it is measurable it is normadty late!

Wisdom (collective): (L5 - flowers) This is the result of sensing. sddm goes much further than knowledge; it is thellgctual capital
of a group not individuals. Often not written dovimembodies the culture’s real values and is roften told as stories. This level builds
that collective wisdom through teamwork, sharediégahip and the interchange of knowledge. Likesdls, it embraces diversity.

Wellbeing: (Ln - fruits) The addition of a seventh levelledl‘wellbeing’ encapsulates the overall outcomesired by the organisation.

It is the reason why the whole cycle is initiated goes beyond just financial or business perfoomanin our global village, where many
are trying to come to terms with cultural diversigpcial responsibilities and save an environmeweu extreme pressure, the holistic
Maori concept of Ora and its values is cruciala @rnot about the short term: it focuses on oturéuchildren’s wellbeing and beyond.

The Cyclic paths; (These cycle us back so that we can and mustiédtaneously taking action at any and every level)

(1) Pests: It is easy to identify behaviours at each levat ttesult in forcing us back to the undercurrentrézycling as nutrients.
Pest Control (alias Risk Management) is the prooéasoiding the destructive effect of those “pes¢iat jeopardise upward growth.
The pests are also positive; they are the nate@thdpath from failure or un-wellness at any l¢kat leads to recycling of resources.

(2) Birds: Tipu Ake goes well beyond just risk; its entrepeurs - the “birds”, constantly re-cycle seedskb®a the undercurrents,
nurturing them to grow innovation and exploit nepportunities. They also evaluate and drive pasitertilising action at all levels. This
reflective process occurs in our heads, we semsed, go down, gather new information and makegdmthat move us further upwards.

The Pathway upwards:

The analogy of a tree growing within the diversifya rainforest is easily understandable by alherE is a natural and logical pathway
upwards through each level. It demonstrates theaweurs that are required for growth towards weshly. Sunlight represents the
external energy we get by connecting with otheirgng us inspiration and checking our assumptiofisis the counter measure to the
poisonsthat block the new. Just as a tree that hasmitsatrunk without having established a strong sioucture (or has had its roots
undermined) will fall in the first storm, so in amganisation the underlying levels must be robaststistainable growth. Rainforests
grow at their own pace as the sum of all the irgpethdent species within them. Likewise within agamisation an individual project can
practice the leadership, teamwork and behaviowedet:for growth and help lift its forest to newdres.

Paradigm Shifts: All this looks simplistic, but it is hard to ays it requires us to unlearn much of our pasamwisgational thinking.

It is not a traditional business model definingqasses, rather it is all about promoti@havioursthat encourage growth

It forces us to reconsider our pre-occupation witfer; to see thealue of diversity and chaosn germinating new ideas.

It erodes our hierarchical concept of individuadtiers* and self contained organisational boestbout interdependence.
It's not linear Capability Maturity Model CMM thinikg. It's full of loops and we have to operateaéry level simultaneously
It names pest behaviours that drive reactive fighating, allowing us to control them and like biraks proactive and positive.
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Tipu Ake learning from the Rainforest is Living Sygem Thinking.

Nature is the ultimate teacher, so its lessonshedm us grow organisms that are resilient;
sustainable, fast learning and able to exploitdpportunities for real growth that exist in

our interdependency with everything else we arameoted with. The rainforest with all its

complexity talks to us of a “living systems thingfrapproach that can breath new life into
organisations living in our seemingly chaotic world

We see that all the species have an inherent thivards outcomes; no one needs to tell a

plant which direction to grow in. Can people amdamisations grow in that self-directed

way too?

It is empowered by the sun. Can we absorb thatrmadteenergy and experience that

illuminates our blind spots, questions our assuomgtiand en-courages us to grow?

It tells us about the pests that block the growftispecies; those negative behaviours that

turn us downward and stunt development if we donaote and control them.

It reminds us about the recyclers that turn deatkrad into compost, recovering waste;

finding opportunity even in adversity and death.

It warns us about the poisons that stop germinatioose toxic enemies within our own

minds that sap the courage we need to innovat@artdre the seeds of new life and ideas.

It sings the praises of the birds; the entreprenefithe forest who pollinate, spread and plantisder the nursery nature has
prepared under the nurturing forest canopy. Bhatubating innovation!

With the naked eye, we can't see the complex nétvabrmycorrhyzal fungi, a complex underground pipelsystem that
interconnects diverse species and the earth, sngpipé nutrients of life. Could our organisatioearh to connect and operate
as part of such win-win network alliances?

We are reminded about the importance of strongsraghere all new growth and resilience always stdrdth in the forest and
our communities. Organisational systems and evalu@rocesses above ground level seldom ever skapaledge or fund the
growth of this root capability.

When events like external storms hit a forest,ebesystem adapts to grow new opportunity from tieos created. There are
always billions of seeds lying dormant waiting toyg. Organisations can do the same, letting natigtate priorities; growing
when the time and conditions are right

The rich rainforest ecosystem where all speciesgtay interdependent, demonstrates what happémes we collaborate and
use all our diversity. Organisational monocultuaes very vulnerable.

Nature’s lessonsfrom observers like Fritjof Capra, Margaret Witesg Maaori Marsden, Elisabet Sahtouris: and ather

When living systems want to get stronger they cohméth more living things (e.g. to different ligrspecies that bring in
diversity and resources — monocultures in plantslié@ are vulnerable)

Nature makes its most important connections undergt at the root level, these are very hard tqls¢@lone to make) from
above.

You can't change a living system, all you can ddis¢urb it, (then it in itself adapts in respots®pportunities or threats seen
in that disturbance)

The disturbances that have the most immediatetedfecthose that change the equilibrium and assumdE of the system.
Living systems find opportunities for growth in vilhaoks like chaos. They are self organising aredreat preoccupied with
time or risks.

Living things never do what they are told (partams always add in their own local ideas, knowlealye perspectives)

If we think we can externally change, re-structoree-engineer a living system ..... then it ishaoly already dead!

For a whole range of stories that support thiskihin visit www.tipuake.org.nz/stories/supporting_stories.htm

Creativity and Leadership in Learning Communities
This document by Fitjof Capra reminds us of thesudf life: seevww.ecoliteracy.org/publications

Every living system is a network

A human community is a network of conversations

The most powerful organisational learning and ctiMe knowledge sharing grows through informal tieleships
and personal networks - via working conversatiorsommunities of practice

The spontaneous emergence of order — of new stasctund new forms of behaviours — is one of thiertaaks of
life

If we think of the relationship between emergenog design in terms of a continuum, we can saydfifiing too
far towards design will become overly rigid, unatdeadopt to changing conditions. On the other ldhifting too
far towards emergence causes us to lose the abiléfficiently produce goods and services

A culture fostering emergence must include thedoeeto make mistakes. In such a culture experiationt is
encouraged and learning is valued as much as succes
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Lifelong Learning — Tipu Ake a tool for growing learning organisations

If we want to grow a well (life enhancing) sociéty the future, then the outcomes from our educagigstem should be
young adults for whom the thrill of discovery argbid natural learning that they enjoyed from b{ethd before), then at
playcentre, kohunga reo, on through school, unityemrsur workplaces and leisure will stay with théon life.

Here we remap the Tipu Ake Leadership model to vtenore from natural learning and growth perspecti

Let’s think of the middle process level as beingfoumal education process that is defined in eehnildhood centres,
schools, university or business. It is here thaffwd the analytical systems that provide consisteand the ability to take
learning from one place to another.

Tipu Ake may suggest that the roots of real leaytigbelow this; where courageous learners (perfasmay call them
learning ringleaders) find themselves out of tlseimfort zones, there making discoveries about teéms and the world,
then share this excitement to attract others tw gvith them.

This underground collaborative learning environnmadldws participants to accelerate safely throdghformal education
process to reach a state above it where they drewey social skills to allow them to mutually oh&eand evaluate what is
going on around them, then take responsibilitythieir own learning and life (The Maori conceptttembraces this is
called - Tino Rangatiratanga). Here all accumueie share the peer wisdom that helps them re@agnis proceed
towards a state of wellbeing (ORA) where continueasning enhances life.

On the right hand side we identify a few pest b&has that “the system” could well “put onto” ogarner. In moderation, some
of these may be a positive external disturbandecti@lenge and force them out of their comfortezdsut if they are consistently
applied, they become poisons that sap the couksegted to germinate new learning. The learner reast to these pests. By
comparison on the left hand side we see those tpreduird type behaviours that a group of learmanrs choose to deploy at any
level to go down and grow new learning.

Most early childhood observers will recognise thesmctive learning behaviours as being quite mhtgo perhaps we
could continue more of this at this style of orgdeiarning in our formal education and organisatigmocesses. For more
on this see “ Lifelong Learning — Nature’s Wawww.tipuake.org.nz/lifelong/pdf/lifelong_learningip
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Tipu Ake - Shared Leadership Concepts

In Tipu Ake Leadership is not equal to “The Leader”

Too often we equate Leadership (Leading peopld) Wianagement (Managing things). These are tworagpadimensions
and if we want real success, both need to be ambal

Exceptional organizational

4+— . .
performance in this corner

Taking a managing things approach alone is a “riopgdh to exceptional organisational performand#&’e are used to
splitting the tasks up and allocating the “Managiiings” work to multiple people operating in pdebl that's what Work
Breakdown and responsibility matrixes in PMBOK alleabout.

However, the when we talk about leadership, toerofte look for only one leader to supply it. Thahaset can grow a
sense of dependence within us that leaves us batren they leave; a poison that can stop us e@atirgg our own
potential. With Tipu Ake leadership is not an indual thing, anyone can display and contributi.toHow often have you
been in a team, complete with a Project Manageyljmgiou even), where everyone knew the real lehigevgas coming
from others? Why not use this and see leadershipparallel thing as well

Anirony: The most powerful leaders are those Wwimv how to give away their power and recognition!

The Shared Leadership Tripod — lessons from the wiit’s greatest sailors and explorers

Our chiefs held different kete (knowledge) workagyone - three spars lashed in a triangle staodggst against wave and
wind - Perspectives from Polynesian canoes abrifigad p70 of Song of Waitahawww.songofwaitaha.co.nz

EXPLORERS:
The Ariki — perched at the

PEACEMAKERS
The Tohunga — near the nbaise)
carried Kete Tuauri which was

STEERERS
The Kaihautu - At

prow, their minds embracil
the ocean and the skies to
interpret the signals of
nature, courageously
fronting the first blast of the
unforgiving waves. They
held Kete Tu Atea filled
with the wisdom of the

heavy with Karakia. (prayers).
Their strength was constantly
challenged by Tawhiri Matea
who sent the storm winds to
buffet the waka .. and dark winds|
to pierce the mind and sow the
seeds of jealousy and hate in the|

the stern, the visio
and steadfast
strength behind the
steering oar. They
held Aronui - the
kete of knowledge
which holds the
songs that chart the

hidden trails crew tides

On TV we watch these roles being played out as TeZreails for the Americas Cup.

We recognise them in the inspirational storiesheflate Sir Peter Blake ... “Thanks
for the dreams that only you could give and th&okshe fun and the laugh... Than!
you for instilling in us a healthy respect for tgean and showing us the all consun
beauty it has ... Thank you for the trust and theliyyyou showed in us® Simon
Gundry, Fellow Sailor.www.sirpeterblaketrust.org

We also heard from the school ... “Yes, we eachdwmdwn roles to play and areas to be responsibjétit because we
worked closely as a team it was quite OK to stép $omeone else’s patch and help. At first somesdbund that hard to
accept, but soon found that by loosening the baiesland sharing information we all became moreatife”. Earl Rewi —
Previous Chairman

The Belbin Team Role model (see page 19) mayselearn to exploit our individual diversitylt helps highlighthe
Explorers who may be Shapers, Plants, Resource Investigat@Beacemakersvho may beCoordinators, Teamworkers and
the Steererswho may be Implementers, Monitors Evaluators, Completer FimishSpecialists.
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Tipu Ake ki te Ora — Te Whaiti School story view(read from bottom)

Recollections of but a few of the comments made terR&oldsbury by board, staff , kaumatua (elders) @mmunity members

N. ORA On wholeness “ E tipu e rea....Whaia te Matauranga o te Pakeha, engari kia mzgaringa nga taonga o nga tipung —
lIbei Grow up little girl for the betterment of your lifeCapture the knowledge of the pakeha, but allistgsn and absorb the

We €ing treasures gifted from our ancestors” Sir Apiranatdgpeaking to a young child.

