
PIE   |  Process Improvement Expanded 

 
Pieces of the PIE (introduction) 
Think of this as a primer ...not as an essay. Where an essay efforts to argue from a contextualized stance, the 1

primer efforts to establish a clean slate. Rarely is this an act of erasing...we are not wired to forget. Rather, a 
primer is needed to reorient our stance towards a common ground.  
 
For the last 100 years, the Process Improvement community has undergone a reification . The thinking of Taylor, 2

Stewhart, Juran, Ford, Deming, Imai, Ohno has been reduced-down, packaged and sold to organizations 
demanding rapid improvement. Some of the thinkers have been made heros, others villains. 
 
As a result, we are left with an almost tribal division: the “Six Sigma die-hards”, the “Lean-purists”, the “new-age 
Organizational Development specialists”. Instead of finding common ground, these factions cycle through periods 
of influence, raveling and unraveling the work of the previous. It seems more effort is spent defending ones 
methodological stance than improving organizations.  
 
After a lengthy root-cause-analysis, we might point a finger at logical positivism  as the cause of our obsession with 3

logical thinking. But this misses the mark. This primer is different. 
 
Very purposefully, it was designed to mimic the illogical. Like waves crashing on the shore, the process of 
transformation is happening without our logical constructs--it doesn’t require direct observation to sense the tide 
is coming. Over time, we have turned our backs to ways of navigating reality that we once called common sense. 
Formal logic became our compass and all else became alchemy.  
 
Through this dialogue we will enter the alchemy of transformational change. I ask that you place in the beaker 
your understanding of “process improvement”, undergo the mental-mixing required to expand this concept, and 
see what emerges.   
 
What structure will our dialogue take? I will be starting with your thesis, exploring its antithesis, constructing an 
alternative thesis, bringing them into conversation, and finally, constructing a synthesis called PIE.  
 
To be fair, writing in this style is experimental. If you are curious about the Frameworks I am using, you can find an 
overview below: 
 

Constructive Developmental Framework 
Dialectical Thought Form Framework  

 
 

1 This primer follows an intuitionist, rather than rationalist methodology. A rationalist would start with a reasoned analysis 
of the current state of the Process Improvement community...this is the task of a whitepaper. A primer seeks to capture 
the knowledge hidden behind intuition. By making explicit our “gut reaction” to solving problems, we create a common 
ground by which to collaboratively critique and reconstruct solutions. 
2 Reification - treating abstractions (ideas, concepts) as physical things in an effort to simplify and communicate easily  
3 Logical Positivism - only that which is verifiable through direct observation or formal logic is valuable. Removing the 
ambiguity of the philosophical/abstract and replacing it with the clarity/measurability of the scientific. 
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Your Thesis (Your Context) 
Lean, Six Sigma, Total Quality Management -- as diverse as the Process Improvement community may be, it 
shares a common ground...that the complexity of organizations can be met through attention to process. Whether 
through control charts, measures of deviation, standard work, daily huddles, each tool tinkers with process as a 
way to mitigate the effects of change. This thesis, that process is King, is embedded in the value system of our 
organizations.  
 
But I am here to challenge the King. Let me tell you a true-story: 
 

I attended a Lean Coffee event a few weeks ago. If you aren’t familiar, these are improvisational meetings 
where the agenda is built through consensus and then moderated formally. In my experience, they tend to 
attract Process Improvement professionals of various methodologies, all wanting to “talk shop”.  
 
Given our group hadn’t met in over a year, this one was particularly unstructured. After the crowd 
warmed up to new faces and amped up on caffeine, a well-known Lean-expert, consultant and author said 
something to this effect, “you know, in the 25 years of doing this (Lean consulting) I realized it’s all about 
leadership. I used to think you could setup the operating system, and it would run itself...but I was wrong”.  
 
She went on to tell the story of a corporate-executive friend at a public traded company. In his previous 
role he was a huge advocate of Lean and helped champion her consulting efforts. Strangely, she observed 
her friends language and behavior start to change when promoted to CEO. All the “respect for people” 
talk went away. He became consumed in meeting the expectations of his board and the shareholders it 
represented. “Short-term pressure to meet quarterly projections consumed him”.  
 
The group seemed alarmed. How could this be...coming from poster-child of the Lean community? Was 
this simply a reflection of poor leadership or was something inherently flawed with Lean?  
 
