MY LEARNING LABYRINTHThis year I studied the significance of using the labyrinth as a reflective guide and I found the circular traipsing of the pathway reminiscient of internal work that draws on wisdom personal and borrowed.   Here in this page, I share some of this reflective work – from my thoughts as well as others in the field.    
This selective repository of my reflections on projects and facilitation in general provide a running record of sessions completed and groups that I have served as facilitator. 
I also include some reference reading and tips form other facilitators that I have used and hold as rich food.   All are acknowledged with name and source as provided.  I acknowledge them here with a debt of gratitude.    Patricia Nunis 
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Theory U — Leading from the Future as it Emerges

During COVID-19, | have been thinking a lot about the relevance of this framework from the
Presencing Institute. | especially appreciate the bottom of the “U” curve of his model as it tells
us we need to pause and slow down. Just sit with what the new reality needs to be. Then as we
go up the right side of the U curve, we try prototyping. We are seeing this everywhere. People
are trying things out... read over this description and see what you might do with your team or
organization to use the concept of the U model for processing important material. Their
emphasis on listening seems critical in this moment in time.

Description:

The U references the letter U as a symbol for the process of moving through a U shaped social
change process developed by The Presencing Institute at the Massachusetts Institute of
Technology in the USA. Since the early 2000s it has been elaborated as Theory U (also called
“U” methodology) by C. Otto Scharmer. This work itself draws on collaboration between
Scharmer and his colleagues Peter Senge (Center of Organizational Learning), Joseph Jaworski
and Betty Sue Flowers. Theory U is called “One Process, Five Movements.”

1. CO-INITIATING: Build common intent, stop, listen to others & what life calls you to do

2. CO-SENSING: Observe, Observe, Observe. Go to the places of most potential and listen with
your mind and heart wide open

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

4. CO-CREATING: Prototype the New in living examples to explore the future by doing
5. CO-EVOLVING: Embody the New in Ecosystems that facilitate seeing/acting from the whole

Facilitator Generosity Library Page 1
www.NorthStarFacilitators.com






We move down one side of the U (connecting us to the world that is outside of our institutional
bubble) to the bottom of the U (connecting us to the world that emerges from within) and up
the other side of the U (bringing forth the new into the world).

Theory U Assumptions:

These times call for a new consciousness and a new collective leadership capacity to
meet the massive challenges that threaten the foundations of our social, economic,
ecological, and spiritual well-being in a more conscious way.

Development of this capacity allows us to create a future of greater possibilities.

When leaders develop the capacity to come near to that source, they experience the
future as if it were “wanting to be born” — an experience called “presencing.”

That experience carries with it ideas for meeting challenges and bringing in an otherwise
impossible future. The capacity for presencing can be developed.

Theory U Uniqueness:

It was specifically developed to deal with this time of massive institutional failure,
collectively creating results that nobody wants: e.g., Climate change. AIDS. The work
continues to constantly evolve. They now speak of the 4.0 framework and the concept
of the U School as a global platform for helping a new generation of 4.0 eco-system
entrepreneurs to act more creatively, collectively, intentionally.

Facilitator Generosity Library Page 2
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Our Suggestions for Using Theory U:

The Presencing Institute is dedicated to developing new social technologies by integrating
science, consciousness, and profound social change methodologies. They have a fantastic
website with many tools and background for free.

The foundational capacity of the U is listening. Listening to others. Listening to oneself.
And listening to what emerges from the collective. Effective listening requires the
creation of open space in which others can contribute to the whole.

Suspend the “voice of judgment” is key to moving from projection to observation.

The preparation for the experience at the bottom of the U — presencing — requires the
tuning of three instruments: the open mind, the open heart, and the open will. This is an
active “sensing” together as a group.

Be sure to use the following suggested tools:

Journaling — https://www.presencing.org/#/resource/tools/guided-journaling-start

Listening, awareness and embodiment practices

Case clinics — case giver presents a case, and a group of 3-4 peers or team members
help as consultants based on the principles of the U-Process
https://www.presencing.org/#/resource/tools/case-clinic-desc

Dialogue Interviews engage the interviewee in a reflective and generative conversation.
https://www.presencing.org/#/resource/tools/dialogue-interview-desc

Prototyping moves an idea or innovation into a concrete next step and creates a
microcosm that allows you to explore the future by doing. Prototypes work on the
principle of “failing early to learn quickly.” Prototypes can be concrete products,
meetings, processes, services or experiments. Whatever it is, the underlying process is
systems sensing, then systems thinking, then stopping to embrace a moment of
shared/individual stillness before selecting possible prototyping ideas.
https://www.presencing.org/#/resource/tools/prototyping-desc

Sensing Journeys pulls you out the daily routine and allows you to experience the
organization/challenge/ system through different stakeholders’ eyes.

Stakeholder Interviews allow you to step into the shoes of your interviewees and see
your role through the eyes of these stakeholders.

Shadowing means accompanying someone for a defined period of time to observe
him/her during work and learn from this observation.

Helpful Resources:

https://www.presencing.org/#/aboutus/theory-u

Facilitator Generosity Library Page 3
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The ideas in this booklet come from:

® Cualling the Circle, the First and Future Culture by Christina Baldwin

® The Circle Way, A Leader in Every Chair by Christina Baldwin and Ann Linnea

® The lived experience of Christina Baldwin and Ann Linnea and a global cadre of teachers.

© 2016 Christina Baldwin, Ann Linnea

“None of us can travel further by ourselves.
Alone, our hearts become stony and guarded.
Alone, we become frightened.

But in gatherings of neighbors, sitting with a candle in the middle and
an attitude of openness to the possibilities,

we may become students of the circle.”

(Calling the Circle, page 204)
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Introduction
What The Circle Way is

This guide is part of an extensive body of work
developed over more than 20 years and practiced
globally. The Circle Way, A Leader in Every Chair,
is the central book on the subject and is augmented
by a number of booklets, articles, field guides,
maps, and other tools, which you’ll find at
TheCircleWay.net, an online resource for
information, trainings, teachers, and practices.

Designed to give you the essence of The Circle
Way process, this booklet provides enough
information for you to be able to call a circle and
for participants to understand the process as you
begin together. You will note references to the book
The Circle Way, A Leader in Every Chair that send
you into deeper discussion of various topics.

We highly recommend that you extend your
exploration into this powerful form of dialogue and
meeting beyond these pages.

A culture of conversation

Since the 1990s, a number of circle-based
methodologies have been designed with the
purpose of sustaining meaningful dialogue in the
modern world. This booklet outlines what you need
to participate in a particular group process known
as The Circle Way. Established by Christina
Baldwin and Ann Linnea in 1994, The Circle Way
has been used successfully around the world by a
wide variety of groups with an equal variety of
intentions and purposes. That is the great adaptivity
of circle: it enables us to gather around an idea, to
each contribute our wisdom, and to decide on a
well-considered collective course of action.

The Circle Way provides a kind of skeletal
structure that strengthens and organizes dialogue.
Putting the chairs in a circle, putting a symbolic
representation of purpose in the middle, checking
in around an opening question, and using a “talking

piece” creates a qualitative shift that is so striking
that most people quickly adapt and look forward to
experiencing circle again. The story of this process,
originally called “PeerSpirit Circle Process,” is
outlined in the Preface of The Circle Way, A Leader

in Every Chair.

What circle is

Circle is a social structure that has helped
people come together in collaborative dialogue and
action since the beginning of time. Our ancestors
came to the campfire to cook, to keep themselves
warm and safe, to tell stories, and to establish rules
of behavior and governance that supported
community development. These are the same
reasons people come to the circle today: to be
social, to discover safe methods of dialogue, to
share stories, build community, and hold meetings
in a collaborative manner. Circle enables us to
discover our collective wisdom. It helps us
discover who we really are to each other as well as
the resources we can offer to our conversations and
tasks.