Ngghua On the school vision “We are here for one thing - To give our childtiea choices for their future that some of us naaeh

(fruits) missed out on” - School Board 1999

On values and standards“We are proud of our school and our pupils. Alldgnts sit School Certificate Maori andl
get top marks (our youngest was 10 yrs old)”. Ydunet find any graffiti here. Genevieve Dohertprincipal. 2002

5. On Wisdom: “It is hidden from the naked eye, it is passedayou, it is inside you and comes first from yoaoking at
Wisdom yourself” We have a saying Taringa Whakaard/eu are told it once by the elders and if you'tlbear you have to g

' back down and work you way back again. That's twcarriers of the wisdom are found “ Tipene &hls Kaumatua
Puawaitana On interconnectedness‘'We see things as a whole in which all parts aieraonnected. The land, forest, people language,
(flowers) traditions and learning are an essential part pfuture” A widely held view in Te Whaiti

On concensus' We need to be of one mirid make things happen” Pahiri Matekuare - KaumeBeptember 2001.

Sunlight On tapping into external ideas and energlye networked with other schools using trainingvjers that spoke in ouf
words. It was “do it together” - they just satlme back and gave us guidance when we needeldris Eketone 2001

4. On sensing:“You can tell when you are off the course, nothingnes and your whole mind goes blank. It's likeewkou
Sensin sing a waiata and your voice breaks on you — tlasign that you should not ignor” Pahiri MateleuaKaumatua.

g On gathering information: Many here videoed the Knowledge Wave ConfereRosty Rangi - Board Member
Pua On outcomes, risks and barriersWe started off down the total immersion path tlasked ourselves ‘- What if just
(branches) one of our kids wanted to move outside Te Whaifihen we decided on a strong English and Techngiagjy too.”
“When you focus on outcomes, nothing becomes a barrigarl Rewi, Board Chairman 1999.
On prioritisation: We sent a survey out to all our parents and asiesd to rank all subjects in order of importance.
We were surprised that almost all ranked Maori angligh first equal. Chris Eketone, Board Chairmad®

3. On external regulations:“When the community decided that we should irgegboth schools in the valley, a women frgm
the Ministry of Education came with lots of Powarg slides to tell us about the integration precdshad to stop her aftgr

P_I’OCGSS five minutes and remind her that we know exactlyiwie want to do with education for our kids herd that we needegl

Tinana her help to in getting the official support fortosdo it” - Chris Eketone, Board Chairman 2001.

(Trunk) On School Board rules “1told all the board members that | will supptirem totally in all their actions obtaining

funds if they are for the well being of our kiddf any funding goes into our own pockets, thert’thtne end of the
road” - Earl Rewi, Board Chairman 1999.

On documentation and simplicity*None of us had done this before and we were fegad off by all the departmen
regulations. We told them to tell us what it meansimple words, then we put all the school's poidieo five
coloured books — Now lots of other schools wargegbhold of these!” Chris Eketone Board Member 1999

On technology We found someone who had developed new school ipigramd assessment software. Our teachgrs
helped them trial and refine it to become a powedal that really helps with administrative work -rERewi 1999
On self confidenceWe understand what ERO want and have done evexythie need to”. Genevieve Doherty 20p1
2. On sharing “We are going back to Toi to find our school valuéte was an adventurer who used technology anddhis
Teamwork knowledge to leave thriving inclusive communitiehind him where-ever he travelled” School Boar@120

n

On listening and negotiating: “If | understand where you are coming from, then . Qverheard at a combined meeting
Putake of Minginui and Te Whaiti Boards to plan the g&tion of their two schools under a single Board Sept 2001
(Roots) On Teamwork “We have good teamwork and communication betweemaunity, board, staff and pupils” - Principgl

Genevieve Doherty when asked by Indonesian visito£ 999 what the secret of the school's succes®w

On Team DevelopmentWe look for all the opportunities for our Boamkmbers and staff to learn new things.
When we take on people to work in the school wetiem we will give them two years and if by them tiheye not
decided what to do with their lives, they must sisfle and give someone else the chance” Earl Reaii@an 1999,
1 On courage: “ Courage is a magnet, it is the most attractive atteib(but if it is most attractive, greed is the most
reliable). One person with courage is a majoritfrfamati Kruger — Tuhoe Education Authority

LeaderShlp On vision: “We saw in Tomorrow’s Schools an opportunity toetalontrol of our kids education as the old system
Kakano had been failing them. It was scary stuff and fivethad to look hard at ourselves” School Boaranders 1999
(Seed) On leadership “Leadership is not the same as the leader, angandave it and it floats back and forth all theei

“We leave our hats at the door - often visitors’ctell who the principal is” Genevieve Dohert$ehool Principal
On egos “There is no room for egos here, you need to dyigkt past that stage and share the credit” ‘Wefa
well used Maori Proverb A kumara never calls itseleet, that's for the eaters to say” Chris EketG@hairman 2001
On leadership style:*When appointed Chairman | thought | would crackplaee into shape, but found it was not the
way to get the Board Members staff and community tdardaute their different talents”. - Earl Rewi &lhman 1999
0. On the energy in undercurrents “There was a place called Te Koropupu [The butghlvaters] on the Whirinaki
Undercurrent River just below the present school, close to wieeireold people built the first schoolroom in Te &ithout of Raupo

thongs, and wrote with burnt sticks on Rangioradsa Here the river used to swurl and the watarted upwards.
Kore Sick people would swim in it” late Tipene OhlseKaumatua.
(Chaos) On innovation“ There is no denying that you have to go back ts#e to start something new (whether in busingss

or whatever). And the birds— they really do gife to the children of Tane Mahuta” late Pahiri blatare - Kaumatug
On stakeholders: You soon learn around here that you need the stippdrenergy of all the families if you want tp
have new things happen.” We need to all climb theosame waka [canoe] Chris Eketone, Chairman, 2001
Poisor | On enemies!The greatest enemy is the one within you. Onaeganquer that one (which shows up as a lack ¢
courage, self esteem, fatalism or opting out), therrést are easy". Tamati Kruger — Tuhoe Educa#ighority

On criticism: “In those early days we got used to being tagged the head and people saying: “You're not dohra
right,” all the time. It was that insidious negéithat you don't even realise is happening to"yoGhris Eketone.
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Tipu Ake ki te Ora

- Maori concepts view. (best read from bottom)

Wellbeing (Ora)
(Ngahua - fruits)

Rangi

0 $!

Marama

2" 1

Ora

% $ 3 !

1

Toi

! 44 5"10

%

Nui

2" " 41

Kaitiakitanga

Ake

83

14 31 3

Wisdom
(Puawaitana

- flowers)

Matau

6!3

91 3 I I

Whai

Whai korero

$

1!

Marangaranga

$ %

&

Sensing

(Pua - branches)

Whakamatautau

Ata

Kite

Titiro

Process
(Tinana - trunk)

Tikanga

4

L4

Rakau

$

)

Ara

Awa

Whiri

Naki

4%$3 $14 1

Teamwork
(Putake - roots)

lho

4
1

3 !
" 1 4 84

Ahua

Hono

Ohu

Leadership
( Kakano - seed)

Iri

Uru

Maranga

Tipu (= Tupu)

3

3 E

Undercurrents
(Kore — Chaos)

Papatuanuku

4 r1
* ||$

Rere

313

Horo

141 4

1 113

3

Hoha

3 4

Kati

Kore

Mate

1311

Whiro

211 $

$

1

'1s

Source: Dictionary of the Maori Language; H. W.IlAlns ISBN 1-86956-045-0 Publisher: Legislatiorrddt NZ ~ Other comments added in italics
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Tipu Ake ki te Ora - Proverbs, quotes and histori@l view (pest read from bottom)

N. ORA ! * 7% ! 1> $ 14 3
Wellbeing * % kg 1
Ngahua 10
(fruits) 2 ' # 24
5. % 3 x 7
Wlsdom s ¢ 3 .
Puawaitana " |
(flowers) 7 $ % % e .
8 $ 4 6 * * . %
$) * " g 1
% !
1?7@ "1 > : 3< "
4, 3 * *
Esgsmg 4 11"4 P>l 11 | $
(branches) & * *
% > g
% 0 *
% * 0 # 24
3. /
>
Process $
Tinana % ] |
(Trunk) . . : o .
' # 24
| *
9 6 * 1 > 6l
2. * ) ] .
Teamwork
Putake 3 o
(Roots) ) *! > 8
< )9 =3 >$
* $ % ?
* @
9 * * ? < |
1. $
. 0 8113l
Leadership )
Kakano $ 6
(Seed) 3< /
3< * | 1#) < $$ &/
# " "
> $
$ =& =
4A 1 < 1 8
0. * 4 76 4 ) B
Undercurrent | % -$ =% $ .
Kore " A l B
(Chaos) | . *2 C 0! 64
2 /"6 ? ? Rosabeth Kanter, Harvard Bus Sch
! 9
$ " > 0 113
/o
# "0
$ 4 24
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Tipu Ake ki te Ora — A view from the Te Whaiti wharenui (pest read from bottom)

Tipu Ake is a model based on organic indigenousl@risthat has been passed down orally for many géoes

On the Tipu Ake retreat held on the Murumurungaaédaat Te Whaiti on 16-18 Aug 2002, guests slep¥livarepakau, the
carved meeting house. We were excited to fintdttremkowhaiwhai panels on the rear wall, painté@mit was constructed
in the 1930's, depicted symbolically the top sixdls of the Tipu Ake Model.

(The seed sprouting at the leaderghvigl has provided us with the Tipu Ake Logo.)

N. ORA

Wellbeing

Ngahua

(fruits)
Here we saw a balance in all directions, with tleeiryg and the future nurtured and carried
forward by the strength and wisdom of the past.

5.

Wisdom

Puawaitana

(flowers)
Here we saw the old beginning to fall away in thecpss of aging, but sheltering flowers
opening upwards, encapsulating the patterns ofirifdneir seeds for regeneration.

4.

Sensing

Pua

(branches)
Here we saw a reaching outwards, an opening ofrihel to gather in signals from the
present; the bounty and knowledge that is freegilable to all who would listen.

3.

Process

Tinana

(Trunk)
Here we learnt from the horizontal pattern, thastlevel is the canopy, (supported by the
trunk) which nurtures juvenile growth below. It @&aps as a barrier to adolescent ideas that
seek a way through it, then becomes a supporiogetthat find their space and penetrate it.

2.

Teamwork

Putake

(Roots)
Here we saw the support forming around the grovidieg, incubating it and providing shared
strength and leadership for its upward journey.

1.

Leadership

Kakano

(Seed) . N . . .
Here we saw the ideas germinating, competing facs@nd seeking a path, with the central
one having the courage to turn itself (and its glea@pside down and thus grow upwards.

0.

Undercurrent

Kore (Soil)

(nothingness

as well as There was no pattern for this level- it is thetifersoil, from which all life and ideas grow. Te

everythingness)| Kore, the beginning of our universe, is a placefwdos; both nothingness and everythingness.
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The Tipu Ake Lifecycle — A contemporary science /racient wisdom view.

Much scientific and management thinking today lotzkthe organic rules of nature to help unravelhwarld of complexity,
interconnectedness and apparent chaos. Indigenedsw from New Zealand passed on orally and in $ongver 67 generations
(around 1000 years) helps us put this in perspectiixtracts belowdm Song of Waitaha, - The history of the Waitalasidh— New
Zealand's early peoples. ISBN 0-9583378, Publisthgatapuwai Trust. Reprinted 2003 and availablenatw.songofwaitaha.co.nz