Their faces were pale like seasick sailors. As the ship slowed its rocking, the group dismissed, the sailors 
still uncertain how to navigate the sea. 

 
 

Exploring Antithesis (Process) 
 

It’s always changing  |  The question we must start with is this...“in what way is the Process Improvement 

community defined by past events?” Taking Lean as the richest example, the Toyota Production System finds its 
origin in labor negotiations after WW2. Tasked with rebuilding the Japanesse economy, the Allied nations helped 
strike a deal between Toyoda and its labor force. “Out of 10,000 employees who used to work for Toyoda in 1939 
(before the war), only 3,700 can get their job back”  As a concession to returning workers, they were offered 4

guaranteed employment for life.  
 
But with guaranteed employment, the question for Toyoda was this, how do we prevent workers from 
“soldiering” on the job? Masterminds like Shingo and Ohno, developed creative ways to motivate Toyoda’s labor 
force by including them in the improvement efforts of management. This became the engine of Toyota. 

4 http://www.cars-history.org/toyota_after_WWII.shtml 
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Being firmly rooted in this Japanese origin-story, Lean is also uniquely defined by Eastern thinking. As 
social-psychologist Richard Nisbett (2005)  shows, culture affects the way we think. His research on “How Asians 5

and Westerners Think Differently...and Why” creates strong parallels here. When presenting a fish tank to Asian 
& Western subjects, Nisbett found Westerns far more likely to focus on the individual objects of the tank...mostly 
fish.  
 

“Modern Westerners, like the ancient Greeks, see the world in analytic, atomistic terms; they see objects 
as discrete and separate from their environments; they see events as moving in linear fashion when they 
move at all; and they feel themselves to be personally in control of events even when they are not.” 

 
His Asian subjects were found to broaden their focus to the entire environment...stones, bubbles, plants: 
 

“(Asians) view the world in holistic terms: They see a great deal of the field, especially background events; 
they are skilled in observing relationships between events; they regard the world as complex and highly 
changeable and its components as interrelated; they see events as moving in cycles between extremes; 
and they feel that control over events requires coordination with others.” 
 

Given the historical & cultural determinants of Lean, we must ask the question, “what is gained by assuming these 
conditions remain stable when applied to Modern Westerners”? 
 

What am I missing?  |  Let's go back to the story in our introduction to visit a few concepts: “it's all about 

leadership” & “short-term pressure”. Does the Process Improvement community consider “cognitive 
development of leadership” and the “Wall Street shareholder-model” out-of-scope?  
 
I would say yes. Process Improvement methodologies like Lean were designed as operating systems to be 
downloaded and implemented by organizations driven to operational excellence, not dojos for thinking. 
Additionally, the economic ecosystem of modern American business, subordinate to private and public 
shareholders, was never in scope for Shingo and Ohno.  
 
So what is the counter-tendency that pulls leaders away from the transformational potential of methodologies 
like Lean? Is it greed? Is it Ego? Given these aren’t going away, how can these counter-tendencies be built into our 
understanding of Process Improvement?  
 
One person solving for this in the Process Improvement community is Eric Reis. As the flag-bearer of the Lean 
Startup movement, Eric is tackling the “Wall Street shareholder-model” head-on by creating the Long-Term Stock 
Exchange (LTSE). The LTSE is “a new way of being public for companies that aim to build their businesses, advance 
their visions and generate value for decades to come” . Through new measurements and shareholder 6

agreements, business leaders of public companies would have enhanced freedom to pursue sustainable practices.  
 

5 Nisbett, R.E. (2005). The geography of thought: How Asians and Westerners Think Differently...and Why. London: 
Nicolas Brealey Publishing. 
6 https://longtermstockexchange.com/ 
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Eric Reis is just one example. Pioneers like Eric Trist and Fred Emery envisioned other ways to expand the scope. 
Their theory of Sociotechnical Systems focused on “joint optimization” of the craft of work (techne - Ancient Greek: 
[tékʰnɛː]) and the quality of people's work lives.  
 
Through the lens of history, we become aware that tendencies and counter-tendencies change. It is our job to 
build a comprehensive yet adaptive understanding of Process Improvement that accounts for these dynamics. 
 

What’s in your tank?  |  In the Your Thesis section I made an explicit assumption about the way you make 

sense of Process Improvement. That is, “the complexity of organizations can be met through attention to 
process...as a way to mitigate the effects of change”. Being a broad assumption, ask yourself, does this adequately 
describe my agenda as a Process Improvement professional?  
 