Circle practice contains these common
elements:

® People face each other and every voice is

considered contributory.

® Agreements of participation and a

definition of respect are articulated.

e Conversation is viewed as a practice set

apart from casual social interaction.

® The event has a beginning/middle/end and a

structure that holds it.

® The archetype of circle is present in the

space, often through making a visible
center.

Who we think you are

We assume that you, the initial reader, are the
caller of a circle, and so we outline the preparatory
stages. If you are a person who has been asked to
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join and participate, this booklet will help you
understand the care that has gone into preparation
and learn how to call a circle yourself.

Preparation and invitation

Before you call your first circle, there are
four ways to prepare.

Set the intention.

Intention provides the basic foundation for
calling a circle. Setting intention means getting
clear about what you want to accomplish or
experience for yourself and others.

Write a simple statement of intent. The
intention lays out the topic, which can be anything
from new parenting to grandparenting, job training
to retirement planning, spiritual study to social
activism. The intention lets people know what they
are being invited to, the scope of the commitment,
and what the conversation will address. People can
then make a clear choice to join or not join, and
they will know how to contribute to the
development of your idea.

For example: “I am inviting people to meet X
times a month for X months to support each other
in____ . Isee this group as having the time and
energy to provide mutual support by listening to
each other and, when appropriate, providing
creative suggestions and comments. At the end of
our original commitment, we may renegotiate to
continue, release the process as complete, or allow
members who feel complete with the process to
exit gracefully.”

Talk to people.

Share your thoughts. Talking about an idea is
good practice. Two helpful things happen when
you talk: story and question. A story explains your
thoughts, feelings, and actions to others. It helps
others understand why something is important,

what your hopes are, and what the plan of action is.

A story inspires others to think, feel, and act with
you. When people listen to your story, they raise
questions that help you refine your intention.

For example: “I noticed a build-up of trash in the
neighborhood, and instead of complaining about it,
I thought it might be a great way to call some
neighbors together. I want to meet first in this circle
process so we can all share what we most enjoy
about living here and what we’re going to do to
maintain our enjoyment. Then we can pick up trash
together — and talk to people while we’re out on
the street. Next month, we can check in again and
see what our experiences have been, maybe enlist
more people to help with the next thing we want to
do to improve things. Flowers on the corners?
Installing dog-poop bag dispensers? I don’t know,
but it could be fun.”

Envision the circle.

Story and question lead to vision. The more
you refine your intent, talk with others, and
respond to questioning, the clearer the vision
becomes of the circle you want to call. And you
may identify people who are interested in joining.

Imagine being in a circle that is carrying out the
intention you have defined. Ask yourself these
questions:

e What intention is this circle based on?

® Who is there? (Describe the attributes of

circle members or name people you hope
will attend.)

How many people are in the circle?
What diversity do you seek: gender, age,
ethnic, racial, religious, and economic?

® Why are you seeking or limiting diversity?

e What shared understandings do people need

to have?

® What kinds of clarity do you want members

of the circle, including yourself, to be able
to contribute?

e What would circle meetings be like?
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o How often would they take place?
® How long would each circle be?
® Where would the circle meet?

Identify and invite participants.

The next question is: Who do you hope will
respond to your invitation? While you have been
setting intention, talking to people, and creating
your vision, who has come to mind as a potential
contributing member for this circle? Who has
expressed interest? Think about the attributes you
hope circle members will bring. Make a list of
these people and start contacting them.

Invite people by writing out your intention in
one paragraph. What do people need to know to
decide if they are interested in responding to this
call? Edit. Clarify. Even if you’re going to invite
people verbally — by talking on the phone or
meeting with them in person —they may want to
see something written to help them decide.

For more information, see Chapter 3, “The
Power of Preparation, Invitation, Intention, and
Center,” in The Circle Way, A Leader in Every
Chair.

The first gathering of a new circle

Okay, you are ready: call the first meeting. Find
a space appropriate to your intention where you can
have privacy and quiet around the circle’s edge.
Maybe it’s a room in the library, a friend’s living
room, an office meeting space that is free in the
afternoons. You may have to move the chairs and
tables to make a circle space.

Prepare the space.

Arrange the seating in a circle. When people
find their place at the rim of a circle, half the work
of explanation is accomplished. Sitting in a circle
enables people to notice who’s there, to greet each
other, say names, get comfortable, settle in, and
assume a sense of equality. Perfect roundness is not
required.

Make a center.

The center represents the focal point of the
group. If you think of the circle as a wheel, the
center is the hub. If you think of the circle as a
campfire, the center is the fire itself. Making the
center tangible allows people to visualize the
reason for gathering.

® The center is the symbolic representation of

intention. In business, you might print and
display placards of the company’s values or
project goals; in education you might set
out student photos and the school logo; in a
spiritual group, the center might consist of
candles, flowers, and natural objects. Just
one focal object can make a fine,
unobtrusive, and yet powerful center.

® Placing objects in the middle of the circle

reminds everyone that there is a common
point that organizes and focuses the coming
conversation. Don’t step on the center if it’s
laid out on the floor; don’t set debris like
cups or napkins into the space if objects are
laid out on a table.

Have a talking piece ready.

A “talking piece” is any object designated to
grant the person holding it the right to speak. A
circle of teachers may pass around an apple; a
circle of new mothers may pass around a baby toy;
a circle of lawyers may pass around a gavel. Pieces
from nature, a rock, shell, feather, or flower are
popular objects as well. You’ll find information
about using the talking piece later in this booklet.

Open the circle.

Use a start point to call people together.
Silence, reading a poem, ringing a chime, all signal
to people that the circle is beginning and help shift
attention from socializing to listening.

Listening and speaking in circle requires
heightened attention. One purpose of opening and
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closing the circle intentionally is to signal when
this quality of attention is requested. Before and
after circle, there is time to chat, but while circle is
open people need to be more acutely attentive.

Tell your story.

How did this idea come to you and why have
you asked this particular group to gather? You’re
the host. In this first meeting, your willingness to
speak first gives other people time to get
comfortable and models the kind of sharing you
might want of others. You’re setting context — the
frame that shapes how people enter this experience.

Be organized in your thoughts; it’s okay to have
written notes or guidelines. If you tend to be long-
winded, follow your outline and then be quiet.
Address such questions as:

® What idea or need started you thinking
about calling a circle?

® Why did you invite each individual, and
what do you hope for the group?

Suggest group agreements.

Group agreements provide an interpersonal
safety net for participation in the conversations that
are about to occur.

In a circle, where you’re practicing rotating
leadership and shared responsibility, agreements
tell people what they can expect from each other
and what is likely to happen in the exchanges
between them.

In an ongoing group, agreements may be best
established through discussion and finding your
own words to what is needed. At the beginning of a
circle or in a one-time meeting, the following
generic agreements provide a safety net for
beginning.

® Keep personal material confidential.

Confidentiality enables people to share their
stories with the assurance that they will not
be gossiped about.

® Listen with curiosity and compassion,
withholding judgment. Curiosity allows
people to listen, sort, and speak without
having to be in total agreement with each
other. Circle is an environment in which
people learn to honor differences with
respect.

® Ask for what you need and offer what you
can. Generally, if a request fits within the
intention of the group, someone in the circle
will respond: if a request doesn’t fit, there
will be a lack of interest. Circle members
will learn to negotiate what they can and
cannot do, and hold intention for the
direction of group energy.

® Practice the pause. To create these pauses,
one member of the circle volunteers to
serve as “circle guardian” (explained more
fully later in this booklet). When the
guardian rings a chime, all action stops for
15-plus seconds (this is the time it takes for
three slow breaths). During a pause, each
person breathes, focuses on the center and
waits. The guardian will ring the bell a
second time to release the silence and
briefly explain why he or she called the
pause. Common reasons for ringing the bell
include a need for a stretch break, signaling
that something significant has been spoken,
or calling the group to mindfulness of time
and shared contributions. Anyone in the
circle can ask the guardian to ring the
pause.