N. ORA When we raise our children with the wairua [spititlhear the plants grow and open their mindsuchdhe
Wellbeing stars; that is Waitaha. When our gardens covendakedness of Papatuanuku [the earth] with thegoefic
Ngahua Rongo Marae Roa [God of Peace] and the Kuml_Jra ﬂspnlgto] are abundant; tha_t is Waitaha. When the
(fruits) waters are shaped to nurture fish, and birds amtifil; that is Waitaha. When Arai Te Uru [sharing
trading canoe] sails again and again with Kumurate Nation; that is WaitahaSong of Waitaha, p133
5. Each mind is a different mind. Each sings a diffiesong. The physical mind is fixed in the evesydad
Wisdom the ordinary by narrow trails. The spirit mind tets/the trails of the Wairua [lifeforce] of the tand finds
Puawaitana its truth in joining the Mind Song of T_ai Atea._[thEavens; stream of gll knowing]. Only when stad a
(flowers) stone are held together in one hand is the mirg atuone with the beginning and end of Tai At&nly
then do we know the oneness of the Universe ankl thialdeep trail of wisdom where everything is juss
For the Mind Song is without end; it joins with thecestors to know the completeness of the cirfdlieeo
dream Song of Waitaha p189
4, In science today we are witnessing a general ahiéty from the assumption that the fundamental paifir
Sensing matter can be considered from the point of viewwfstances [particles, quanta] to the concepthieat
Pua fundamental nature of the r_naterial world is knoweadnhly through‘ its underlying patterns and wavefarm
(branches) Both our organs of perception and the phenomendbwee perceive seem to be best understood asnsyste
of pure pattern, or as geometric structures of famh proportion. Therefore, when many ancienucett
chose to examine reality through the metaphorsofrgetry and music [music being the study of the
proportional laws of sound frequency], they wereadly very close to the position of our most compterary
science.From Sacred Geometry by Robert Lawlor
3. The evolution and sustainability of complex systeénctudes the natural and necessary processes of
Process destructionandrenewal The ecocycle framework invites leaders to thabkut what they need to
Tinana dgliberately destroy or stop doing to facilitate tenewal of their work [in‘hea_llth care]. Drawimgrh
(Trunk) biological systems, the ecocycle also suggest®ed foe a “healthy” organisation or system to hase$ (or
aspects) that of the organisation in every phaskeoécocycle. Diversity in the phases of the gcledcs
crucial for the sustainability of a complex adaptsystem.From Lifecycle to Ecocycle: Brenda Zimmerman,
York University, Canadhttp://www.plexusinstitute.com/edgeware/archive/khinain_aides9.html
2. Children are born of many trails and follow thelmilmany tides:
Teamwork - Some have active minds filled with curiosityexamine ... and ask questions. They carry the knayeled
Putake - Some are the wanderers who yearn for new trails. They become the explorers and navigators
(Roots) - Others are restless. They find release in haark In their strength we are fed.
- Within the restless ones are those who hurt aaidhrtheir brothers. They run the trail of the ‘lasies’
- Some sit and look out on the world and are dreathe warmth of fires. They are the seed of fasil
We encourage them to follow the flow of the watars]d when they are tall enough set them free tos#o
their own life trail. Song of Waitaha (p183)
1. Our chiefs held different kete [knowledge baskéts] worked as one. Three spars lashed in a teasstghd
Leadership strongest against wave and wind. That is how wa8dhe power of those who led us on the oceals trai
Kakano When the trail closed in and the dark clouds gatthelKaihautu, Ariki and Tohunga met to share their
(Seed) knowledge and decide as one. The talk includedfahle crew if our leaders sought wider counséiethe
sea anchor went out and each had the right t@ndespeak.
If there was no common way we turned to the Comrmaawntho sat on the platform that joined the twoull
Life and death was in his hands for he held théekini cut the chords that bound us together arldthim
waka. We sailed bravely and truly, for Nuku Tawkiis our CommandeBong of Waitaha p71
0. And the fires of war seared the land. And our Tw@plancestors] looked behind the rising waves ofi paid
Undercurrent out to the stars, and in the words of binding pemgtproclaimed...
Kore ‘Walk in the shadows, hide in the waters, movehimists, step behind the rainbow to save the Taong
(Nothingness and  [treasure]. Protect our ancestors. Hold the telghe and warm it with brave hearts, for pain wdhsume
everythingness) the land and the circle of our dreams will be brokall will seem lost beyond recall
Kia Kaha! Be Strong! And the day will come whee taonga will be revealed once more. And we will
walk tall with the knowledge in the kete and fimg jn the colours of the rainbow. And the firesmifth
will burn into the hearts of all the people of taad. And they will find the trails of gentlenemsd peace.
Kahuri te Ao... the world turns  And the circle afralreamtime takes a new shape for a new dawnd |An
the people of all colours join to bind what wasKkeo and live in hopeSong of Waitaha (p11)
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The Tipu Ake Lifecycle - A Project Management view(best read from bottom)

N. Wellbeing ! " 15 ! 1< 45 473 I"I"11 3 "l
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Exploiting Opportunity and Managing Risks:

Sensing the “Pest” (reactive) paths of Tipu Akerngeaus of potential risks to our project and triggeroactive actions to prevent us going down them.
Much more importantly the “Bird” (proactive) paths neoour thinking right past zero risk to seek positbpportunity. Here we take a radical approach,
questions our assumptions gather information andedete the undercurrents to explore the new idghs,seeds of and innovation) that take us from the
“Safety of the known” into the “Did not know thaevdid not know” areas of knowledge, building oullexive wisdom on the way.
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The Tipu Ake Lifecycle - An Opportunity view (beyond Risk Management)

A Knowledge Pie Chart (Expanded from a keynote talk by Nick Bontis, ®met Conference, Christchurch, NZ 1999)

What we know (this is owwomfort zone)

What we know we don’t know (we know wherefitad this if we need i)

What we don’t know we don’t knc (the place of new ideas and opportunity)
What we think we know but really don{assumptions that expose us to risk)

Professional bodies &howledge we keep within our clul, (to keep others out ?)
(We need to be sure it is still valid in a felsanging world... if not unlearn it.)

What we know(wisdom and intuition) but often don’t acknowledge we know it

unlearn Knowledge may be either explicit (hard, codifieatad or tacit (soft, unwritten

Success in the knowledge economy depends on ‘ciiome&’ not “collections”

Going beyond risk to explore opportunity: Traditional Project Management focuses on idemiifyisks (X below) in
the execution phase of a project then reducing gnebability and their impact. Tipu Ake turns ttenventional Risk matrix
upside down and encourages us to think beyondridjie oto the positive sector of opportunity (Ylbe) in the initiation phase.

Opportunity high I 7

Probability ™9 2
med
low Y ;

Impact <IOW 0 >Beneflt

b low med high

me(

. |

higff_ x Risk

high med o Probability

Opportunity to influence project outcomes Is highest at the early feasibility stage whereiaggions are questioned
and radical thinking can occur before physical wsigtts. Things that are not done right at the: g&t exponentially harder to
fix as time goes on, all is “rework” wasted efforProject heroes (fire-fighters) may appeasetens to sort out the mess later.
In Tipu Ake terms this is establishing the rootioletrying to grow the tree. — Te Whaiti Schodisdts children do this.

An Example form public health -Rheumatic Fever

The cost of fixing something not dc
right at the start gets exponentially
worse with time. The red area is

rework and adds no value. (All the
glamour is in the ambulance at the
bottomof the cliff; the health indust
“heroes” are in hi tech heart
operations)

Opportunity to influence o}utcome

Health strategy

Public education
Throat swabbing
Throat treatment
Rheumatic Fever
Heart operations
Death of citizens ¥ time

The ability to influence outcomes is h

at the start but quickly drops off, yet
funding here is not high. (Those Initial
proactive activities also bring other
multiple opportunities. eg the ability to
remove the impact of other diseases too)

Cost of Rectificatio time V

Another case study -The Te Whaiti School bus

As a risk management initiative the NZ Ministrigdfication asked all schools to identify barrierstoadent learning. Part funding for a school
bus was approved because many of the 56 studerghaxng to leave as early as 7.00am and notrggtiome until around 6.00pm, an
inappropriate demand on both them and supervisiaff. sBut The Te Whaiti school board thought belyask, and saw many more
opportunities from a bus to counter their isolatioh big band of whanau (family) now accompany schemrhs competing in Rotorua on
Saturdays - providing a day out and doubling asigesmarket stop for the shop-less and public transjess locals. This win—win
arrangement means that teachers can concentragtuatent learning; all extracurricular activities drfundraising are now organised by
parents.
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The Tipu Ake Lifecycle - Intellectual Capital view- Who has the knowledge?

n. Well-being The outcomes sought by tEBavironment, Country,
(Global) Community, Family, Organisation, Teams, and Individials.
The concept of Ora (In many cases the stated mission or vision ofrgarisation is
contradicted by the management behaviours or thepgculture)
Here intellectual capital is the collective visibknowledge that
ensures survival and a well futurefor future generations (Ora).

5. Wisdom Collective wisdom is developed at all levels agsuit of the
(Collective) collective sensing and reflective learning process&isdom

often comprises soft (implicit, emotional, tactgms that may
be supported by explicit hard knowledge. It embedhe values
of the culture and is often stored and reprodusestaries, song,
art, images, rituals (It is the key asset / tdadral cultures).
Here intellectual capital is that collective wisdarhich
differentiateshe organisation, the team and individualdrom
all others in its environment or market. It belsrig the group.

4. Sensing Collective sensing is carried out many individualdo ensure
(Collective) that environmental changes, performance targetsisiglare
identified, monitored, then shared aambessed by thlgroup.
Collective sensing cannot happen without teamwakel 2).
The intellectual capital is that of tigeoup which proactively
senses (much more that just reactive measurenoefit
opportunities or manage risks™ well before the event.

3. Process TheOrganisation establishes its own unique intellectual capital:
(Organisational) the processes and procedures required to undétsakerk.

1. Managememnprocesses that support the project / process
itself (eg policies, organisational structures,sap
services, cultures, partnerships)

2. Technicaprocesses that deliver the product / service (eg
software development, education, healthcare, govent,
construction, sport. It includes procedures anctatas)

Intellectual capital here is mainhard data (explicit, database)

2. Teamwork A coalition of people “buy into” the vision andpaoject team
(Project) develops. Intellectual capital is their abilitywmrk together

sharing their talents and knowledge, to build streecaround it.
They may often borrownown public knowledge (intellectual
capital) to help them (eg Teambuilding, project agement
tools, bodies of knowledge, best practices)

1. Leadership One or moréndividuals (temporary project heroes) use their
(Individuals) own ability and knowledge to address issues, pt@jeew
vision, gather followers and initiate a change thakes
something new happen The intellectual capitatésindividual
knowledge, skills and power of the individuals & the support
of others who value it. It does not belong todhganisation)

0. Undercurrent At this level the intellectual capital, energy, kiedge and new
(Chaos) ideas are present swirling aroumat not focuseduntil someone
drums up the courage to lead a change. This ckabs @acid,
fire, water and organisms that break down the bhasdls,
allowing ideas and visions to germinate.

Intellectual Capital is different from Copyright. (Tipu Ake example)

Intellectual capital represents the intrinsic vadfiknowledge based on its economic value to ettvio may want to use it. It belongs where itinetes (eg in
this case a unique place; Te Whaiti Nui-a-Toi pp@ight applies to a document (eg this one) tieatdbes it and is normally retained by the autioless

assigned elsewhere (in this case by Peter Gold$lagkyto Te Whaiti Nui-a-Toi.). The Tipu Ake Lifgde belongs at Te Whaiti Nui-a-Toi , is not fofesand it
can never ever be taken from that place. Ngdia\/- the Maori people and children of Te WHgaingata whenua) will remain forever its kaitiagiérdians).

The Tipu Ake lifecycle wisdom has been gifted fyetelthe world to be used for the wellbeing altsfuture children, in trust that users will ackredge it with a
koha (gift they can afford) based on the valuekti@vledge contained is to them. A koha is a wggcial form of gifting (or trading by trust) thdioavs one
to share ones treasures and wealth with anothek\n — Win fashion. When it was suggested tastti®ol board chairman that the likes of Bill Gates
Microsoft could find it valuable and may want toymaillions to get hold of it, he replied “Tell hime don’t want his money; just tell him to give téshnology for
our [and all] children.” The people of Te Whaité unconcerned about unscrupulous users who ynaysteal it, sell it, or not acknowledge its u@ey wisely
observe; “If they do, then they have not even hagwnderstand the model, its values, or the qurafeOra, so it will be of no use to them anyway”

Tipu Ake Lifecycle- A Leadership Model for Innovative Organisations web reference: htttp:/mww.tipuake.org.nz1 8
MO#SL % | & 'O e o+ o, k- S+ > .1



Tipu Ake — A Transformational Leadership / Change Management view

This page was inspired by reflecting on two reatlavevents, both of which involved an innovativarteof volunteers with
a strong vision seeking process level support fadarger organisation to take their projects fooheand deliver outcomes.

(1) Te Whaiti school and community members faceatl piesenting to and negotiating with the Minisify{education a
proposal for the merging of the two schools inttielley; their strategy for further improvemerasetducation for their
community challenged convention and existing peticgéo needed special Ministry approval.

(2) The Tipu Ake team discussions with AUT abopbasible joint application for government fundingstipport the large
amount of voluntary work being by students andf stBAUT, Te Whaiti and elsewhere. This fell welltside
conventional university research protocols.

Change Managemenis normally seen as the process by which the ¢xeswof an organisation instigate and action the
internal change deemed necessary for the futuse ofganisation. This takes place largely at Tipe Ake process level
(L3). In most cases is involves re-organisatioth process changes that invariably attract oppaositio

Transformational Leadership is normally seen as the actions of “the leadédmorganisation that result in the
organisation following down a new path. It is mikely to be a smoother process where people ibortér to the change.