If not, then great! Maybe you are one of those who sees the whole tank, and doesn't get fixated on the brightest 
fish. Sounds promising, but what’s in your tank? So far, we have explored only a handful of concepts related to 
Process Improvement -- concepts like leadership development and short term pressure. 
 
You can cast aside people like Eric Reis as no longer being a part of the Process Improvement community and 
de-totalize leadership development as having nothing to do with “process”. That would leave you with a very 
homogeneous fish tank. The ecosystem of the real world is fully dynamic and diverse. This way of thinking leaves 
you ill-prepared to engage with complex human-systems.   
 
Let the LTSE become the bubbles, and leadership development become the plants -- the bubbles can’t exist 
without the fish, just as the plants provide a more hospitable habitat. Rather than seeing Process Improvement as a 
simply a tool for reaching solutions, we can broaden the concept to include the Process of constructing & 
Improving our tanks.  
 

Seeing any patterns?  |  Is there a pattern of influence, or shift in energy, involved here? Let's think about it. 

As process thinkers, energy is directed toward data, “going to the gemba” to gather first-hand knowledge. This 
method of direct observation uses inductive reasoning to form hypotheses and make logical decisions in the 
interest of continuous improvement. Promoting a culture of “respect for people” means including front-line 
employees in the decisions once held exclusively by management. Continuous improvement becomes everyone's 
job. Speaking specifically to Lean, Nisbett’s assessment of Asian-thinking aligns here, “control over events 
requires coordination with others”. But continuously improving what?  
 
To a front-line employee, it may feel like all the improving is only benefiting executives and shareholders. They 
reap the rewards of quarterly bonuses while the front-line employee is pushed to keep improving. This pattern of 
influence from executives and shareholders, motivated by short-term profits, creates an energy holding Process 
Improvement efforts back.  
 
Also missing from a culture of continuous improvement is actually improving the lives of people. This applies to 
front-line employees and executives alike. The energy driving a culture of continuous improvement is ultimately 
focussed on operational efficiency, not on developing the human-capability of employees. This pattern of 
influence, of constantly giving your soul to improving process through inductive reasoning, devalues the 
development of deductive and abductive thinking. Like our newly minted CEO, faced with a crisis of leadership, 
cognitive development may not be prepared for the complexity of the role.  
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Bringing into the loop  |  If you are getting down on yourself right now...don’t. This is not a crisis of identity, 

but an expansion of one. Being critical of process improvement methodologies like Lean brings about a revolution 
of ideas, making knowledge an active process of unveiling. If “development of human capability” and “relief from 
short-termism” are just two concepts essential for the Process Improvement community to “bring into the loop”, 
what practical steps can we take to keep expanding?  
 
Dialogue, not argumentation, is the best path forward. Where argumentation bounces narrowly between two 
poles, dialogue can take many forms. It may already be clear to you that when this writing ends, our dialogue ends. 
But it doesn’t have to. One-to-one practice is essential for making dialogue the new normal for knowledge 
creation. Either in a formal consultancy relationship or through semi-structured dialogues like this, there are 
practical steps we can take to keep knowledge progressing.  
 

Don't stop there |  Certainly great process thinkers like Taylor, Shingo, Ohno, Deming & Juran will continue 

to inform the present and future. Yet, downloading their teachings as fixed systems is no longer enough in this 
VUCA (volatility, uncertainty, complexity, ambiguity) world.  
 
If we consider ourselves in the middle of the process improvement timeline, we must ask, where is it taking us? 
Might we be over-simplifying (reifying) the past as a way to make the future seem more manageable? We must 
keep progressing.  
 

Process Improvement Expanded  |  What if we expanded the concept of process improvement to include 

both “development of human capability” and “relief from short-termism”? Rather than disguising “a culture of 
continuous improvement” as a shinier carrot on the same stick, human-capability can become a true driver of 
personal, organizational, cultural and economic progress.  
 
We have reached the final stage of the Industrial Revolution. Process Improvement has institutionalized and 
perfected the practice of measuring, managing and improving processes. Now with technology capable of 
making this practice automated, the thinking of the process improvement community must be expanded. As 
leaders and intercessors of organizations, we must treat cognitive development seriously. We must become 
deliberate and explicit about constructing a process for developing thinkers.     