These agreements are sufficient to begin the
circle. As your circle continues, you may want to
add agreements or modify the language.
Agreements are updatable. If something is not
working: revise your agreements and maintain the
process. If trouble develops, the group can work
together to search for an agreement that will better
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support you. Be prepared to write this list and
additions, to have copies available for the group,
and to bring agreements up for review after the
circle has met for a while. When members live by
their agreements, the circle continuously self-
corrects its course.

You don’t have to front-load the whole
structure of circle, but the agreements are essential
to help the group safely proceed.

For more information, see Chapter 2, “The
Components of Circle,” in The Circle Way, A
Leader in Every Chair.

Share the three practices of circle.
In attending to the verbal skills of circle, there
are three practices that govern what we offer the

group.

Listen
with
Attention

Contribute
to the
well-being
of the group

Speak with
Intention

Listen with attention means focusing clearly
on what is being said by someone else. In the
circle, listening often becomes a spiritual practice:
we receive each other’s stories and insights. There
is a sense of satisfaction to listening and being
heard.

Speak with intention means contributing what
has relevance, heart, and meaning to the topic and
situation of the moment. Intentional speaking
requires patience until we understand what to
contribute and how to speak our truth without
blame or judgment.

Contribute to the wellbeing of the group
means considering the impact of our words and
actions before, during, and after we interact. Before
speaking, it is wise to ask ourselves: how will my
contribution benefit what we are all doing here
together?

These are the interpersonal skills we offer the
circle. These skills allow us to maintain the three
principles. They are complex skills, and no one will
do them perfectly.

Share the three principles of circle.
There are also three principles of circle that
are at work in a group practicing The Circle Way.

Leadership
Rotates

Reliance
is on
Wholeness

Responsibility
is Shared

Leadership rotates means that every person
helps the circle function by assuming increments of
leadership. Participating in circle is a commitment
to claiming individual leadership. A circle is an all-
leader group. Group facilitation shifts from a
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model of permanent leadership to a model of
changing and inclusive leadership.

Responsibility is shared means that
participants pay attention to what needs doing or
saying next and are willing to do their share. In The
Circle Way, responsibility also shifts moment-by-
moment and task-by-task. Shared responsibility is
based on the trust that someone will come forward
to provide what the circle needs.

Reliance is on wholeness means that members
place ultimate reliance in the center of the circle
and take their place at the rim. Through simple
rituals and consistent refocusing, the center houses
collective intention and holds neutral space.

This is a lot of talking for you and a lot of
listening for new members. You may want to have
the agreements, practices and principles as a
handout for the group (or share this booklet), so
you can proceed into the topic and study the
nuances of circle process as you move forward. As
people get comfortable with the structure of circle
process, they’ll want to learn more about it, and to
know how to ensure that the group continues to
present a dynamic opportunity for learning and
sharing.

For more information, see Chapter 5,
“Accountability Through Agreements, Practices,
and Principles,” in The Circle Way. A Leader in

Every Chair.

Check-in: The first

round of sharing

When you have welcomed people, spoken the
agreements and intention, and shared a bit of your
story, you will want to invite participants to share
why they are here and what they hope to
contribute. The first time speaking is called a
check-in — a chance for participants to introduce
themselves, respond to intention, and share their
own stories about what brings them to the circle.
The use of a talking piece greatly helps this

process, as it helps people listen and discourages
cross-talk so that everyone has an equal say.

Check-in is an important way to start each
circle. It informs the whole group how each
member is showing up. Just asking that as an
opening question (“How is everyone showing up
today?”) leads to a surprising amount of diversity
and cohesion. For example:

“I just got some bad news that rattled me — but

I’'m working to set that aside and be here.”

Or

“My twins made the honor roll, which hasn’t
got anything to do with this circle, but I'm a
pretty proud mama at the moment.”

Nobody needs “fixing,” there isn’t a call for
intervention, but the group gathers a bit of
authentic information from each person that creates
a sense of cohesive wholeness.

Check-in can also be inspired by any number of
questions, whatever will advance the conversation
of the group, help people introduce themselves, or
get to know one another better. This is a time when
short storytelling shines and can help people see
their commonalities in the midst of their
differences.

For more information, see Chapter 6, “Circle,
Step by Step,” in The Circle Way. A Leader in

Every Chair.

Introducing and using

a talking piece

The practice of passing a talking piece from
hand to hand has been used in circles from earliest
times. The talking piece is a great equalizer among
those who differ in age, race, gender, or status
because it ensures that everyone at the rim has the
opportunity to make an equal contribution.

When you’re introducing the talking piece, let
participants know that it’s perfectly acceptable to
say nothing and hand the piece on if they aren’t
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ready to speak. At the end of a round, you may
offer those who didn’t speak another chance to
contribute. Encourage people to trust the process.
Let them know that there’s no pressure to carry on
when they have nothing to say and to take their
turn when they have a contribution to make.

Let participants know that, when one person
has the talking piece, others listen without
interruption or commentary. The use of a talking
piece controls the impulse to pick up on what a
person is saying, to interrupt with jokes or
sympathetic remarks, or to ask diverting questions.
The purpose of using a talking piece for this first
round is to guarantee that every person has the
opportunity to be heard.

It’s often helpful to suggest a timeframe for a
talking-piece round. Do the math for the group:
“We are __ number of people. If we each speak for
___minutes, we have  minutes to finish this
round.” In the first round of a new circle, you may
want to take longer to check in than at subsequent
meetings.

After a complete round, the piece may be
passed again or placed in the center. In smaller
circles, or among long-standing groups, the piece
may simply reside in the center, so people can
reach for it when they are ready to contribute.

Not every conversation needs to be held with a
talking piece, but it’s an excellent way to heighten
attention and slow down interactions, so that circle
members really listen to one another.

Structures for

sustaining a circle

Circling organizes group energy. To sustain a
circle, the group needs to take ownership of how it
engages these organizing principles. As a peer-
based process, these conversations are best
developed collegially: you don’t need to have
everything in place before you call the first

meeting, though you may find yourself in a kind of
teaching/hosting role for a while as the group
realizes it needs to learn more about circle so that
leadership can rotate and responsibility can be
shared.

Building continuity

Designing a circle structure that meets your
needs, works to fulfill intention, and feels
comfortable for participants will free up creativity
and build trust in the process. Continuity answers
the questions: When and how will the circle
officially begin? What's on the agenda for the
evening (or for the life-cycle of the circle)? When
and how does the circle officially end?

One of the first collective duties of the circle is
to design its continuity by choosing the framing
devices that will organize circle activities. In most
circles, continuity consists of some of the following
elements:

Opening rituals or signals — ringing a bell,
lighting a candle, laying a circle of ribbon out on
the floor or tabletop, reciting poetry, meditating in
silence, or whatever inspires members.

A conversational pattern — checking in;
establishing agenda, focus, or topics of
conversation; deciding on tasks and actions; setting
arrangements to host the next meeting; checking
out.

Preserving group history — reading from and
adding to a logbook, arranging things in the center,
recording or scribing conversations that set group
course, or taking photographs of favorite moments.

Closing rituals or signals — singing, silence,
words of wisdom, blowing out the candle, or
whatever helps circle members know that the circle
has come to an end and that they can now interact
socially and depart.
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Setting time and agenda

Circles gather because someone says, “Let’s
meet here, on this day, at this time, until this time,
for the purpose of...”

Conversation and shared understanding about
time is essential: people need to know the scope of
commitment they are making. They need to know
that, if the circle evolves in a direction that doesn’t
fit their needs or interests, there will be a graceful
way for them to exit, or to enter as a newcomer.