Tipu Ake leadershipis not confined to one person, but is shared withé team. A Tipu Ake team can quickly rise to the
higher levels and promote radical change, butHisrto be sustained it requires an innovative dsgdional culture at level
3, that encourages others to try new things arstistithem with the consequences of success andefailn organisation
must understand and be prepared to promote actiali ®ipu Ake levels if it is to sustain teams mgdng at high levels
within it.  The most powerful senior “transfornuetal leaders” understand this and give away €their knowledge and
power widely, thus promoting self-sustaining cemwélearning and confidence within their organsat

Making a Team Proposal : If a team is required to sell a new and diffeiidea to its parent or another organisation,
then the Tipu Ake model suggests a possible streifétu doing this. This may depend on whethempittoposal involves
radical transformation (moving from the undercutsgor improvement (from a state of relative waltigg. The following
examples indicate by indents a possible order ame £xamples of typical content for such a presienta

(a) Transformation required (b) Improvement Required
From a state of Chaos (Level 0) From a state of relative wellbeing (Level 7)
Example: Preserving our Environment Example: Improving Education in Te Whaiti
N. ORA Well-being Outcomes:Can we agree on what wellbeing [ Outcomes: We are focussed on just one thing here find
Ngahua means for the environment, what outcomes wethat is to give our children and thus the commurigy t
(fruits) expect and what indicators will show us we g best choices for their futures. We use this agad to
are getting near to them. (See page 33) overcome any barriers
5. Wisd_om Values What are the values that dictate hgw Values: These are the traditional things that our
Puawaitana we can go about achieving the outcomes Wwe community values. Respect for all life, Diversity,
(flowers) seek. (Does the ends justify the means or are Community, Learning,,,, They underpin all we dd
there some greater issues in play) and are what we want our children to role model.
4. Sensing Sensibility check: Are the outputs Sensing: Parents are very pleased with what thjs
Pua that we plan to deliver and the things school has offered their children but have somg
(branches) we are measuring likely to provide serious concerns about what high school options
the outcomes we all expect? they will have when they leave here
3. Process Project outputs: What are the actual Plan: We have looked at what we need and this
Tinana things that we need to start making thjs is our plan for making the education services|for
(Trunk) happen and when, how will we track all in our community even more effective. Thjs
our progress towards achieving them,| is aligned with the national vision for educatign.
2. Teamwork Commitment: . Do we have the suppor| Teamwork: We have worked together on
Putake al all those that can help us. Do we this plan and have the total support of our
(Roots) understand why other stakeholders do not, community for it. We need you to join our
and try find ways to enlist them? team and support us in making it happen
1. Leadership Vision: we need to work towards a better place ffor Vision: This is a summary of our vision
Kakano our children and their future childrens. for the future and the support that we nded
(Seed) Courage: We can't just pass the problem off to to have from you to allow us to make it
others; only we can start to do something abost thi happen.
0. Undercurrents Chaos: All the signs are that the environment is under Issues: Now what are the difficulties
Kore threat, we see greenhouse effects and many speeies that you see we must still face and if we
(Chaos) in peril,. Irresponsible people are pollutingsitort can show you how we can overcome
term commercial exploitation is counterproductive. them, do we have your support.
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The Tipu Ake Lifecycle — Belbin Team Rol€" view (best read from bottom)

The Belbin team role model identifies nine diffdrezam roles that are normally required for a begarteam. If we define
leadership as the force that takes the projectdimhat any stage, then we can use the team rofgxturage people with
the style appropriate to each Tipu Ake level. Gkhare typical roles only.)

N. ORA For day to day survival traditional organisatiossess wellness mainly in numerical terms
Wellbeing (example profits, share value, deliveries, growgb)onitor Evaluators andShapersare
Ngahua often are strongly involved.Plants, Implementers, Team WorkersandCoordinators are
(fruits) likely to add the dimensions of care of the futenironment, life styles / workplaces and of]
longer term wellbeing.
5. All team roles participate in building up collegiwisdom. Often th€ompleter Finisher,
Wisdom Monitor Evaluator andimplementer may be key ensuring that the job is finished, watald
Puawaitana so the lessons are learned and documented to reakéme more effective. This is stored
(flowers) knowledge, but wisdom is more in non-analyticaitsrinvolves other roles and values.
4, The most effective collective sensing occurs whesnge of people with different
Sensing experiences and skills each look at an opportamitgsue from their own perspective and
Pua share their knowledge with others.
(branches) 1. Thelmplementer - organised — very interested in and sensesrttegses
2. TheCoordinator — motivating - senses team performance and igsuiifs vision
3. TheShaper— hard driving - always focussed on and sensiagrpss
4. ThePlant - creative — likes to explore new ideas, senstside the square.
5. TheResource Investigator- outgoing — sensing via a network of externatacts
6. TheMonitor Evaluator — analytical — gathers, evaluates and sensesraf@mn
7. TheTeam Worker — Diplomatic, likes fun, fairness, good at sensititers feelings
8. TheCompleter Finisher — Meticulous — likes to see a job complete, seqaafity
9. TheSpecialist— Knowledgeable — works in technical areas, setesdmology etc
3. Process If there is a process to be developed or maintaivetind thelmplementer andSpecialists
Tinana will stand out. Thévionitor Evaluator is likely to assist in setting up Key Performance
(Trunk) Indicators (KPI's), collecting data and measurimg dngoing performance of the process.
2. The Teamworkers, are important at the stage of building an effecteam. They sense the
Teamwork state of interpersonal relationships and feel the sf potential conflict, often having subtle
Putake ways of resolving it. Example: “Lets go out fanth”. For teams that must work with
(Roots) others outside the group, customers and supplieResource Investigatorcan play a
strong networking role. The lateral thinkiR¢ant helps the team get around blockages.
1. The Shaperinitially forms a good magnet for those that fowlirage attractive, to get the
Leadership project off the ground. However courage alone dmtsecessarily move anyone forward fqr
Kakano long unless things are seen to be happening.tHeisthat some vision is required to get
(Seed) people to follow and this is where tB®ordinator, is likely to assume the lead, always
pointing others to the vision, outcomes and wetipdixample: Martin Luther King “I have
a dream”, and he spells out what the future cadé like for others to follow. The
Coordinator ensures all other other team roles are encoutage#te the lead as required.
0. People remain oppressed in the undercurrent (& st&Chaos) until such time as they decide
Undercurrent that the frustration is intolerable. It is ofte®laaper (terrier, or even terrorist) with the
Kore ability to raise the issues and drive action tloates people find attractive as a leader at this
(Chaos) point. Example: Whina Cooper’s courage in mamghaParliament attracted followers.

™ To provide a team role assessment, Belbin proVidesrplacé™’, a human resource management expert system #saaus
series of carefully designed questions asked gh¢ingon being assessed and another set of quesiat of workmates who

know the person well.

For information on Interplace, to apply team ralalgsis in your organisation, or for individual essments contact Belbin Associates, 52
Burleigh Street, Cambridge, England, CB1 1DJ, Bmjl#h (0223) 60895, fax (0223) 68746, www/betiim. or in NZ: Winston Pond,
Leadership Solutions Ltd., PO Box 10-214, Aucklgstd(09) 623 3056, fax (09) 623 3065, email info@lkrshipsolutions.co.nz
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The Tipu Ake Lifecycle — A Geert Hofstede CulturalDimensions view

Geert Hofstede carried out extensive researcheil®70’s in a multinational (IBM) operating in adgirange of different
countries, with the aim of identifying the cultudifferences in each to determine how this effeciggnisational style and
performance. His research was presented intafediMotivation, Leadership and Organisation: Bmerican Theories
Apply Abroad?” Organisational Dynamics. Summ@8d © AMACOM

This and his subsequent research covering moreohigrdifferent countries, analyses culture irefdimensions:

Power Distance:
Individualism:
Masculinity:
Uncertainty Avoidance:
Long term Orientation:

The extent to which lower memlaecept the power others have over them (Hieyarch
Standing alone -versus collectivighe degree to which people work in groups. (8ttpp
Assertive and competitive behavicwersus femininity, modest and caring tendengRsles)

Indicates the extent taclwimembers feel uncomfortable in unstructurechsivms. (Risk)

Deals with long term virsuend values - versus short term social negotmtidruture)

These, together with his international culturabegsh data, can be useful to help us understarctheal environment that
is most likely to support the use of Tipu Ake ig@nisations as follows

N. ORA Long term Orientation focusing on outcomes is essential to the condepta-Wellbeing
Wellbeing (This does not mean a vision of something woolly & far into the future — but rather
Ngahua (fruits) something that helps us decide on short term caithat will be seen to be taking us there
5. Wisdom Reasonabl&hort term Orientation is required for us to take actions in the present.
Puawaitana (This does not mean that we always think short temre take our values and learn from ojr
(flowers) past to better understand the present and allde m®ve towards the future we want).
4. Sensing HigherFemininity and intuition is needed to understand what isyemling on around us.
Pua (This does not mean that intuition rules and wee“from the hip” - but rather we use it to
(branches) sense uncertainty, then gather and analyse infamat either support or deny our senses|
3. Process HigherMasculinity and assertiveness is heeded to enforce structdrdrive outputs.
Tinana (This should not mean that processes are so Hgidtey slow down, block new ideas and
(Trunk) force innovators to waste energy finding otheméorimal ways around the processes)
2. Teamwork Low Individualism - to maintain the diversity, morale and collectugport of the team
Putake (This does not mean that we suppress individualtiyt rather we accept that all bring
(Roots) different strengths, and perspectives that we dantity and exploit within our team)
1. Leadership Low Power Distance- to build the team trust that allows leadershipe shared.
Kakano (This does not mean that we do not have poweréaldeship — but rather that we allow the]
(Seed) leadership to be taken up by the most effectivepanebrful person for the current situation)
0. Undercurrent | Low Uncertainty Avoidance - to find the courage to see new opportunitieshinios.
Kore (This does not mean we take stupid risks, but ratia we use the knowledge and diversity
(Chaos) of all team members to ensure that the risks anetified at the start and safely managed)
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The Tipu Ake Lifecycle — An Organisational Applicaion view

A. Applications:

The model can be applied to established organisatgrowing organisations, project teams, prodegetbpment, social organisations,
sports teams or any other situation (includingares) where a group of people are required to makething new happen. Much of the
thinking is also applicable to promoting individuidvelopment, but its real strength is beyonditihgtowing leaderful teams.

B. Use of the model - The organisational self assenent questionnaire

A self assessment questionnaire for the modelagdabie (p 29). This allows individuals or grougspeople to assess their own
organisation by answering questions based on vakdtcbllective wisdom” of the organisation would/saot their individual
perspectives. The assessment model is not adiedvhere the intent of the questions is camoaflagnstead it is action focussed,
highlighting and separating the behaviours thantbeel specifies as reactive (pests) or proacbires).

C. Top Down vs Bottom up Implementation?

Top down: If a hierarchical organisation applies this usangp down approach, it is unlikely that they vl successful if they try to aim
for more than one level above where they curreanity (e.g. The Minister and Department of Educatiad almost no chance of
directing Te Whaiti school to succeed using itslittanal level 3 processes and performance measiéeen this failed it's back up
process would be to appoint a temporary level 1m@sioner to replace the board with the very hastt bf getting level 2 support.

1. This explains why many business process re-eegimg and change management projects which jomp from chaos to level
3 fail, undermined by a undercurrent (resistanica) takes it own path via level 1 (leadership) iewvel 2 (solidarity).

2. Organisations which manage their performanamamily on profit are attempting to jump to leve{the measuring component
of sensing only). They may appear to achievedbalts expected through individual recognition @nagers or by threats of
the consequences of failure, but may miss out adeieship, teamwork and outcomes because of vatuesraints.

3. Atraditional business process driven by a Managth a poor ability to lead people will have yéittle chance of mobilising
the collective sensing at level 4 required to depehe collective wisdom and partnerships at Léveteded in the knowledge
economy. We can't get effective collective sensinidpout first going through teamwork.

Bottom up: A project team applying a customer outcome driaeproach (bottom up) can very quickly move up thighest levels
(e.g. Te Whaiti School because The NZ Ministry dfiEation’s “Tomorrows Schools” initiative enabledéls 1and 2)

A bottom up approach may threaten the “system”ctvivinposes a blocking process by imposing rigidity.evel 3 Process or by
imposing blocking measures at Level 4

Peter Blake gave Team NZ a clear vision (L1) anéfcdly chose strong team members (L2) who thenesetiefined their specialist
processes and attracted sponsorship (level 3)hiexaethe collective sensing (L4) and collectivedam (L5) that led to their success.
Peter then expanded his personal view of wellness fvinning boat races and challenges, to a pa$siaaving the environment.

D. Application in local government and other reformprocesses.

Local Government and other reform has resultetieraimalgamation of many smaller administration$ e aim of getting economies
of scale. This level 3 (process) thinking has gomes brought with it professional Managers - mamgghe process. This has often
come at the expense of level O (leadership) arel [eyteamwork). We observe a diminishment ofgfieng sense of local community
and shared leadership that has been our “small’tpi@neering tradition. We see the drift to laiggges and the outsourcing of work to
large companies rather than supporting local conitiesn  This trend is now being reversed as skamge organisations realise they are
losing control, and communities like Te Whaiti mdgeake back their power, frustrated that “theteys has not been delivering.