 
 

an Alternative Thesis (Context) 
 

the Big Picture  |  To this point I have suggested “constructing a process for developing thinkers” as necessary 

for Process Improvement Expanded. Yes, that’s part of it. In this section, we are concerned with more than just 
Process.  
 
To be fair, meta-cognition, thinking about thinking, is not just lacking in business. As a society, we are getting 
smarter with each technology-saturated-generation. However this is not a qualitative shift, but a quantitative one 
-- more access to more knowledge. We are aware, meta-cognitively, that all these quantitative gains don’t 
necessarily improve the quality of our lived-experience. Many of us are critical of this societal dilemma, for we 
know it’s not going to solve itself. We also realize that being critical is not enough -- that we need to actively 
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reconstruct the cultural systems we are part of. Being critical & constructive (and maybe with a little less ego, this 
is what the VUCA world requires) “both/and thinking”.   
 

the Gestalt  |  I am suggesting you choose a path of dialectical thinking to reach a new equilibrium. Take this 

image as a starting point. Each black box represents a pillar of dialectical thinking. When properly balanced, a 
circle emerges in the center. This circle is dialectical thinking. 

  
It is not something you download as a patch, or an upgrade to your current operating system. Dialectical Thinking 
comes with great effort. It requires self-reflection, practice, humility and the inclusion of others. Within the 
proper collaborative ecosystem, you can calibrate these four pillars.  
 
Moving beyond “parts” to seeing the “whole”, the organizations you serve will notice a new shape emanating from 
your work. A circle that creates sustainable improvements, develops human capability, develops the thinking of 
leaders & solves for larger systemic pressures. 
 

Structure of Dialectics  |  Up until now, your thinking is mostly monological. You argue from a theoretical 

base, that process improvement decisions should be made in a specific way. Or you argue from experience having 
many successful interventions under your belt.  Like a stage actor delivering a monologue in isolation, 
monological thinking fails to bring alternative “ways of thinking” into dialogue. The structure of dialectics solves 
for this.   
 
Most of us are conditioned to engage with the world in the same way we were conditioned to engage school 
work...through the most efficient path. We were trained to solve math problems, not by understanding the 
concepts, but through the fewest steps. We were trained to study, not by making sense of the concepts, but by 
memorizing the content of the test. We were taught to prepare for the “real world”, not by making sense of the 
experience of work, but by acing a standardized test that gets the attention of a top university, that gets the 
attention of top companies, that gets the job.  
 
We are conditioned to navigate the world like Google maps, focussed only on the most efficient route. We listen 
to it's monological guidance, turn-by-turn, forcing us into near-sighted, short-term decisions. Rather than using 
the skyscrapers to guide us downtown, we create chaos by crossing 3 lanes to avoid a one-minute delay. Before 
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making the journey, we rarely stop to incorporate the big-picture: a scenic route, a less-stressful highway, a 
point-of-interest. We fail to realize that the most efficient path fails to incorporate our human-needs...fails to 
deepen our experience of reality. Dialectical thinking does.   
 
Imagine the four pillars as “ways of thinking”.  

 
We have already gone through “Process” in Exploring Antithesis. There we applied a critical eye to incorporating 
“what we are NOT solving for” into the constantly changing landscape of Process Improvement. Take a look at the 
box we are calling “Process” above. Notice the absence created by the white arch. This arch forms the border 
between knowing and NOT knowing. Through the gestalt of Dialectical Thinking, this absence becomes part of 
the whole.   
 
In the same way, “Context” explores identity and non-identity. It's arch brings us into dialogue with a multiplicity 
of context that we normally don't identify with. In this section, an Alternative Thesis, we continue to explore 
alternatives as a way to reconstruct our Context. 
 

a New Navigation  |  Without reorienting our navigational compass towards the BIG Picture, we stay stuck 

as “process thinkers”. Tossing aside the obsession with efficiency that drives us towards monological thinking, we 
are free to establish an equilibrium as thinkers embedded in human-systems. But this navigation does not come 
easy. We don’t follow instructions on a screen to move from Process thinking to Context thinking. We effort 
through each pillar in a regenerative process of destruction through critical thinking, and rebuilding through 
constructive thinking.  
 