Circles need intermediate exit points. Even
circles that hope to go on forever, like intentional
communities or committed friends, need time to
reconsider their agreements, air problems or
tensions, and have members recommit or leave
with the blessings of the group. When we
acknowledge that the circle itself has a kind of life
cycle — that it has a beginning, middle and end—
we are better able to respect each other and our
time together.

It’s very helpful to know how much hourly time
the circle will require in actual meetings, between
meeting commitments, and how many times the
circle is contracting to meet. The intention will
determine much of this timing. For example, “Let’s
meet every other Monday from 5 to 7 p.m. for a
total of eight times. Then let’s re-evaluate how the
project and process are going. The first meeting is
an introduction, and you may opt in or out at the
end of that session.”

Once the time commitment is in place, then the
group needs to address what happens after check-in
and before check-out. This is determined by the
nature of the group and its intention. A study group
has a conversation about whatever they are
studying; a book group discusses the book; a
family council offers up topics to be discussed
between parents and children. Agenda emerges
when needed.

For more information, see Chapter 4, “Rotating
Positions of Leadership in the Circle,” in The
Circle Way, A Leader in Every Chair.

In an informal circle, when agenda is not
needed, participants still come to rely on
established patterns of meeting: check-in, round of
insight gathering, topical conversation (using a
talking piece or open conversation), and checking
out, knowing the host and guardian will help hold
focus and timing. All these structures sustain
satisfaction with group process.

Roles in circle

Leadership in circle is embedded in the rim. This
means everyone sits at equal height and placement,
and participates with a sense of equality. And it’s
helpful to have someone who is holding the course
for the meeting, someone who is watching time and
subtle group needs, and someone who is recording
insights, decisions, and action commitments. These
roles, which often change as rotating leadership
and shared responsibility grow, are the host,
guardian, and scribe.

Host: The person who issues the invitation,
prepares the space where a circle conversation will
be held (setting the rim and center), helps define
the scope of conversation, and then participates in
it from a position of peer leadership.

Guardian: A volunteer who teams with the
host to help the circle stay centered and intentional.
Based on the fourth agreement, the bell rings twice:
once to stop the action — a few seconds of
observed pause — followed by a second bell that
signals return to interaction. The guardian then
speaks to the reason for pausing. Anyone can ask
the guardian to initiate a pause.

Scribe: A circle participant who agrees to
preserve insights and notes decisions and actions.
Sometimes, rather than a single scribe,
responsibility for harvesting the conversation is
shared by all participants. Scribing is optional and
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used more often in business or community
meetings than informally.

For more information, see Chapter 4, “Rotating
Positions of Leadership,” in The Circle Way, A
Leader in Every Chair.

The role of guardian

People are accustomed to being “facilitated” in
a meeting, so the role of host is not new; the same
is true of someone who is taking notes. However,
this role of a bell-ringer is often new. People may
resist it, and yet it is one of the most significant
contributions of The Circle Way process.

In partnership with the host, a “guardian” watches
over and helps safeguard the more subtle aspects of
group process. To employ this simple method of
guardianship, the circle needs to supply itself with
a small brass bell, chime, rattle, or rain stick — any
object that makes a pleasant and loud enough
sound to be heard during conversation. Usually
rotating on a meeting-by-meeting basis, one person
volunteers to serve as guardian and has the group’s
permission to intercede in group process for the
purpose of calling a pause. This pause reminds
participants to speak to the center, focus on the task
or topic at hand, or observe respectful practices.

Discussion may have become heated; the host
may be struggling to respond to questions;
someone holding the talking piece may not be
aware that he or she has rambled on; or someone
may share something that the group needs to sit
with respectfully before the next person speaks. At
these moments, the guardian signals for silence
using the agreed upon sound-maker, holds that
silence for 15 seconds or more, and when the group
is ready, releases the silence back into the pattern
of meeting.

Over and over again, we have found the
guardian to be central to The Circle Way,
particularly in those inevitable times when conflict
arises. Anyone may ask the guardian to ring the

bell at any time. This is one of the ways that
leadership rotates in a circle. One person holds the
responsibility of guardian, but others can be of
help.

Choosing forms of circle

There are three forms of circle: conversation,
talking piece, and silence. The three principles,
three practices, and careful attention to center are
essential in each form.

Conversation is the most common, informal
manner of talking together and can be a part of
circle gatherings. In conversation, people pick up
on what another is saying, react, interact,
brainstorm, agree and disagree, persuade, and
interject new ideas, thoughts, and opinions. The
energy of open dialogue stimulates the free flow of
ideas. There are times when conversation loosens
up circle process and times when circle works
better being slowed down a bit, allowed calmer
pacing and more contemplation. This is when a
talking piece is called for.

Talking piece circle is a more formal pattern of
meeting. As explained earlier, when employing a
talking piece, the authority to speak is passed from
person to person. One person at a time has the
floor, and the group listens attentively. The purpose
of talking piece circle is to gather information from
the whole group, to garner insight and show respect
for each person’s presence, to hear collective
wisdom, and to have a check-in about where
everyone is regarding a particular topic. You may
choose to hold this talking-piece circle as a way of
witnessing the stories each member carries, in
which each person speaks without reference to
what has been said by others, or you may use this
circle as a forum that builds thoughtfully on the
statements of others while adding new
contributions from each group member.

Silence has not usually been considered a form
of meeting in mainstream settings, but rather an
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experience of awkwardness when nobody is sure
what to say next. In circle, where the ultimate goal
is to understand the wholeness at the heart of the
experience, silence is an essential element. Silence
gives people spaciousness in group process to
listen to themselves, sometimes to access an inner
voice of wisdom, that, when shared, becomes the
catalyst that provides healing, shift, or insight for
the group. Silence is most often introduced in 15-
second pauses instituted by the guardian. As the
group realizes what 15 seconds can offer, people
often request longer pauses or the chance to sit for
a few minutes in silence with one another to attune
the group as folks enter from very different
experiences earlier in the day. Silence can allow the
acknowledgment of spiritual presence without
dogma. A five-minute silent circle can be an
effective centering tool before a longer talking-
piece circle. During this time, people can find a
state of composure that allows them to listen with
attention, speak with intention, and tend to the
wellbeing of the whole.

Keeping track of commitments

You may want to create and maintain a circle
logbook, which contains circle agreements, group
and individual commitments, task statements,
practicalities of meeting arrangements,
accountability, and even accounting. In the
logbook, members who enjoy the scribe role may
maintain a record of what is actually going on in
the circle and use it to revive memory and review
who agreed to do what. The logbook holds the
circle’s history. You may include formal sections to
track the ongoing work of the circle and informal
sections to keep track of the fun — photographs,
anecdotes, running jokes, as well as running
wisdom. This can be done on paper or
electronically. Chapter four in 7he Circle Way, A
Leader in Every Chair also contains a section on

meaningful “harvest” tools for recording the
experiences of a circle.

For example, among a circle of neighbors, the
logbook might track check-in stories (“Here’s
what’s happening with my remodeling plans this
month...”), informal community business, (“I
heard Bob was in the hospital, is there anything we
can do?”), and the accounting of their barter system
(“One mowed lawn equals one dinner on the
deck”).

A circle of people exploring conscious aging
might keep a logbook of suggested topics for the
coming months and a narrative of the insightful
gems that have been spoken in response to previous
topics. (For more information about circles devoted
to the subject of aging, see the Kindle booklet titled
The Circle Way for Proactive Aging: A Harvest of
JYears.)

Keeping the logbook is part of sharing
leadership. The convener for the next meeting will
probably carry the logbook and bring it to the next
session. Some circles have a basket that holds the
center objects, the logbook, and other symbols of
their particular circle. Whoever has the basket calls
the next meeting.