D. Mainstream compared with Maori management styles

Mainstream western organisations have a tendenog fiweoccupied by the process level 3 and thédtaesshort-term analytical
managementmeasures that are used to control its outputsey Thost often respond to change by reorganisiBg.contrast, Maori
organisations (Like Te Whaiti School) are likelytéade a more holistic approach paying more attarttcoutcomes, and focusing on the
participativeleadershipthat drives all levels, though sometimes a morakiyeat the process / output evaluation level -dl&/

F. Describing your organisation’s vision of Wellbeng (ORA). (See page 34 for an example)

Each organisation can have its own definition ofliMdeing (e.g. Microsoft could define it as beitgetcomputer company that most
people in the world use, or the most wealthy onelwatever). Wellbeing should be expressed ingeand the words that participants
relate to including emotion and may well includengdfuzziness.

However the model suggests that wellness involeéses, ethics and behaviours that take into acamatminly business performance, but
also business sustainability, the natural envirariyrend the wellness of all people involved inchgdcustomers, suppliers and society.
(Wellness does not condone success at the expedsestmying a community by overpowering its valugis-empowering its
entrepreneurs or extracting its wealth, nor exatan of child labour by suppliers or unsustainatdenage to the natural environment).

This alone is the state embodied by the very holidaori concept of Ora; the wellbeing of our fugwhildren is central to this.
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The Tipu Ake Lifecycle - Chaos theory, complex systm, ambiguity view

Chaos and complexity: Notes from video: Understanding Chaos -The thedrich imposes order within disorder

Mathematicians are discovering that chaos - theelahere everything seems to be mixed up in astaeparent instability, high
variability and interconnectness is described yuite simple repetitively applied mathematical eiprgs (eg distorted feedback - X2
+C=X) that are very dependent on their initial cétiohs. One of these is the Mandelbrott set. AmgXa is the world's weather where
major effects and instability can be triggered leywsmall changes to initial conditions. In timdooder there is a stable "attractor” that
holds the system steady, but as we move towardsidis(more variation) a frequency doubling is obvesl, until the system becomes
chaotic. The Lorenz Strange Attractor describes @nies this seemingly disordered and random staten within this apparent chaos
we observe some islands of order - examples aredtees in turbulent (chaotic) flow in a wild rivesloud formation or weather pattern
that emerge interconnect and self-organise to grdeva more predictable state.

These equations manifest themselves as complgxnt@rconnected and repetitive patterns - Wheeekise drawn in a circle looks like a
straight line as you get closer and closer to ittf@ straight line is a shape that still looksaght the closer you get to it. Nature has no
straight lines - it is non-linear. Fractal Geomefs/the study of the complex non-linear mathembpiatterns that are rampant in nature
which have the characteristic of continually repegtthe more you magnify them. If you distort theserns mathematically (Afine
transformation), then drive them randomly, theyeréback to the original stable pattern.

In the patterns that the mathematical models obshgenerate, we recognise many of the familiar aépg images of nature. eg cloud
formations, waves, growth forms eg fern leaf, (kpattern) and even the Tipu Ake logo which is tfkem the highly repetitive non
linear ancient Maori kowhaiwhai patterns. [The Tiple Lifecycle level 0 - "Undercurrents" is abootrgg down into this chaos,
capturing it's energy and diversity then findingdagrowing the new and powerful order in it.]

Tipu Ake parallels:

The first revelation about the positiveness of ehaas given to us by Tipene Olson, an 80 year ddrvelder who told of a place on the
Whirinaki River where the water used to swurl apdrs upwards and be warm at night, he said “ “Siekple used to swim in it”

Later, Don Theobald at a Tipu Ake Seminar relateabs to Tipu Ake, and pointed to Judy Petree's pegfes which summarise this
thinking in “Chaos without the Math” (was atitp://www.wfu.edu/~petrejh4/chaosind.h)m Her writing summarises and describes:

In far-from-equilibrium complex systems, changes ftaquently occur that upset the fine-tuning betvthe internal forces structuring
the system and the external forces that make upehegironment. Most of the time, the finetuningpwak the system to operate smoothly,
but when the perturbations escalate and the sy&estiressed" beyond certain threshold limits, sibtdications of unrest crop up,
sometimes sudden non-linear "chaos" takes place stibtle forms of chaos begin by aberrant behavibe shift to an attractor or the
swing from one attractor to another causes theesydb behave differently. What can be done whemasty problems come upon us? Uri
Merry says a human system will have to give "mevaraness, attention, and care ...to maintainingriternal ties and communication
network8. Human decision-making has the unmistakable imtpof chaos on it. There are always so many assiompand implications
to consider that it sometimes is quite overwhelmihig here that a strange attractor aids in thecision making process. The strange
attractor might take the form of one’s belief syste

Complex adaptive systems, like individuals, fasil@ganizations, and nations, are able to suramd adapt more effectively in turbulent
environments, when they are functioning in a mbaééis described as ‘the edge of chaos’. Stuartfitaan and Christopher Langdon
speak of the edge of chaos as the place wherensystee at their optimum performance potential. sTédge of chaos seems to be... the
place where choices are made and bifurcations fd&ee. It is the time and place when there are maptions, many positive and
negative influences from these options, and a tiggeat mental turmoil for human systems. The Acaaressayist and historidfienry
Adams(1858-1918) expressed the scientific meaning ledds" succinctly: "Chaos often breeds life, whedeobreeds habit".

In the Whirinaki Forest (see@ww.whirinaki.org.n3 near Te Whaiti in March 2003, a small stream destrated chaos theory. It started
with smooth clear flow, then as it went over antabke, the ripples started to form, they doublefieéquency and doubled again and
again, before turning into self organised bundfesmurling and chaotic eddies that later downstresenged and the flow again became
steady. That seemed to be a model for a groupgamncsation to help it get past an unfamiliar obletgpresented by its environment

The application of Chaos in an organisational cdnt&s confirmed by events that took place in Meeg®Vheatley's workshop stream at
the June 2003 Shambhala Institute of Authentic eestdp Summer Schowlww.shambhalainstitute.conHere a group of 50 unfamiliar
people were dropped from a state of dependencymist into a state of chaos and left to get out. oMany were frustrated and out of
their comfort zones. It seemed like we were in @hybol and desperately had to use all our enengyytto swim for the order of the
shore. Others thought that we had been put tloera feason so stubbornly hung loose. Amidst thadil and heated discussion we
noticed that seemingly small actions or statemeytsdividuals in the group could cause very lgpgsitive or negative fluctuations in
behaviour and direction. Sharing, listening anteing on this experience brought many rich leagsito all.

Students of fluid dynamics, management (and liée)id well learn from the Whirinaki River where gparkling clear waters flow rapidly
through the deep Te Whaiti Nui-a-Toi canyon. Whensmooth flow of the water diverts around largeks protruding from the edge, its
local velocity speeds, so to maintain the enerdgrizze, the pressure decreases and a mini whirgras#s which sucks downwards. By
comparison when multiple current waves from thesioheet in the middle of the river causing chagdidies, the water velocities fall, the
pressure rises and the water moves upwards. mp&kgy an explorer will tell about crossing riverafkl water runs straight, deep and
dangerous, so a bit of time swimming in the mitistturbulence, having fun and looking for a betterte out may be a much safer bet, or
as river rafters say “if you fall out relax andtjesjoy it - float with your feet first and the evwill wash you up on an nice beach later.

A book browsed in the Stockholm library in May 20fighlighted the difference betweeimcertainty (which you can reduce with more
information) andAmbiguity (which always remains contradictory however deap gig into it). Whereas most mainstream orgaiusat
concentrate on linear process that try to reducertainty (risk management), the people from titdelbig” “rich/poor” place of Te
Whaiti seem to have their own ways of handling ayuity and fuzziness, by processing it at the ctilecsensing and wisdom levels.
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The Tipu Ake Lifecycle - A view to help grow “Living Organisations”

The Industrial Age taught us to consider orgarisatias machines; each comprising many separate paxts that took
inputs, processed them in a linear and fashiordatidered outputs. This is a very valid recipedoccess in many steady
state organisational situations, but our problethas we have been poisoned to think that thisésonly way organisations
must be — we try to apply it everywhere. In th&t faoving global Knowledge Economy; a highly intemected world
filled with complexity, ambiguity with seemingly abs, we are challenged to view our organisatidifierdntly. Tipu Ake

is a model inspired by nature; a biomimicry examplere we look to life in a rainforest to help usw our organisations as
living things; comprising interdependent living gps and individuals all of which learn, change addpt to move towards
a richer and higher state of being, counteringneattendency for energy to diffuse towards lowatest (entropy), or
seemingly chaos. In May 2005, A community membketinded us of nature’s translation of Tipu AkeckiQra “Growing
towards an awareness and understanding of the wibddtcomes - this is beyond the physical constsabeyond the
spitiual and even our imagination”. In nature & fan outcome seeking energy - no one teachiesaas plants to grow!!

In 1999 Principal Genevieve Doherty told visitoss&ess at their school was because “We have gaouierk and
communication between community, board, staff argllg’, then later in 2002 previous Chairman EaglaRtold us of their
school’s self transformation process: “We formegirele, a very tight circle. We said we will wahnlard and play hard and
the circle will be so tight that if anyone wantgytet in they will have to fight to do it. Because will make sure we succeed
and will enjoy ourselves doing it, and what it vateate is that other people looking in will sayat# happening?, What's
Te Whaiti doing? and they will want to come in. Th&ow we did it - we had ourselves, our spousdsoar children and
worked it. We played - and it created an envirortmemd other people started to look, and say; I€ame in for a look? -
and that started the ball rolling” Living orgaati®n proponents like Frijof Capra, Margaret Whexatind others remind us:
“When a living system wants to get stronger it @rta to more of itself” and also “You can’t charglving system, all you
can do is disturb it” In 2005, we explored thesgesnents further trying to better understand hemmis or organisations
might behave differently if they saw themselvesivasg things in a living world , rather than jushachine like” processes.

(a) The noses facing inwards teamexample: a conventional “problem solving” projezdam in a linear (machine like) environment

@ Strategic planning, and change management is dorethe top
_/ so an external sponsor most often sets the projgettive

which is often focused on delivering the specifedput
so the team faces inwards, in problem solving (migk) mode,
where the real world tendency towards chaos is asgrestly
so the project is boxed in, trying to insulatelftseom it
using a linear process starting with today’s proble
Almost all action is internal, occurring inside thex
S0 progress is constrained by its inputs, the megsun the box
thus the sponsor rewards extra effort based ondeliveries
so the output may fall very short on deliveringtoaser outcomes
and the team or organisation may fail or even die.

Output

(b) The noses facing outwards teamexample: a program team interacting in a livingamisation environment

oPoR e Focus on outcome - The whole is focused on the end state of Wellbeil®iRA
LS m - so all reflect on whether we are growing towards it
2 tk\o//g S~ - because we all see the world from a future persgect
{:} - and the team is highly interconnected with the vezid.
- This means it faces outwards in “opportunity segkmode
- so it shares what it senses, and reflects on sisnggtions
o Q - to build wisdom that feeds on itself, driving inmdon
@ - soin chaos it finds and exploits many externaloopmities.
- Much energy comes from win-win partnerships outsidecircle
- soresource supply is not artificially constrained
- because the living world dynamically sets its quiorities
so each runs at its own pace on a roadmap leadli®@RA.

Each external group can find its own internal relsar
so before long things just seem to grow wildly bgrhselves

o0 %\O}b 5:(} 8 3 5% . and we learn from pest behaviours, so they dorigquolife

A F

Q

See application tools for growing living organisat - from page 28

Teams with noses inwards and noses outwards drepptopriate depending on the situation (justashe Newtonian and
guantum theory). The living cell structure of matgives us the final word. Autopoesis decribescll membrane not as a
delimiter, but a permeable membrane through whiiicttéracts. http://www.christianhubert.com/hypertext/Autopodtis|
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A Networking and Collaboration View - from a Tipu Ake perspective

In a rainforest we see a complex living systemt’sligse Biomimicry and apply what we see to comflildrg organisations

We see trees each

keeping apart, their
branches reaching ¢
to capture the sun’s
energy

We see a trunk that
supports a range of
diverse species in its
branches and under
its bark .... but we
don’t see the internal
pipelines carrying
water and nutrients
both directions

We see a nurturing
ecoclimate under its
canopy in which
diverse species gro\

We see composting
leaves, moss and all
kinds of fungi
supporting the
emergence of new
life

On dead wood we s
natures recyclers
getting on with their
cleanup and
remediation work

When a tree falls, w
see its root system is
shallow and is
covered in hair roots.