The goal of Process thinking is to come to terms with the changing nature of the Process Improvement 
Community. In doing so, we build mechanisms that solve for what is missing. Without making this crucial 
development, moving to Context is premature. For example, consider a self-proclaimed “expert in Six Sigma”, 
relying on her “glory days with GE” as her single source of identity. The hard, critical work of Process thinking is 
required to help reorient her Context toward the present and future. Only then can she form a new Context 
inclusive of the Big Picture.   
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Human Harmony  |  So what makes these pillars function together so harmoniously? Inclusion of others in 

exploring what we don't know. On the surface, dialectical thinking seem to require constant dialogue with others. 
As a practice, this certainly helps to break us from our ego-centric tendencies. But deeper still, the practice of 
dialogue with others becomes self-transformational over time, changing the way we dialogue with ourselves. We 
become deeper, more well-rounded thinkers as a result of effort and practice. We begin to navigate our 
leadership roles within organizations, not being enslaved to efficiency, but prepared to meet the complexity of 
dynamic human-systems.  
 

the Tradition of Dialectics  |  Here...we go way back. You could say dialectics has always been with us, but 

made explicit through Socrates. The Forum of ancient Greece was much like a primitive social media app. Through 
the halls of the Forum, speakers competed for your attention, all hoping to build a large following. Politicians, 
poets, businessmen all relied on the power of persuasion to change minds and hearts. Many found a competitive 
edge through the Sophist school, which taught the formal logic of argumentation. Socrates was fed-up. He noticed 
only the most privileged families could afford Sophist training, perpetuating a cycle of public opinion being 
controlled by an elite class. No one was questioning for themselves the concepts being downloaded as truth, only 
blindly following the logic. 
 
If you’ve ever read a Socratic dialogue, you will recall a back-and-forth exchange very different from 
argumentation. Opinions change and positions flip with a curious fluidity. The priority is not right or wrong, but 
creating a common ground for exploring the unexamined. Socrates was careful to follow the train of thought and 
not to depart from the language used by his dialogue partners. Spectators of the time could witness someone 
step-up-to-the-plate an expert, and leave a student thirsting for knowledge. As a departure from hard-nosed 
argumentation, this is as mesmerizing today as it was then. 
 
Many of us know how this turned out. Socrates was put to death for his unwavering resilience towards the pursuit 
of Truth. Dialectical thinking created the conditions that threatened formal logic and thereby threatened the 
ability of the privileged class to control public opinion. Ultimately, dialectical thinking created the conditions for 
the death of Socrates.  
 
It is important to stop here and emphasize the gravity of what we are asserting--Thinking creates our Reality. And 
even more importantly, critical thinking challenges the Reality of others. Put these together and we are 
advocating for the adoption of a Critical Realism that surfaces the Truth within human-systems. 

 

Multiplicity of Contexts  |  Before you turn away from the gravity of what was just said, we must 

acknowledge our common pursuit. The Process Improvement community shares the goal of transforming 
organizations. As process thinkers, you do an excellent job of including the entire organization in the 
responsibility of improvement. You empower employees at all levels to feel respected and valued for their 
contribution to the organization. But being critical, this alone is not adequate in addressing the Truth.  
 
The Truth is organizations are changing. This requires leaders with highly developed thinking, an organizational 
design capable of releasing the pressure of short-termism, and the measurement of human-capability as a gauge 
of progress.   
 
Who is ready to take on this complexity? We are...together! 
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Bringing us Together (Relationship) 

 

You and I  |  We are really not that different, you and me? We both want to improve people, organizations and 

the world around us. We just make sense of improvement in a different way. You are a process thinker that 
delivers operational efficiency as a service. I am a dialectical thinker balancing human-systems. By continuing to 
keep us apart, we do a disservice to the people, organization and world we serve. By bringing us together, we can 
better address the complexity of human-systems. 
 

Our Relationship  |  Our relationship is not unique. You may have noticed a larger economic trend towards 

“for-purpose” organizations. These hybrid businesses combine the near-sighted/profit-motive of a traditional 
business, with the big picture/purpose-motive of a non-profit. Progressive organizations are finding the value of 
broadening and deepening their scope as employees & markets demand more.  
 
Our relationship creates a similar hybrid. On the one hand, process thinking takes lead on matters of operational 
efficiency, while dialectic thinking takes lead on interconnected, systemic matters. Included in this expanded 
dialogue is not just operations, but human resources, management, finance and organizational design. 
 

Common Ground  |  So what is the common denominator of these seemingly disparate ways of thinking? 

They must come together in order to survive, a relationship of existential importance. In order for the Process 
Improvement community to sustain, it must expand its breadth and depth to include dialectical thinking. In order 
for dialectical thinking to find life again, it must build relationships with present day improvement methodologies.  
 