How to make decisions in circle

Circle is an embodied form of meeting: we
have to really show up for the conversations that
happen, and for the decisions that get made.
Everyone can see everyone else. Making decisions
in this environment is a courageous act of full
participation.

At its core, circle is a consensual process in
which participants take collective responsibility for
actions. It doesn’t require that everyone have the
same degree of enthusiasm for each action or
decision, and sometimes people may openly
disagree with an action, yet not so strongly that
they want to stall a decision.
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To get a sense of the readiness to make a
decision, The Circle Way advises a talking-piece
round, so that every voice is heard without
interruption, followed by a signal vote, which can
be paper ballot, but is most often a physical
gesture, so the “vote” is visible and dialogue can
continue. Most common, is a thumbs vote. Thumb
up means “I’m for it, ready to support and do it.”
Thumb sideways means “I have a question that
needs addressing or a comment I need to add
before I can decide.” Thumb down means “I’'m
against it. I don’t think this is the right way for us
to go.” If needed, more clarifying conversation
occurs, led by anyone with a sideways or down-
turned thumb. The down-turned thumb indicates
disapproval, but may not necessarily block action.
With further conversation, the person may actually
be saying, “I don’t support this action, but the
group may proceed if it chooses.” Those who
object may change their minds — or change the
minds of others in the group.

These are moments of insight and learning.
They take time. However, the decision made as a
result of this process is always stronger. There is a
story attached to the choice-point, (“Boy remember
how hard we worked to decide to ... And look
where we are now!”)

The power of check-out

You opened the circle with respect and have
imbued the conversation with collective energy,
good intention, excitement, nervousness, and
heartfelt sharing. /t’s important to close with a
check-out, to signal that the circle meeting is over.

A circle that has met for only a few hours
usually requires only a simple, short
acknowledgment. Perhaps a round that answers a
question such as: What are you taking with you
from our time together? What did you learn? What
was a highlight for you? At the end of a long
seminar or ongoing group, where circle energy has
deepened, the closing will naturally reflect the
intimacy that has developed.

As you enter this phase of the circle time, you
may want to revisit your understanding of what is
confidential and what may be shared, so that
members have a chance to speak briefly what they
learned, heard, appreciated, or are committed to
doing.

After this last round of speaking and listening,
you may want to designate the time, place, or host
for the next meeting. Then, blow out the candle,
offer a quote, poem, song, or brief silence. The
group will erupt into social time and you will all
notice a qualitative difference.

Creative responses
to difficulties

Trust the process

Group process is seldom noticed when it’s
functioning well, but it does get noticed when it’s
falling apart. Social discomfort and occasional
confusion are unavoidable and natural. For
example, in the usual course of conversation,
someone may misinterpret a statement or action or
challenge someone else’s statement or action. Two
members may be at odds with each other about
something outside the group. Silence may carry
tension instead of calm.

When there is tension in the group’s process,
you may have an impulse to jump in and smooth
out the silence or help things along. Let go of
control by remembering simply to “hold the
circle.” Allow a small vacuum of energy to exist, so
there is space for another person to make a helpful
comment, take responsibility, or call attention to
intention. In such moments, the pause called by the
guardian, or by any member who asks the guardian
to call a pause, is one of your most powerful tools.
Tension is a like a yellow light at an intersection: if
everyone tries to speed through, a crash is likely to
occur. But if everyone slows down, looks both
ways, assesses who/what needs to stop and who/
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what needs to proceed, the moment becomes a
successful teaching in the life of the circle.

If tension builds, it will be necessary for you
and others to do some reflection, gain clarity, and
hold a circle in which everyone can speak their
perspective — remembering to practice curiosity,
not judgment!

You can do a little journal writing with yourself
at home. Write your feelings or worries out on the
page, so you can read them and think things
through. If you decide to talk with another circle
member, respect confidentiality and don’t gossip.
Set up agreements for the conversation, be
straightforward, and be clear that you’re seeking to
understand your own part in what’s happening.
Speak in “I” statements.

All participants go through times of feeling
calm and relaxed about their involvement in a
circle; everyone goes through times of feeling
scared and vulnerable, uncomfortable in the middle
of group process and irritated by others who are
present. Everyone has the opportunity to be deeply
moved by the circle’s healing and to be aware of
being in the presence of synergy. (For more
information about improving group process, see the
companion booklet titled Understanding Shadow
and Projection in Circles and Groups.)

Real trust comes from going through the
bumpy, scary, risky and vulnerable aspects of
circling. A group doesn’t know its full strength
until it has faced a problem, resolved a conflict, or
gotten several members through a crisis. The circle
that has lost its innocence and come through crisis
with respect for each other and the process is a
circle of matured stability.

For more information, see Chapter 8,
“Activating and Responding in a Social Container,”
and Chapter 9, “Why Circle Takes Us to the
Shadow” in The Circle Way, A Leader in Every
Chair.

Restate intention

Working to understand, articulate, and clarify
intention is the step most commonly ignored in
circles. In the sweetness of a new circle, common
intention may be assumed. In the disruption phase,
lack of common intention is exposed. Reworking
intention can save a circle that’s floundering or
help groups understand why things fail to work.
Putting the original intention into the center and
questioning if that is still meaningful, still the
rallying point of the group, is a great way to talk
about a build-up of tension without focusing on
personalities: getting clear, again, as a collective
activity, can be energizing and soothing.

Questions that can help

a circle get back on track

When people are anxious, or the circle is in
difficulty, it’s helpful to reframe the problem: don’t
focus on individual behavior; look at overall
process. Ask these questions:

® Does this circle have a clearly negotiated
and agreed-upon intent?

e What is this intent? Do we remember? Are
we keeping it in mind?

® What are the group agreements? Do we
need to add or change an agreement?

e [fthe structures of The Circle Way are
being used, how come the circle is out of
balance?

e Do we trust that we will be supported if we
assume leadership and address concerns
and issues as they arise?

Is responsibility being shared?
Are we using guardianship in our circles?

® Do we support someone who is offering a
challenge or being challenged?

Do we call for silence? Use the pause?
What is coming forward for healing?

For more information, see Chapter 8§,
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“Activating and Responding in A Social Container”
in The Circle Way: A Leader in Every Chair.)
Because it encourages autonomy and shares

authority, circling is an extremely complex
social form, delicate and sturdy at the same
time. There is so much going on in the moment:
our senses, intuition, intellect, and emotions are
all called to attention. When circling, group
process will fall apart and reform, fall apart and
reform. You will need to rebalance the circle
and mend the connections, learn your lessons,
and trust again.

Four stages of a circle’s life

A circle has a natural life span — four stages
that occur as the circle moves through time, and
that are mirrored in miniature the course of every
meeting.

Stage 1: Building trust

Creating a structure that every member can
count on and a history of respectful interaction
develops trust. Everything discussed so far in
sustaining circles builds trust.

Circles may meet weekly or once a year.
Between meetings, people have experiences that
impact how they are present to the group. At each
meeting, people need to greet each other again and
check in to re-establish trust. Depending on the
setting, this can be easy or hard.

Trust is also built by a track record of doing
tasks well, treating each other respectfully, solving
problems, holding focus, and moving forward to
carry out intent. People are energized by
accomplishing what they have agreed to do; they’re
energized by successful problem solving, conflict
resolution, defined focus, and action. People are
energized by each other’s stories and ability to
understand one another in renewed ways

Stage 2: Carrying out intent

Intent needs to be acknowledged on a meeting-
by-meeting basis. Deviation from intent needs to be
discussed and negotiated.

Carrying out intent is an exhilarating phase of
the circle’s life. Group process is carried along by
its own momentum. The circle’s experience of
success is a combination of the respect with which
you treat each other and the accomplishment of
tangible, concrete, and measurable goals. While
carrying out intent, a new set of questions arises:

e How will you know when your circle’s

overall intent has been met?

e What reasonable goal or outcome could you
establish for this meeting that will move
you toward meeting your circle’s overall
intent? (This is a good check-in question.)