What is invisible are
the microscopic
Mycorrhizal root
fungi. The pipeline
network that shares
nutrients between all
species underground

Photos..w.ffp.csiro.au/research/
mycorrhiza/ecm.html

Scientific study of what really happens under tteugd is
relatively recent, but discussions with those & \faitaha
Wananga in NZ suggest that early Maori learnt mafch

this by observation (without Electron Microscopes)ne
name they gave this phenomena was “Te Huinga Whano”
- the collaboration of fine systems. This is ooet of their
word Whanau — a family that comprises all interemad
living species and the earth.

This wisdom is also reinforced by the Maori creastory
where Tane, God of the forest in the form of a steed
with his head on Papatuanuku (Mother Earth) antiguis
Ranginui (the Sky Father) upwards with his feejriow a

living space for all species between.
Seewww.kaitiakitanga.net:/stories/origins%20researth.h

This helps us recognise that in living systems thi
connections that are formed at the root level betmv
ground that are most important.

What may this mean for our world today?

1. Perhaps... our conventional practice of usitgpa
down structure and applying standardised systems
over separate functions (projects) that need to be
intrinsically connected, may not always be valid?
(eg the tendency of governments to create
supergroups over agencies that need to work
together, rather than encouraging connections at a
local grass roots level; where they are obvious)

2. Perhaps... funding for new initiatives needs to
start by nurturing connections below the ground
where the effect is visible only locally? (this may
require us to reconsider some of our project
evaluation methodologies to get away from
payments based on physical outputs that are
visible; and thus measurable by external systems
only when they show above the ground level, see

Organic Evaluation at Santropol Roulant
www.santropolroulant.org/images/Organic%20Evaluatidf)

3. Perhaps ... organisations who wanted to be more
responsive and innovative would start by planting
lots of seeds (new ideas) all waiting for
opportunities to grow, then provide a nurturing
environment around them. (Is artificially
prioritising key projects always the best approach)

4. Perhaps... attempting to counter terrorism by high
level treaties and regulations will never succeed
against those who work in the underground? (A
better approach may be to forge new positive local
sharing and partnership networks using our global
technology (eg the web)

5. Perhaps... this helps us to better understand and
use the human brain, its interconnections and how
our external functions are controlled
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A “Beyond Sustainability” view of Tipu Ake ki te Or a - Kaitiakitanga

On 9" March 2004 Andrée Mathieu a physicist and writenf Quebec visiting NZ to research Tipu Ake andi#kitanga
(www.kaitiakitanga.ngtconcepts presented to the NZ Institute of Acanist(ICANZ) Sustainability Group Meeting in
Auckland and via video to other centres. Her theras “Beyond Just Sustainability”

For many people, sustainability translates intmgéenvironmentally friendly”, but it is broaderah that. Understanding and adopting
sustainable business practices requires a new aegg®f the world: the whole world, its naturaltegss and all of its species. It requires
a deeper understanding of how the Earth works, inaw's processes affect nature’s delicate balanddaw our actions will ultimately
affect our children and the children of all species

She chose Interface Inawfw.interfacesustainability.conthe world’s leading commercial carpet and intefabrics manufacturer, as her
case study. Interface strives to become a resteratiterprise “putting back more than it takes @wnidg good to Earth — not just no harm
— by helping or influencing others to reach towasdstainability”.

Interface uses the Natural Step processn.naturalstep.orgas a compass to guide them through their jousray to help them
understand how everything they do, everything ta&g, everything they make and everything they evaffiects nature’s balance.

Andrée pointed out thdorecasting-The way we commonly “strategically plan” plarr the future, is to review the present state (often
via sustainability reporting). Whatever seems intguatrin the present comes to define the futurereimental changes to an old system
can be counterproductive; even if they aim to redday’s impact in nature they often lock up reses.

Compare this with Natural Steptsmckcasting- looking at the current situation from a futuregpective, often in the timescale of our
grandchildren. We envisage a successful sustaiffiatlee scenario (see the concept of Ora see ptl3dn;ask: “What can we do today to
reach that state. This allows us to deal withdbmplexity of today's world. It drives a whole gram of projects that focus on the
outcomes we desire rather than trying to tackleytdmyriad problems. It allows environmental andial issues to be turnddom

potential major liabilities into major opportunitie s. Forcasting uses linear plans, backcasting usesrRagagithat lead to a destination.

N. ORA The Interface mindset is to pursue her vision fiergake of all the children present and future.

Well-being For them _sustainability i_s: _ ‘ _ _ _ _

Ngahua “A dynamic process which enables all people to reiae their potential and to improve their quality of

. life in ways that simultaneously protect and enhare the Earth’s life support systems”.

(fruits) This level is about “meaning”. It is what drove teople in Te Whaiti when they transformed thehosg. It
is what is still driving them in their KaitiakitangProgram to transfer to the children of Te Whtig
responsibility to treasure the Whirinaki forest ahdir culture. ywww.kaitiakitanga.nét It is driven by the
holistic Maori concept ofOra and the philosophy oKaitiakitanga Andrée came to New Zealand to go
further into the worldview that sustains these emts and to write about it.

5. Wisdom In her journey towards social and environmentatainability, Interface is growing a collective “eitectual

Puawaitana capital” that is much more than just knowledges Ithe integration of all the diverse learningsleations,

(flowers) experiences, sharing, emotions and beliefs gattteredgh the journey.

4. Sensing Interface created her own measurement system tonaafly monitor her progress towards the real@awf

Pua her vision. They also seek the evaluation of séwg#abal organisations (ISO, GRI, PEE, etc) andaluthe

(branches) results into perspective to check if their behavisueading them in the right direction. The measwent is
both quantitative and qualitative: it includes “tfamternal indicators but also “soft” dialogue pesses thaf
allow a sensibility check over the process level.
In the language of Tipu Ake, that sensitivity “heog” is “a wisdom-based gathering of informatiomit
focuses on building a collective view from all imdiual perceptions”.

3. Process Interface is redesigning her products and procewssepitomize her vision. It includes “closing tlo®p” or

Tinana (Trunk) “cradle to cradle” design and “biomimicry”, usingilre as the ultimate teacher.

2. Teamwork Interface implemented a project called QUEST invm\all Interface employees worldwide in a zero-iegs

Putake (Roots) | initiative. They held a conference where suppliezshnical personnel were asked to join Interfamener
journey and create innovative ways of supplying \with environmentally and socially conscious pragu
They held a world meeting to create a shared utat®i®g of sustainability amongst the divelse
international businesses of Interface. They cretitednterface Sustainability Report to share tfmirney
with all their stakeholders (clients, communitiet.) including their competitors.

1. Leadership Ray Anderson (CEOQ) is a courageous “bird”. He tdb& seed of “becoming a sustainable industrial

Kakano enterprise” and gathered together a team of keyepdain the global environmental effort to shareirtl]

(Seed) knowledge and draw Interface a route towards sueidity.

0. Ray Anderson (CEO) was sent to the undercurrentsnwiie was asked to speak about Interface's

Undercurrent environmental policy and found out that i_t was dintp comp_ly with the laws. It set “action stat&drin the

Kore (Chaos) company and that's when they made their “mid-cduwrseection.

But beware:Though we may describe an organisational transfortioa in this linear fashion, the real world does havork like that. We
are constantly cycling up and down as a result espbehaviours or to deliberately go back to addrissues and grow opportunities. We
need to apply it right through our organisations driearn to operate at each and every Tipu Ake lesigiultaneously.

Read Andrée’s later research paper on Kaitiakitahtia://www.kaitiakitanga.net/stories/origins%20raseh.htm

Tipu Ake Lifecycle- A Leadership Model for Innovative Organisations web reference: htttp:/mww.tipuake.org.n226

"o#S! % | & () (¢ " + ., - S *



Tipu Ake — A view that embraces other business/orgasational models?
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Fritjof Capra — “Hidden Connections- A Science $urstainable Living’http://wWw.fritiofcapra.net/
23 Margaret Wheatley - “Finding Our Way - Leadd@psior an Uncertain Timehttp://www.margaretwheatley.com/findingourway.htmi
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Tipu Ake team ground rules - to encourage strongeladership behaviours

People from oral traditions, do not normally ded&itheir processes in flow charts and
writings, so they pass and share stories(p10), @ros(p13), images (p5) and art (p14).

Try these:

sunshine | et the sunshine into our team
(Te Raa) . . .
- connect with external energy - in networks andwalstdom

NQZXSL{M”Q When we focus on outcomes, nothing becomes a barrie

(fruits) - have a clear and agreed vision of why we are aléhe

5. Wisdom We have no room here for matapiko (stingy) gate&eep

Puawaitana

(flowers) - share all our knowledge freely, step across bauied

4. Sensing Taringa whakaaro, keep our ears [and mind] open

Pua

(branches) - trust our senses and intuition, check out our owimions

f_i-napnfgﬁfjnk) Own our own processes and keep them simple
- make sure we are in control of them, not them aser

g-u Li??é%%ii) We leave all our hats at the door
- don't let external power or agendas destroy aarmwork

1. Leadership | A kumara never calls itself sweet, that's for tladees to say

Kakano

(Seed) - keep individual egos out, share the leadership @edit
0. Love the undercurrents — surf in the turmoil of diwersity
Undercurrent

Te Kore (Chaos)| the courage to question self, face issues and gtoemgths

_ The greatest enemy is the one within us, conquerathe and
Poisons ,
whiro) | the rest are easy bon't let personal baggage or pdst
experiences poison our team relationships

Proverbs, sayings or fables like these that are known and repeated and passed around are Memes (n) - a self-reproducing and contagious
idea, thought structure, or other information pattern which is propagated in ways similar to that of a gene [or a virus]. Extremophiles (natures
survivors) use them too, see story and links on the Tipu Ake website www.tipuake.org.nz/stories

When others tell us something often we hear only about 20% of what is actually transmitted. The other 80% heard is processed by own
internal baggage filter (enemy) that distorts it based on our past experiences, prejudices, emotions and conditioning. When our team gets to
the collective sensing level we check this against others perspectives, which results us building collective wisdom we can reliably use to drive
all our decision-making.

Groundrules like this help us grow our Emotional Intelligence (!Q) This is often much more effective than our Intelligence Quota (IQ) which is
often used as an attempted measure of intelligence.
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Tipu Ake - A Leadership Model for Innovative Organisations - assessment tool
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Tipu Ake Lifecycle - Examples for informal benchmarking

Tipu Ake Levels Pests (reactive) | Birds (proactive)
-6 -4 -2 0 +2 +4 +6
n.  Wellbeing
5 Wisdom
4. Sensing
3. Process

2. Teamwork

1. Leadership

0. Undercurrents

X. Poisons

These results are published to demonstrate thefuke model — they represent the way the assegstugps thought the collective
wisdom of those in the organisations would ansWwerdquestions. They are indicative only. In gelhenger time we would expect to see
organisations getting more proactive starting ftbmbottom levels. (Later the questionnaire ballive on the Tipu Ake website
www.tipuake.org.nand the benchmarking reporting will be more saptased.)

Key: Te Whaiti school (assessed collectively by visitors and schoolf atafipu Ake Launch retreat 17 Now 2001)

_ AUT (assessed by a group of five year 2/3 studentsedAT Software Project Management course 9 AP0

Typical NZ Organisations (assessed by a different group of five year 2/8estts in the same course as above 9 Aug 2002)

Using the assessment tool on the previous page dmyown organisational assessment:
(Please read page 42 conditions of use prior totstg this watch video example atvw.tipuake.org.nz/videoclips.htm

Break into at least two separate groups prefem@ftdypout ten people
The object is to use the group’s sensing of wihaiorganisation’s collective wisdom answer would be
Be sure that no individuals dominate your thinkingg one reads the question (sometimes simultesngoreading or
each reading the question in their own book isleddo avoid confusion), then all close eyes arsivanwith finger
symbols, open eyes and discuss any wide differdmefese deciding on collective wisdom answer

Marking: O = disagree, 1 =agree, 2 = glpagree

Don't let any egos or hierarchy status get inviag
Don’t argue for you own opinion but rather try tat yourself in the cafeteria of the organisatiombessessed.
Try to understand why others think and see thintisrently
Question your own assumptions and experience ifigheof new information provided by others
Plot your results on the graph above and compahénk how they would have changed from say one weaf?.
Check against the results of the other groupsgcetin any large differences
Consider your overall result then identify and ptise some target action areas to improve youaoigation
Reflect on and discuss together how each groumtgetand the decision making processes used.