All this to say, new generations of workers are forcing employers to redefine the experience of work. 
Organizations that fail to listen become a barren wasteland for talent.  
 

Value Systems  |  Are improvement methodologies like Lean really absent of dialectical thinking? The answer 

is no to a select few practitioners, yes when it becomes institutionalized. Much of the structure of daily huddles 
and Kaizen blitzes are dialectical in nature. However when the thinking of the leader is insufficient in nurturing 
this layer of complexity, huddles and Kaizen blitzes devolve into accountability meetings.   
 
Does the Process Improvement community only identify themselves as “process thinkers”? The answer is no to a 
select few practitioners, yes when buzzwords take the place of critical dialogue. Where buzzwords distance and 
distract, “common sense” brings together.   
 
Naturally, throughout this dialogue, you have found dialectical thinking to make a lot of common sense. It is this 
common sense we find missing from the Process Improvement community. If we were to identify a cultural 
commonality between Process Improvement methodologies, it would be this -- the language used by its 
practitioners creates the Reality of its culture. In order for the language of the Process Improvement community 
to realign with “common sense”, we must restructure the way we think about and come together around 
human-systems.  
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Figure & Ground  |  Is this relationship one of figure and ground, and therefore not easy to perceive? If you 

were to look again at our pillar image, do you see squares or a circle? 

... what about now?.... ... what about now?....  
 

What comes to the foreground, or figure, changes as the pillars adjust in proximity to one another. When 
together, the circle becomes the figure and the squares become the ground. When apart, the squares become the 
figure and the circle becomes the ground, if recognizable at all.  
 
The same structural relationship exists between the four pillars and dialectical thinking. When all four ways of 
thinking are in dialogue with one another, dialectical thinking shines through. When disparate and disjointed, as in 
the last image, only the pillars are identifiable.  
 
Could the same be said for an organization's need for Process Improvement guidance, leadership development, 
capability architecture or organizational design? YES, as one area of focus becomes the figure another becomes 
the ground.  
 

from Shapes to Patterns   |  Do we see a pattern emerging? Just like the natural world, human-systems 

gravitate towards stasis and balance. Process Improvement, leadership development, employee development and 
organizational structure all strive towards stasis. As abstractions of reality, none of these can act without 
human-intervention. But as we know, human-intervention can be layered in ego, assumptions, hidden biases, 
interpersonal battles, emotional conflict. If stasis and harmony are brought to Reality by our thinking, it is the task 
of the organization to develop it's thinkers. 
 

Outcomes ← Actions ← Thinking   |  When human-development becomes a measurable outcome, 

organizational transformation starts to emerge as the figure. Elements that used to consume the organization are 
still present, but now find harmony among a network of relationships.  

 
 

a Budding Synthesis (Transformation) 
 

Limits of Harmony  |  Let’s be Critical Realist once again…there must be limits, right? Here we should ask 

ourselves, what’s the best way to test the limits of this system’s stability? To start, we can work collaboratively on 
new projects that emerge. You include me on projects that engage for “Process Improvement” services, I engage 
you on projects that engage for “Expanded” services. In doing so, we can TRY the PIE before we BUY (I just had to).  
 
So what makes our system vulnerable?  For one, an organization's reception to a new framework. Over and above 
the foreign lexicon the Process Improvement community lives by, Dialectical Thinking brings with it a language all 
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its own. Since our outcomes depend on the actions we take, we must be thoughtful with regard to our actionable 
language. 
 
Two, leaderships openness to participation in cognitive development. Some leaders may feel threatened by an 
evaluation of their cognitive complexity. They may form factions to drive-out the “expanded” side of PIE. In this 
case, PIE must be indoctrinated by the highest power in the organization. 
 
Three, the interpersonal dynamic between Process Improvement practitioner and Expanded practitioner must be 
built on trust. It is unrealistic to expect an understanding of each others complex systems. Instead, trust must be 
used as a vehicle for moving work forward. 
 
Four, an over-reliance on quantitative measures of change. While quantitative measures have their place in PIE, 
they can become a limit to harmony. The organization, Process Improvement practitioner and Expanded 
practitioner must become attuned to qualitative changes happening through their engagement. 
 