® Does leadership and responsibility feel
balanced during this “work phase” of the
circle?

® Are your personal priorities and circle
priorities still aligned?

e Has your understanding changed? Has the
group’s understanding of itself changed?

® What’s exciting about all of this? What’s
making you tense?

Accomplishing intent brings with it stress,
excitement, celebration, and group cohesion. This
is the circle at its greatest triumph: working
collaboratively together, building a sense of
comradeship in the accomplishment of clearly
defined tasks.

Stage 3: Recommitting

Soon after accomplishing intent, there is often a
period of acknowledging that something has been
completed and an absence of direction: Now what?
Recommitting can be a vulnerable time in the
course of a circle meeting or in the lifespan of the
circle itself. The drive to fulfill purpose may still be
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running high, or there may be a letdown in energy
after an event has occurred or a goal has been
reached.

This is a time when some people may want to
leave the circle: their direction or priorities have
taken them elsewhere, they need to move on,
commitments have changed, personality clashes
have developed, or someone wants to start another
circle. This is a time when others may want to
define a new purpose and pursue the next
accomplishment. It’s helpful if each member can be
clear and not unduly influenced by others or by
their own nostalgic attachments to this circle.

Here are some questions for participants to
consider at this stage:

e What do you really want to do?

® What is your energy and time commitment

now?

® What will the circle do next time it gathers?

® Do you want to take on another task?

® Do you want to go? Do you want to stay?

Are there others who want to join?

However the circle proceeds — toward the next
meeting or toward the next cycle of commitment
— new intention needs to be set. Recommitting is a
literal process. It draws the circle back to reshape,
redirect, and restate its collective energy. This is a
time when people need to step forward again, take
on responsibilities, or shift their role and
relationship to the group. It’s a time for careful,
openhearted listening.

In circle, energy is an invisible, working
member of the group. When recommitting, pay
attention to this energy: notice it within and around
you. People may not talk about energy, but we all
experience this ineffable quality that holds a group
together or shakes a group’s confidence in itself.
(For more information about the role that energy
plays in a group, see the Kindle booklet
Understanding Energetics in Circles and Groups.)

Stage 4: Letting go

No matter how dynamic and successful a circle
is at continuing to find purpose, and no matter how
committed its members are, there will most likely
come a time to acknowledge the closing of the
cycle. There are circles that meet for a week —
such as seminars and annual gatherings. Others
meet for a few months — such as task forces and
planning groups. Some circles meet for years —
book clubs, social action or environmental groups,
circles of friends.

Letting go is a time of grief and celebration. A
dynamic circle is a significant presence in the life
of each member. Prepare for grief, expect it, talk
about it in circle, have the courage to say goodbye
in whatever ways fit you and the circle. In ordinary
settings, or during times of celebration, people may
forget that grief will also be present. Monitor
sudden impulses toward irritation or withdrawal
and ask yourself if grief is perhaps the real
emotion.

Whether it’s the end of one meeting or a long-
term experience, a bit of ceremony helps with
letting go and provides a way to handle emotions.
You will have developed bits of ceremony that
work for you: shared phrases, gestures, rituals or
signals that open and close the meetings. Leave-
taking needs to be acknowledged, so that everyone
knows when the meeting is over or when the circle
is complete.

If the circle itself is ending, there are practical
details and agreements that help balance the heart
energy.

e What conversation do we need to have to

honor the group?

e What do we want to do with the artifacts
created: the logbook, the center objects, and
other tangible records of our experience?

e What agreements of confidentiality do we
still want observed?
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® How does each member respect the learning
process here?

® [s there a ritual for closing that we want to
design?

® What are the friendships, or potential
friendships, we’ve discovered, and what
arrangements do we want to make for
meeting outside the circle?

A spark is lit. A fire ignites. People gather
round and inspire each other with ideas, surprise
each other with creativity and wisdom. They do
things together that are based on these deep
conversations and what they are learning about
their own empowerment. Good things happen—
inside and out. The flames flicker. There is no more
kindling. The embers glow. The center is still
warm. We carefully douse the ashes, turn our
backs, and walk on, together and apart.

And so it has always been.

There is a grief that comes from fulfillment,
just as there is a grief that comes from loss. Be
prepared to be both sad and joyous. You have a
new life skill: you know how to call and hold a
circle.

What intention will you call a circle for next?

About this booklet

This guide is one of several booklets that
introduces or expounds on specific applications and
aspects of The Circle Way. The other booklets in
this series are:

® Understanding Energetics in Circles and

Groups by Cheryl Conklin and Ann Linnea
® Understanding Shadow and Projection in
Circles and Groups by Meredith Jordan and
Christina Baldwin
® The Circle Way for Proactive Aging: A
Harvest of Years by Cynthia Trenshaw

® The Circle Way for Nursing Leadership: A
Model for Conversation and Shared

Leadership in the Workplace by Pamela
Austin Thompson and Christina Baldwin

® The Circle Way for Communities of Faith:
Ivy Thomas

The complete vision and model of The Circle
Way is presented in:
® Calling the Circle, the First and Future
Culture by Christina Baldwin

® The Circle Way, A Leader in Every Chair by
Christina Baldwin and Ann Linnea
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About the authors

Christina Baldwin

For forty years, Christina has been fascinated
with the ways that narrative shapes life. Her books
are an exploration of belief in the power of
language. They include two classics in the field of
journal writing, as well as her seminal work,
Storycatcher, Making Sense of Our Lives through
the Power and Practice of Story. Christina also
articulated circle process in Calling the Circle, the
First and Future Culture, and The Circle Way, A
Leader in Every Chair, which she co-authored with
Ann Linnea.

Baldwin lives on an island near Seattle,
Washington. After years of extensive travel to
lecture, teach, and call people into conversations of
heart, purpose, and activism, she is focusing more
of those energies within her own community. She
continues to teach her classic seminar, The Self as
the Source of the Story, and to focus on her own
writing projects. She can be reached through

PeerSpirit.com.

Ann Linnea

Ann Linnea is a life-long naturalist and
wilderness guide. As co-founder of The Circle Way,
she led the related outdoor adventure programs and
has also been an indoor guide of circle practice.
Ann co-authored an award-winning book that
teaches environmental appreciation to children.
(Teaching Kids to Love the Earth). After a 65-day
paddle around the circumference of Lake Superior,
she wrote a deeply moving memoir of the journey
titled Deep Water Passage, a Spiritual Journey at
Midlife. In 2010, she co-authored The Circle Way:
A Leader in Every Chair with Christina Baldwin.
That year, her full-color Keepers of the Trees: A
Guide to Re-Greening North America was also
published.

She makes her home on an island in Puget
Sound where she focuses her energies on
environmental activism, nurturing the next
generations of earth stewards, and being a “nature
granny” to her grandchildren. She can be reached

through PeerSpirit.com.
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Origins of The Circle Way

Circle process is often referred to as the
foundational pattern supporting emerging forms of
dialogue. In our need to remember and reattach to
this quality of listening and speaking and
collaborative action, several modern lineages of
circle practice are being carried at this time, in
addition to the indigenous heritage that has
survived around the world.

The Circle Way was conceptualized by
Christina Baldwin and Ann Linnea, who offer this
body of work as a gift to many cultures, with hopes
that it will come to represent a standard of conduct
inside which people may trust that certain
guidelines and principles are understood and
applied. They coined the word “PeerSpirit” as the
name of their educational company and the original
name of their circle methodology. In 2010, with the
publication of their book, 7he Circle Way. A Leader
in Every Chair, the movement expanded globally
and was rebranded as The Circle Way.