Assessment by mixed groups:
If you are a mixed group from a range of organisetiyou will have much more difficulty doing thesassment and disclosure
of your results may not be appropriate. Someegias to try are:
1. Do itindividually for you organisation, thenyibu feel comfortable discuss and compare yours thii others.
2. Choose an organisation that you can all retatntl do a common assessment on that.
3. Assess what the general public employees ( emnfsabrothers, daughters would think about buseg general.
4. Use the following “Scott Amundsen race to tleit8 Pole” case study,
Read then split into two groups and have one asyeEsts's and the other Amundsen’s organisation
Plot the results of both on the graph above antldsthem
Discuss how the diversity of knowledge in your naixgoup could have been utilised better in thig@zge.
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Tipu Ake Assessment Case Study - The Scott vs Amidsen Race

PROJECT MANAGEMENT - AN INEVITABLE TRIUMPH

There is a little of Robert Falcon Scott in allusf. Managing the Scott and backing the Amundsebath difficult tasks,
according to John Gill (Executive Chairman of Daiac Employer Services, Wellington, who has seerhiinsd these
characteristics in Project Managers ......

In January 1911, Robert Falcon Scott set foot erAttitarctic to attempt his second expedition taqeem the South Pole.
Scott was a Royal Navy Officer. From the age BXhreer had developed in an organisation tharxsicontempt for
foreigners, a mystique of personal gallantry, riggehtralism and adherence to blind obedience.tddis on the first
expedition in 1902 and again in 1911 was drawn Ip&iom the Navy. These were men with backgrowsidslar to his
own.

Scott’s career was chequered. He had run hiscfirsimand aground in safe harbour. Years lat&uhgoed the Admirals
flagship with his first cruiser during manoeuvrek career terms, he was considered by his callesatp be unlucky.

The Royal Navy was not enthusiastic about Antaestigloration. Germany was flexing its muscles, alhthe best officers
were needed to help in the reinvigoration of theyNa

Amateurs

Scott’s team included several keen amateurs whadladteered. They were prepared to subscribe p60Ads each to
come along. One of them was Captain Oates, whayoas with horses. He had dashed from Burma iotf@ expedition
because he was bored as a peacetime soldier. $latirected by the heroism evident in Scott’s jshield diary about the
1902 expedition. He was doomed from the start.

During Scott’s first attempt on the South poleshd fallen out with his deputy, Shackleton, who waw his arch-rival.
Neither of them had previous polar experience.théeicould ski. Neither could drive dogs pullingds. They did,
however, believe in the virtue of hard slog. Aftegir dogs had failed them, Scott and Shackletantrandled their sleds.
Shackleton had been back on the ice in the mea@thenade Scott envious by slogging his way furseeth than any
other explorer. This expedition was based on shaet work and grit.

On their first joint expedition, the ship had neen happy. The cook was clapped in irons. Mottietrew and
exploration team had scurvy. Some were insane.

Days before leaving England on his second atteBquiit had seen a young man on skis and was mostsegal. He
immediately recruited him to teach the British ediien to ski when they reached the Antarctic. ¢3é of you who have
struggled on the learner slope at Ruapehu willettgihat a trip to the Pole requires a good deaérti@n a bit of coaching
outside the ski shop on the bunnies slope). Wheynreached the Antarctic, Scott had lost all gein skiing.

Dogs

To compensate for the uselessness of the doge irttarctic, Scott had devised motorised sledds Whs a brilliant
strategy; one which 40 years later Sir Edmund Hillesed to good effect in his race to the Poleweéier, for Scott in 1911,
the landing on ice at McMurdo posed great diffiedt One of the sleds reached terra firma throlglice rather than
across it. That sled rests there, below the @#is day.

When Scott passed through Wellington on the walggdAntarctic, his ship was loaded to the gunnétls men, animals and
gear. He had on board enough mutton for a yethiea®ole, brought all the way from Britain. (ldhescaped his notice that
there was no shortage of mutton here.)

His substitute transport in case the motorisedsdlaitbtd was a band of brave British ponies angliadogs. He had failed to
note that sharp little hooves cut through snowsinkl ponies to their brave little bellies. It haldo eluded his notice that
there is no edible vegetation in the Antarctic.e Plonies had to carry their tucker with them. og®§ on the other hand, are
carnivores, which will happily eat seals and penguiThey also eat human waste, saving a lot obleon developing
sophisticated latrines.
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Dastardly

Also while he was in Wellington, Scott learned tRaald Amundsen, a dastardly foreigner, had turaedy from a planned
challenge on the North Pole. Amundsen had seirsaitlash to the South Pole after having his ptieeNorth Pole,
snatched away from him by Perry. Amundsen, figrcempetitive, was a massive 6000 miles behindciiaging hard.

Scott thought it was un-gentlemanly of Amundsepdach on Scott’s personal preserve, the Antardife fact that
Amundsen had wintered over in the Antarctic onfite¢ expedition eluded Scott. He could not ses the Antarctic was
wide open to any challenger prepared to put histegjpn and life on the line.

In addition to having wintered over in the Antaccmundsen had discovered the North West Paskegegh the Arctic.
He had lived with the Inuit in the Arctic. He higérned from the Inuit how to drive dogs. He weasforerunner of
Lawrence of Arabia, but with the Inuit. He did motich like the lice, but had adopted their clothifte had learned to
build igloo. He fully understood that the Inuitchadapted to the Arctic over 10,000 years, andttiggt knew more about
survival in such an environment than he would é&venw.

Real thing

Amundsen was the real thing - a polar explorendfdna Jones proportions. He had proved that #gnatic North Pole
migrated by going to where it had last been foamd, showing that it had moved. He did this ndh&ory, but by going
there and finding it had moved.

Amundsen ran a happy ship. People liked workirtg Wwim. He maintained loyalty and shared in thesivimbs with very
ordinary people.

Amundsen did not write particularly well. He wasself-publicist. Scott, on the other hand, haehbable to turn disaster
into success by publishing a rewritten diary offlis Antarctic trip. It concealed his mistake®p from himself.

Scott’s diary made an enemy to the death of ShexrkleAmundsen, however, liked and admired ShaakleWhile
Amundsen was a poor writer, he was a great realdegre was nothing written about the Antarctic tiadid not know.

Amundsen had concealed his late run at the SouéheRen from his own team. They had set sail leciercame clean.
The crew had been puzzled by the excessive sugpl¢he huge number of dogs he was taking to thecAThey
endorsed the plan with glee when he revealed all.

There were no scientists and no doctors on boiiné. total focus was the South Pole. The Pole heask at hand, and he
wanted no scientific pretence. Doctors, in Amundsgiew, made people ill. He wanted none of thEtey had
rudimentary first-aid skills, but didn’t want madjerers.

He selected the team carefully. It was small. riEm@ember had a role to play, and the trip south svéime to plan and
practice what would take place when they arrived.

Shortest

Amundsen’s extensive readings had convinced hitrthieaquickest, safest way to the South Pole wasliortest route. He
therefore decided to land straight on to the i@fstHe believed it had been permanent for 70g/@ad doubted that it
would break away. He was right.

By the time Scott hit the ice, Amundsen was only&gs behind him. The Norwegians had caught up &@ies. Within
10 days of landing, Amundsen had his hut built, ga@enstructed and dogs in shape. The initial depatbuilt out to 80
degrees south and then another at 82 degrees befi@ating for the winter.

Meanwhile Scott was trying to form a plan. In tenmer, Scott trudged on as stoically as he hddsdiirst expedition.
His depots were poorly marked; Amundsen’s coulddsn in a storm.

When the ponies died, the British cried over thexh then took up the reigns themselves. The skoteshad failedThe
weather seemed dreadful.

Amundsen had discovered earlier in his careeruhaercooked seal meat prevented scurvy. The degget fat on the
stuff. The small team made progress easy. Bdilggta ski made for speed. Having a man on skisoint of the dog teams
drew the dogs on excitedly; they loved to chatke weather was good.
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A comparison of diaries shows that the weatheriw#ect almost identical, with Amundsen facing btlg worse conditions
and a steeper route than that pioneered by Shaclded followed by Scott almost to the Pole.

Heave!
Scott’s team pulled their sled for 8 to 10 hoursheday; Amundsen skied for 5 hours then set camp.
Amundsen’s philosophy was to work within the limifshuman endurance. There is a proper pace fd«. wde was

convinced that a successful team never overtasel. itlt always has something in reserve.

Amundsen had no ponies. As his dogs died he fad tb the pack. Experience had taught him thakadbg is a partner to
be respected and a dead one is a tasty energyfboeatviving dogs and hungry men.

Got there?

Both teams reached the South Pole. One did &ss than 60 days and the other in 100 days.

One team got there first and thought it great fhe;other had a dreadful time getting there anddeaastated to come
second. Having achieved their goal, one teanmrretLito their ship in a businesslike manner. Theradied in the snow on
the way home, but achieved immortality throughbet Empire.

In every project there is a chance to live on tiigeeto display heroic qualities and achieve mbgteobjectives by
muddling through and by expending huge physicalraadtal efforts.

The other way

The other way is to be ruthlessly businesslikeygigiood planning and lots of practice, and devatpguality teams with
trusted leadership.

There is no doubt that any sensible film-maker ilogpKor a box office smash would select Robert &alBcott as the central
character. If on the other hand you were lookimgan IT project manager, who would you choose?

A quote from Amundsen to provide the moral of ttoeys

"Victory awaited those who have everything in ordpeople call that luck. Defeat is certain for taasho have
forgotten to take the necessary precautions on-tithat is called bad luck."

Scott wanted to be a hero; Amundsen wanted to rés@cRole then return again to explore other newes.

This article was published in The Chartered Accantg Journal June 1998. We thank John Gill, Datad&mployment
Services ( johngi@datacom.co.nz ) for permissioepooduce it for use on Tipu Ake Lifecycle worlgho

1. Discuss where the two projects operated on tipuTAke 2. Discuss how Scott and Amundsen fit on the

Lifecycle? Leading vs Management matrix?
high Utopia
Leading
People ~ med
(vision) )
low Failure
low med high

Managing Thingsagk)

Consider other styles: eg Peter Blake ( Team NDyr
favourate sports team captain, , President BuslitidRns,
Helen Clark ( NZ PM) , your Project Managers, YGEO.

Can you tell anything about the organization’s lesfematurity
by the type of project manager it chooses or thike sif
leadership that it uses?
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The Tipu Ake Lifecycle — Defining your own vision é Wellbeing (Ora)

Tipu Ake relies on an organisation having a visibwellbeing that is shared by all its membersisThwhat the levels of collective sensing
and wisdom use to check that all process leveligctakes us towards it. It can (and probablyutipbe expressed in non analytical terms
- Collective sensing and the deployment of the wistt@his built up by it, is able to handle our “fy2 world where ambiguity,

uncertainty and contradiction are the norm. Thésns that our definition of wellness must not leestgecific and should thus include

emotion, inspiration, spirituality, growth, sustlility, the future, togetherness and any otheeetspthat make it attractive to

participants.

These are all embedded in the Manicept of Ora

It must also be aligned with the community, orgatial and personal values embodied by the coleatisdom, otherwise
participants will peel off down the pest path te tmdercurrents and initiate alternative agendas.

Warning: The commonly expressed idea of SMART g¢@fecific, Measurable, Achievable, Realistic amde’ bounded) and KPIs used

in most organisations are tools of the procesd kawe relate to project / process outputs rathen trutcomes (what is left for the customer
after the project). These goals are important botladherence to them may suppress all other Almilevels - except the undercurrents.

On 26 April 2003 a leadership workshop based om Fige was held at the Whaingaroa Environment CeRaglan, NZ, with a team of

volunteers committed to working with others inribgion to ensure;
because communities are healthy, vibrant and oregéidapting to social and economic changes, wigmtaining a healthy environment that

“Whaingaroa Catchment willdelace where people want to live

provides livelihoods, sustenance and a sense tieird) and pride”. On this workshop the Tipu Aké assessment tool indicated that
members initially did not share a common visiowbét they were all there for that could be easdglained to others. After mind-mapping
some structure began to appear. This page wag@tspy their discussions and by the Whaingaroai®nment Catchment Plan thanks.

The following template can help an organisationfindethe wellbeing. it seeks. The Whirinaki Foless been used as an example — using

mind mapping / SWOT analysis done by the seniss@aTe Whaiti school, a video taken when elaeris grandchildren to the forest, the
book “To Save a Forest — Whirinaki”, and Kaumatua@C /School input at Te Whaiti and others. It Bae been enhanced as Te Whaiti
School/Community’s “Kaitiakitanga Program” part fded by NZ Enterprise Culture and Skills Developriemdwww.whirinaki.org.nz
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Tipu Ake — New tools for program and project portfdio management
Organic program management:

On the previous page you will have seen that tipe Aike ki te Ora visioning process, because
it is driven from the destination state of Welllagi(Ora) that we seek, results in many
individual project paths that could lead towards.thWe make no attempt to limit or prioritise
our projects at the start. Instead we emulater@atuthe rainforest, which allows all manner of
seeds to germinate under, on and even above tlpyaall of which are highly interdependent
on all other species in the ecosystem and jusingditr the particular conditions (opportunity)
that allow them to grow and flourish. Individuabjects do not exist in isolation; they all find
themselves as a part of a highly interdependertlipliprogram where everything is organic.
(Others call this Systems Thinking, Boundary-leggKation. Complexity or Chaos Theory.)