Embrace Conflict   |  There will be conflict between practitioners and there will be conflict with an 

organizations reception to PIE. Might this conflict be a portal for future development? Getting lost in the negative 
implications of conflict is a sure-fire way to lose momentum. Care should be taken to give conflict time and space 
to settle into form. Once clarity has arisen, entering into a structured dialogue is a way to transform the event 
into developmental progress. 
 

So Much Potential  |  To this point we can been speaking about the potential of PIE. By aligning the Process 

Improvement community with Dialectical Thinking we can reach higher-levels of individual and social 
functioning. This all sounds great, but how do we gauge the real potential indicated here? 
 
For one, it has to move from Thinking to Action. Someone like you, that believes in it's potential, must take the 
first step in making PIE a Reality. Together, we can co-author the future.  
 
Once we take this crucial first step, we gauge potential by the qualitative changes we observe in the organizations 
we engage. Changes like deeper dialogue in executive meetings, shifts in the way employees communicate about 
work, or leadership broadening their contextualization of process improvement to include concepts like 
human-capability.   
 
Once ingrained in the organization, these qualitative shifts have the potential to extend to society at large. By 
re-engineering the organization around the development of human-capability, we create a model for 
transformational change at the societal level.  
 

Is this a Revolution?  |  Kind of. But not the kind that has us gathering by candlelight in basements, dreaming 

up unrealistic utopias. There is however, a master form, a Truth (capital T) to be gleaned from Revolution. And 
that is FREEDOM.  
 
If the French Revolution was the action that informed the outcome of liberal democracies. What was the thinking 
that informed the action? To unpack Enlightenment ideas is more than we can take on here. My summary is this, 
the Enlightenment was thinking about “the liberation of human-capability”.  
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Notice any similarities to our project? But let's not stop there. Calling this a revolution only inspires, but does little 
to align our efforts to the present crisis. We must ask ourselves, what major institutions and their processes do 
we need to coordinate?  
 
The example of Long-Term Stock Exchange is a start. This produces a qualitative shift away from the short-term 
pressure of a WallStreet shareholder model. By influencing leadership to take their company public in this 
alternative manner, it reorients the organization towards sustainable growth targets.  
 

How do we begin?  |  What precisely does it mean to “coordinate the outcomes” of the Process Improvement 

community and the Expanded community? For now, this means including us as silent collaborators in your 
present and future work. This means co-authoring case studies that look back over your portfolio of Process 
Improvement work, exploring missed opportunities for Expanded dialogue. This means practicing Dialectics 
privately, and when ready, on the job. This means putting your client-facing-content through a process of 
cognitive assessment. This means being vulnerable in relation to others, following the clients train of thought, 
using their language instead of interjecting your own. This means learning how to collaborate with others in an 
effort to provide a service that is deeper and broader than before. 
 
We should also say this, you are taking on risk by moving away from your expertise. We believe with this risk 
comes both personal reward and existential fulfillment. With that said, we have no intention of compromising the 
personal brand and business you have established. The centrality of “you operating your business” will be 
safeguarded at all cost. We are here to Expand the Reality of Process Improvement, however the moment that 
becomes too much to take on, you may walk away. It's like being a revolutionary without enlisting. 
 

The Identity of PIE  |  So what are we describing here? A fluid, self-transforming system that engages 

organizations in an effort to liberate human-capability along a positive developmental trajectory. Process 
Improvement practitioners engage PIE on the projects they are involved in. PIE practitioners engage the Process 
Improvement community on projects they are involved in. Through this collaboration, organizations are 
transformed through qualitative improvements. At the same time, PEI is transforming it's understanding of itself 
through its dialectical structure. 
 

Including the Others  |  Certainly there are other frameworks suggesting similar integrations. Systems 

thinking made tremendous strides in the 90’s to coordinate our understanding of multiple, complex systems. 
Learning Organizations made progress in establishing learning along a positive developmental trajectory. The 
Integral movement brought together “the living Totality of matter, body, mind, soul, and spirit”. Sociotechnical 
Systems Theory (STS) recognized the interaction between people and technology systems. 
 
And though some like the Future Search Method for Large Group Intervention, helping “people transform their 
capability into action very quickly,'' seem similar in design -- to my knowledge, the methodology we are 
advocating for here is the only to take on the structure of thinking through the practice of Dialectics. 
 
We have much to learn by including the others. But this can only happen if we all enter the dialogue. Our 
invitation extends through you, to anyone that can help expand the concept of Process Improvement in a way 
that liberates human-capability along a positive developmental trajectory. Please share this dialogue with those 
people. 
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