Circling is a growing revival and many
similarities exist in how people are bringing it back
into mainstream culture. Within the generic
language used to reintroduce the circle, The Circle

Way offers specific contributions that we hope, as a
matter of courtesy, will be referenced and credited.
These contributions include the:
e Components of circle (and the components
wheel that illustrates them)
® Three principles of circle
® Three practices of circle
e Agreements of circling, when they are used
verbatim
® Description of this modality as “The Circle
Way”
e Use and practice of a rotating guardian

More information

The Circle Way is a movement dedicated to re-
introducing and supporting the use of circle in a
global culture of conversation. We believe that by
rotating leadership, sharing responsibility, and
attending to the spirit of shared intention, small
groups of ordinary people can align themselves
with social awareness, spiritual values, and
responsiveness to the pressing needs of the earth,
its people, and its creatures.

Facilitators, trainers, and colleagues offer a
variety of seminars and consulting services in The
Circle Way. For more information about these
services, visit our website: thecircleway.net
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ZOOM Links

GENERAL:

https://zoom.us/rec/play/6Zx8f-j7gDw3GNeQswSDAPJ-
W9S4J6qgshiYfafcNyk20WyYIHNFChb7pHZuCIKrDVR76R1BxgtMF4txaS?continueMode=true

https://support.zoom.us/hc/en-us/articles/206618765-Zoom-Video-Tutorials

Invite people to the meeting:

https://support.zoom.us/hc/en-us/articles/201362183-How-do-I-invite-others-to-join-a-meeting-

Updates

https://support.zoom.us/hc/en-us/search?utf8=%E2%9C%93&query=Updates

Accounts:

https://support.zoom.us/hc/en-us/categories/201137176

Integrating with Dropbox, outlook, chrome, firefox, skype, gamily, etc.

https://support.zoom.us/hc/en-us/categories/200108426

SPECIAL FEATURES:

Closed captioning:

https://support.zoom.us/hc/en-us/articles/207279736-Getting-started-with-closed-captioning

Break out rooms:

https://support.zoom.us/hc/en-us/articles/206476093-Getting-Started-with-Breakout-Rooms

https://support.zoom.us/hc/en-us/articles/206476313-Managing-Breakout-Rooms

https://support.zoom.us/hc/en-us/articles/360032752671-Pre-assigning-participants-to-breakout-
rooms

https://support.zoom.us/hc/en-us/articles/115005769646-Participating-in-Breakout-Rooms

Whiteboard:

https://support.zoom.us/hc/en-us/articles/205677665-Sharing-a-whiteboard

Chatrooms:

https://support.zoom.us/hc/en-us/articles/115004809306-Controlling-and-Disabling-In-Meeting-Chat

https://support.zoom.us/hc/en-us/articles/360021806951-Using-your-Personal-Chat-Space

https://support.zoom.us/hc/en-us/articles/203650445-In-Meeting-Chat
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https://support.zoom.us/hc/en-us/articles/200912909-Getting-Started-With-Channels-Group-
Messaging-

https://support.zoom.us/hc/en-us/articles/115005516426-Storing-Chat-Message-History

Polling:

https://support.zoom.us/hc/en-us/articles/213756303-Polling-for-Meetings

Host user type must be Licensed

Windows Desktop Client Version 3.5.63382.0829 or higher

Mac Desktop Client Version 3.5.63439.0829 or higher

Linux Desktop Client version 2.0.70790.1031 or higher

The meeting must be either a scheduled meeting, or an instant meeting using your Personal
Meeting ID

Virtual background:

https://support.zoom.us/hc/en-us/articles/210707503-Virtual-Background

Gallery view display:

https://support.zoom.us/hc/en-us/articles/360000005883-Displaying-participants-in-gallery-view
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Becoming the Leader You'd Like to Follow: 3 Results of Using Applied
Improv as a Leadership Practice

Becoming an effective leader is a challenging process, even in the best of
times. Trying to map a success route from the myriad overlapping or
contradictory leadership theories is like being on a journey where your GPS
changes routes every few miles.

Instead of looking outward for the holy grail of effective leadership, look inward.
Seek to understand what attributes you’d look for in a leader that you would
willingly follow and then develop those qualities. “Applied Improv,” incorporating
Improv theater principles into your leadership persona, is an effective way to
become that leader that others want to follow because the application of the
skills that make Improv theater folks successful are essentially leadership
skills. Here’s how 3 leadership qualities are enhanced through Applied Improv:
Earned Status, Approach-ability and Self-Awareness.

EARNED STATUS

Early in my leadership programs, | invite a volunteer to come up and partner
with me in demonstrating an Improv game. I've set the stage by assuring the
participants that only volunteers will be called on. No one will be forced, tricked
or shamed into volunteering. I've also made it clear that the activity is not timed
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SO no time pressure, it's very simple to play, it's impossible to fail and the
volunteer and | are to be a team so we will work together.

Generally, there are few takers. Most of the audience waits for someone else to
raise their hand and step up. Eventually, someone does volunteer and ask
those who hadn’t volunteered to share what their thinking was. What kept their
hands from going up? The reasons are varied. Among the most common
answers are: “| don’t want to look foolish,” | don’t know what the game is

about,” “I don’t like to be first”, “I'm tired” and “| was taught never to volunteer.’
Very reasonable responses!

Then, | ask the people sitting in the audience how they feel now that someone
had volunteered. Most of the comments are about how relieved they are, how
relaxed they feel, and how grateful they were to the volunteer for stepping up.
In other words, the person who stepped up had the power, through his or her
action, to transform the emotional climate for the whole group. The volunteer
thereby gains a very high status in the group. A status gained, not necessarily
by a conscious effort to be liked, but by a desire to volunteer to participate, for
whatever personal reason.

Improv Theater Principle to Note: Step into the unknown with a confidence in
self, a comfort with uncertainty and a trust in the process that defines the
activity. Know that many things are possible; not everything will work.

Applied Improv Impact on Leadership: Show up and be present when there
is insecurity. The status of a leader is assessed not so much by what he/she
does, as how what she/he does impacts followers’ emotions.

APPROACH-ABILITY

The Improv theory mostly widely known in the non-theatrical world is “Yes,
and.” The two words encapsulate the two-stage fundamental practice of Improv.
First, accept what you are given without question, hesitation or judgment. That
is the “Yes.” The “And” means you build on what you accepted and move it
along. This stripped down process is what makes Improv seem so fast and
creative. It's not that the performers are thinking fast and being funny. It's that
they act quickly and the humor arises from the results of the actions.

Without the options to judge, adjust, rearrange or question what they are given,
all they need do is contribute their piece of the process and let go of anything
else. It may seem like magic to the audience but to the magician, it's not magic.
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For leaders, “Yes, and” is a powerful and productive alternative to the more
common “Yes, but.” In a dialogue, especially one that is contentious or
otherwise emotionally- driven, “Yes, but” is a zero sum game. One person is
right, others are wrong.

“Yes, and’ allows you to understand and demonstrate the difference between
acceptance of another’s point of view and agreement with that perspective. You
may not see eye to eye with that other person; you may have a serious problem
with them personally. Yet, as a leader, you need to know what others are
thinking and have them tell their truth to you. Disagreement is possible using
Yes, and”. There is a subtle, yet powerful emotional difference between, “yes,
you think this way but | think that way” and “yes, you think this way and | think
that way.” The second option keeps the door open for further exploration of
where the differences originate.

A simple way to incorporate the “yes, and” skill into daily communication is to
1)listen to what is said, 2)indicate acceptance by using the word “yes,” or a
similar signal that you heard, 3) paraphrase what the other person said so they
know you heard them, and 4) add whatever is true for you about the
conversation.

Improv Theater Principle to Note: Deal with things as they are, rather than as
how you'd like them to be. Separate "acceptance” from "agreement." Resist the
urge in the moment to assess the value or applicability of the offer.