Compare with conventional project management:

Compare this approach with conventional projectkinig where we often look at the present
situation, find one or more opportunities to saveroblem or to improve something, prioritise
those that we want to focus on, then plan to geido doing it, largely in isolation with
everything else that is going on around it in figi©NMent. Projects are run in Silo’s and the
focus is on sticking to the plan for each individpiject and delivering its pre-described,

tightly specified “output”. The results do not alyg meet our real expectations.

Program and project Roadmaps:

With Tipu Ake we don't talk much about project ptaaor confuse
ourselves with the term Strategic Planning. Irdstee talk about
Roadmaps that describe the multiple paths that leadour

destination (Ora) and focus more on the interdepecids between
these activities and the dynamic real world envitent we all work
in. Milestones on these roadmaps allow us to Kesgk of where
we are up to on each path. All along the routecarinually sense
opportunities, changes in environment, constraiatg] risks, then
use our collective wisdom to make decisions théit waximise the
“outcomes” the whole program will deliver.

Here is a top level roadmap example. You can séer ireal at:
http://www.kaitiakitanga.net/program/roadmap.ppt

Organisational Partnership / Process Map

With Tipu Ake we don’t use organisational hierardharts as they
put up more barriers and do little to help us ustderd the processes
and interactions needed to implement a complexranog They also
normally put those who provide or control the furgdat the top, but
in Tipu Ake terms money is treated as just anotioet like a
hammer or a spade, so what is really importanttiawse who put
their energy behind it. To encourage collaborative draw
Organisational Partnership Maps which show the tiogiship
between all parties involved, what they can eachtritute and
allow us to seek the win—win opportunities thatl Widw from their
participation. (See the Ohu structure on nexepag

Here is an Organisational Map example. You carttisevolving:
http://www.kaitiakitanga.net/program/structure.ppt

Community Development Pilot Application - Case Stdy:

Checkwww.kaitiakitanga.nefprogram tab) to see how the small community oMIt@aiti Nui-a-Toi that inspired Tipu Ake
is piloting this thinking on their Kaitiakitangadgram — To safe guard their grandchildren’s graitdien’s futures.
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The Concept of Ohu — a new structure for managingamplex programs.

In the “Living Organisation” view we introduced o OCUS OF ORA
earlier (page 24), we contrasted the conventional e 4

inward looking project team, with that of a program {C:)} ao%
team in a circle with their noses pointing outwards
sensing opportunity and risk around them. oo
Perhaps we need some new words to describe a S >
program team of volunteers that integrates many Lo
other groups who each collaborate in a highly . 3 \
interdependent network, all working towards an £ @ @ 1
o ol 3

agreed state of wellbeing. S

The concept of Ohu — going far beyond ordinary project team thining.

We learnt about this in a historical document Teait¥#i1950. http://www.ngatiwhare.iwi.nz/who/history.htm

“The building of a carved house was a job of exeamportance. Tree felling was tedious work, taldnigng time with the
stone tools they had. Incantations had to be saidppease the anger of the God Tane before thentasefelled. Then the
timber had to be manhandled to the site of the é&loNgighbouring tribes gathered at the pa to givieaad not only in the
felling and splitting operations but also in thengiag and building. Food was donated both by thpasicipating as well as
the tribes unable to come. It is here that “Ohu’werking together in communal spirit — is seentatliest. Indeed the
Maoris are noted as the greatest exponents of Their very existence was based on it, and it madmtgreat in their day.
Nothing was impossible. The great migration wassfge only by co-operation or Ohu; the broad Piac®cean became a
pond to those explorers of old. They had faitthemselves and their ability to work together; &mbwing this all things
were possible”.

The concept of an Ohu was further explained toyu®eter Ruku Te Korako — Waitaha as:

“A specific group taken out of the main group, guiey the responsibility of a big challenge whittosld they win through,
becomes the effort of the group - a humbling eé&pee for brave people who will be in deep watghtiover their heads.
You can't be appointed to it, you must be a vokmté is pivotal in advancing the cause of thege.”

Perhaps this leads to the need for a more apptegiwernance model for running programs in adj\organisation
operating in a complex and interdependent wolNde propose an Ohu:

1. A circle of volunteers with their noses pointingtwards, attracting others to the cause, but mgaki
somewhat hard to get in — entry requiring accegtarfithe Tipu Ake team behaviour ground rules (p28)

2. This group processes what it senses externadlyuaes its collective wisdom to provide leadersfaipilitate
communication, coordinate and guide decision-makitrgss all parties involved in the program.

3. It will not normally be a legal entity, as abrtractual work with external parties (eg purchsserfunders)
is performed by the connected entities that haeh dzought into” the aims of the whole.

4. In most cases the representative from othampgror projects need not be its officials, but theyst be good
communicators. A true Ohu will include the purstraor funding partners involved.

5. Leadership and composition is representativecaottl change depending on the current tasks id.han

You may note synergies between this and the nemv &ralliancing contracts that increasingly arengeilsed in major civil
construction and similar projects. The alliance ba a team with strong behavioural groundrulesnbuindependent legal
status that integrates all parties in a projech iway that allows all to share the risks and rewar&or information on
alliancing contracts as they are being appliedustralia and New Zealand (séétp://www.pci-aus.con)/

On the last few pages we have reinforced the ledsom nature in a rainforest (Page 8) where wetkat it was the network
connections below the ground (mycorrhzyae) thaimapertant. This helps us better understand fhigink Global Act Local”
philosophy and understand why it works.
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Tipu Ake ki te Ora Lifecycle - Application Case Studies:

As a wholistic model focusing on behaviours rather than procesgpesAKe tools are relevant to a
wide range of organisations in corporate, government, community, temuaad other sectors who
want to grow a more effective team based approach to drivefiliwies. Some examples are:

Corporate - mainly in house programmes:

A NZ primary producer replacing its IT infrastructure, used Tijxe Aisioning processes to
clarify its purpose and identify the outcomes sought by all partigs supply chain.

A NZ software company dominating a niche in the international madast, included Tipu Ake
thinking to facilitate a global team approach to manage its neala@ments and projects.
Leading NZ companies in the finance, hi-tech and other sectorsibaget to strengthen their
team project capability via project leadership workshops rolledasass their organisations.
Participants from Small to Medium Enterprises (SMEs) on pulbisM@rkshops have used Tipu
Ake tools to help better understand behaviours, projects, change and drow toom within.

Government:

Policy Advisors and others from many NZ central government mgsshave attended public
workshops where they have used Tipu Ake to help clarify their rodgter initiate development
projects and use its tools to grow more effective cross agerieyporative programs.

Central and regional government agencies in Health, Local Autlaityother services have
been challenged by Tipu Ake thinking on in-house project leadership bigitimg workshops.

Community and environmental:

Tipu Ake is being applied by community groups in Raglan, Hokianga andhedse who are
sharing their experiences as part of the Kaitiakitanga netwoviu.kaitiakitanga.net

Members of the Arowhenua Marae in Temuka in the south Island ofrBlZisang Tipu Ake as a
guiding tool for their health and community development program. “Tu #ké&ra”

A group in a valley in Mid Wales got together and used Tipu Ake Kira to help them address
complex issues affecting the future of their rural communities.

Education:

Masters students at the Auckland University on a project managemoelule have applied Tipu
Ake thinking to grow together to form a strong self managed assignieam that prepares them
well for the challenges of collaborative work life.

A Training Company in Calfornia is writing a Project Leaderéhgwvelopment module based on
Tipu Ake for use by US and other Universities on their industry dpwe¢nt programmes.

A Community Leadership Development program at Kaipara faeititay Excelerator, The
Institute of Leadership at The University of Auckland , NZ

See application case studies / feedback on the Tipu Ake Website urtder‘tRead stories”.

As Tipu Ake is in the public domain, many others from around the world rekeslgi up and are using
it as a guide or tool in their own situations.
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Tipu Ake Lifecycle - Our Active Research Logriggers in building this model)
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Conditions of Use:

© 2001 onwards Te Whaiti Nui-a-Toivww.tewhaiti-nui-a-toi.maori.nz

In the tradition of Toi, this model is shareableWhedge gifted for the wellbeing of all our worldisture
children. Please do not withhold it from othershe latest version is freely available from
http://www.tipuake.org.nz

Protected under the provisions of the New Zealae@ty of Waitangi and also The United Nations Dixdtlaration on the
Rights of Indigenous People, article 29 of whicites:

‘Indigenous peoples are entitled to the recognitidthe full ownership, control and protection béir cultural and
intellectual property. It further asserts: ‘Thegve the right to special measures to control dgvelad protect their
sciences, technologies and cultural manifestatior@duding human and other genetic resources, seadslicines,
knowledge of the properties of fauna and flora,| traditions, literature, designs and visual andfpeming arts’.

1. The document may be freely reproduced on papende within a single organisation, in any singentry or
location. It can only be reproduced in full with pages included, complete with the registratiamfeand footer
copyright statement. No other name, title or ottfenges can be made to it. It is illegal tbiséd any other
person.

2. We ask anyone downloading, accepting a copy &mynsource, or using the model or its tools to fbe ‘Tipu
Ake learning community’ so we can send the Tipu Akevsletter approximately twice per year advisihg o
new developments and applications. This carobe dn the Tipu Ake website

3. Tipu Ake was developed by a team of individu@lmteers from many places including student teatasf,
and graduates at AUT who contributed their eneegpurces and enthusiasm as koha. No corporate
sponsorship or government funding has been usiési finoduction.

4. We trust that you too may want to acknowledgeritenith a koha (a gift you can afford based analue to
you) thanks:

5. Te Whaiti School achieved an order of magnitaggrovement in performance. If you could achie& 1%
gain from Tipu Ake, what would that be worth to yower your or your organisation’s life? As a guide
suggest you start by considering a koha equakteatue of one hour of your (or your organisatiptiise; if
you don't think it is worth that, then you probablgn’t yet understand its potential value to ydinis way
unwaged people and volunteers in non-profit orgdities get it at no cost, whilst those earning naore
therefore potentially getting more income gain fribpay more. From those without money, we valsene
more your gift in kind; feedback, thanks and prdomot

6. We ask all commercial, consultant or acadengamisations that regularly make use of the modtieir
programmes to register on our website and consilating a koha at the end of each year.

7. Your koha can be sent at any time accompaniedfitied in copy of the joining / koha form (orstgpage of
this document or via the website koha tab), soavesend a receipt. Credit card payments can be mad
directly on our websiteww.tipuake.org.nz/koha.htm

8. Allincome is used to promote Tipu Ake valuesitier develop and encourage the use of the model a
support educational / community development in TreaitV for the future wellbeing of our and all chrideh.

9. Allintellectual property rights and all copyrighssociated with the Tipu Ake Lifecycle belongsdiitime at
the place of its origin - Te Whaiti Nui-a-Toi. Amjories about or reference made to the Tipu Akeclcle in
any other document must have their copyright assiga Te Whaiti Nui-a-Toi and be footnoted:

©2001/7 “ Tipu Ake Lifecycle — A Leadership Mod@rflnnovative Organisations” séép://www.tipuake.org.nz
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Join the Tipu Ake Learning Community — Registration Form.

@ s 1 11 1. 4% "1 4 41
A 3

)
4

@ K " 8 $ #13 1 1 1 Pt
Name: Ph: Fax: Email:
Position: Your own groups or projects interest in or use ipLiTAke?
Organisation (and part of organisation you belang t Address:
5"1 1 0- 1 .= 4

$ 141 $ 4! 41 1 5" * 6-10 11-20
@ ! 0 e <t m * * 101-500 501+
; $ > " 0 o-1 t "t 1t 1
<441 S ! 0 * 6-10 11-20
<! ! <44 c. - 5 " * * 101-500 501- 2k

4 ! 0 ! ! 0% ! 6 13 " * 50-200k 200k+
Koha Options: 1. Attached is my koha - cheque number: ......... nadeo “Te Whaiti School - Tipu Ake account” f& ...........
We thank you!! Please send a receipt CUMFN......vvveniinenns
- for joining the 2. 1 will visit the Tipu Ake website and transtekoha by a secure credit card payment via Paypal
Tipu Ake learning
community 3. I'am able to volunteer the following servicestte Tipu Ake Team

- for your support
of its vision, values,

development and

promotion 4. | am a non-waged person or from a volunteer mofit prganisation and will help you share it

-for your 5. Feedback : This is how it has helped me / us:€rapace on rear)

contribution to help
protect our world
and grow a future
for our children and
all the world’s

children
6. Tipu Ake does not seem appropriate for me / ug rigw, so | have passed my / our copy onto somelseewho could benefit
[1333 -
Signed: Date:
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Tipu Ake Lifecycle- A Leadership Model for Innovative Organisations web reference: htttp://www.tipuake
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