Applied Improv Impact on Leadership: You are approachable by all
because they know they will be heard, even if you do not agree with them. You
can disagree without becoming disagreeable or off-putting.

SELF-AWARENESS

During a recap of a 6-person team activity, | asked the members for an
assessment of their performance during the process. A woman replied, ‘I
wasn’t a very good teammate because | took too long to come up with a
suggestion when it came to be my turn.” | reminded her that there was no time
limit in the game. Her response was, “I heard you but | didn’t believe you.
Nothing in my life has no time pressure to it.” Then | heard her gasp and she
said, “Oh my goodness! Now | understand why my direct reports get so
nervous when | enter the room.”
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She was able to see that her behavior in the Improv game mirrored her conduct
in her life. She became aware that she carried a sense of urgency with her,
even when it was not called for or helpful. She understood that the way she
played the game was the way she was in real-life situations with similar
emotional content.

When you watch yourself play in a pressure- filled situation, whether in an
Improv setting or elsewhere, you see the “real you.” The reflection you see is
the same person others see and encounter when you enter their world.
Observing which behaviors, instincts and attitudes serve you and which don't,
is a big step toward self-awareness. Being self-aware allows you to work on
accentuating the positive traits and minimizing the negative ones.

Improv Theater Principle to Note: When it's your turn to contribute, you have
absolute control over what you say or do.

Applied Improv Impact on Leadership: Becoming a compassionate observer
of your “play” habits and any subsequent behavior adjustments changes your
relationships. You become more transparent because of your greater
acceptance of your own self and your willingness to model changing behavior.

Game to Play:
"What Are You Doing?"

Objective: To quickly respond to verbal cues without allowing physical cues to
distract. Player 2 must differentiate what Player 1 is saying from what they are
doing.

# Players: Any number in duos

Time Needed: 3-10 minutes

Process/ Directions: Player 1 begins by miming a physical activity while
Player 2 observes the behavior. After a few seconds of observation, Player 2
asks Player 1, “What are you doing?” Player 1 answers with anything that is
NOT what they are actually miming.

For example, Player 1 mimes brushing their teeth. Player 2 asks, “What are you
doing?” Player 1 answers, “Reading a book.” Player 2 immediately mimes
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book-reading by holding up their hands as if they were holding a book or
perhaps mimes turning pages. Player 1 asks, “what are you doing?” Player 2
answers anything but “reading a book." Player 1 must then mime what Player 2
said.

Round continues until either player mimes what was done rather than what was
said; takes too long to respond; repeats an action that has already been offered
or any other restrictions group decides on.

Hint: No need to think of a “best answer” when asked “what are you doing.”
The fun is in watching players recreate the actions to be mimed, especially
when they are challenging.

Variations: As a whole group activity, make it an elimination game so anyone
who repeats, stumbles, or pauses too long is out, and another player takes
his/her place.

Can Be Done in an Online Meeting? Yes. Demo with a volunteer to entire
group. Use breakouts to break into duos.

Send an email to izzy@izzyg.com with the word "GAMES" as the subject. I'll send you 3

FREE games with instructions on how and when to use them.

Photo by William White on Unsplash

I’'m proud to say that I've authored 3 courses on LinkedIn Learning: Leading with Applied
Improv”, “Humor in the Workplace” and “Building Your Team."

If you don't already have access to LinkedIn Learning or Lynda.com, go to
https://izzyg.com/learning-opportunities/ to learn how to:

1. Take a month to try any of LinkedIn Learning's 13,000 courses for FREE.
2. Buy ANY course you want (including my 3 courses).Keep it FOREVER. View it as
OFTEN as you'd like.

Parting Thoughts....
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Mindfulness meditation. Chances are that you've either heard or seen (or rolled your eyes at) these
words in recent months, as studies, celebrity endorsements, and even apps continue to make headlines.
Based on Buddhist traditions and described as "the non-judgmental awareness of experiences in the
present moment" -- a skill which claims to offer inner equanimity once purposefully honed -

- mindfulness meditation is having a moment in the West.

Its lessons are those trite, self-righteous sayings we grow up hearing precisely when we don't want to:
Things are only as good as you make them out to be. Face your fears. Be in the moment. Try looking
at it another way. They are the aphoristic phrases we find inside fortune cookies or on the tags of Yogi
tea bags that seem to have no feasible application when it comes to the mess of real life. As they say:
Easier said than done.

And yet, people are doing it. Millions of them, whether as part of a medical treatment, in group classes,
or alone in the privacy of their homes. But like with regular juicing or weekly acupuncture
appointments, the question isn't whether beneficial physiological change is possible, but rather, how far
can such change go to help us?

It goes without saying that some time to ourselves, quietly sitting and slowly breathing, will prove to
calm us down after a stressful day, but when it comes to life's most mentally taxing episodes -- death,
disaster, disease -- how much good can mindfulness meditation really do?

KK*
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Gary is 42 and a recovered addict. He was raised a Jehovah's Witness until he left the religion at
eighteen. Newly apostatized, Gary became reactionary. He thought, If I can't be one of them then I am
going to be the worst me possible. He grew his hair long and covered his body in tattoos. He began
drinking, and partying, and dosing himself with drugs. He was trying to fill what felt like a great big
hole in his chest, and he tried for nearly twenty years.

Gary eventually hit rock bottom as many addicts do. He hit it suddenly, driving a desert highway home
to L.A. and his wife and children, after a substance-fueled weekend in Las Vegas. In those sober,
vagrant hours he realized he had to stop -- only he didn't know how.

As an atheist he wanted nothing to do with Alcoholics Anonymous or any form of rehabilitation
involving a higher power. What he needed was a way to depend on himself. He experimented with
various secular groups, but he says it wasn't until he found a Buddhist meditation center and began
"sitting" that "everything started coming together."

In a practical sense, "sitting" is really all there is to the meditation aspect of mindfulness meditation.
For anywhere from fifteen minutes to an hour (or more) each day, whether alone or with a group, you
sit in a quiet place with your eyes closed, focusing on your breath as it moves in and out. Your mind will
inevitably wander, which is where the mindfulness aspect comes in. Instead of growing frustrated with
your lack of focus or getting caught up in the web of your thoughts, you train yourself to observe the
thought or emotion with acceptance and curiosity, and to calmly bring your focus back to the breath.

Such an activity seems impossibly simple and non-invasive for its various purported benefits, but
according to Dr. Katherine MacLean, a psychologist at the Johns Hopkins University School of Medicine
(who both studies and practices mindfulness meditation), a neurological understanding can lend some
clarity. In fact, if you strip it of its religio- historical context, mindfulness meditation is essentially
cognitive fitness with a humanist face.

As Dr. MacLean understands it: "It's a way to become familiar with your own mind."

There are different forms of mediation practice -- among them Transcendental Meditation or "TM" (a
Hollywood-approved technique heralded by David Lynch), Qigoing (a Chinese form of "energy
healing"), and even yoga -- all of which carry their own array of benefits; however mindfulness
meditation is one of the more widely used, and most heavily researched methods.

Two years ago researchers at Justus Liebig-University in Giessen, Germany and Harvard Medical
School integrated decades of existing research into a comprehensive conjectural report, which explains
the various neurological and conceptual processes through which mindfulness mediation works (and
which recent studies have continued to affirm.)

The report suggests that mindfulness meditation operates through a combination of several distinct
mechanisms: attention regulation, body awareness, emotion regulation, and a change in perspective on
the self. Each component is believed to assist us in various aspects of our lives, and when functioning
together, the cumulative process claims to lend an enhanced capacity for "self-regulation" -- the ability
to control our own "thought, affect, behavior, or attention" (The loss of which has been cited as the
cause of much psychological distress and suffering).

In other words, the researchers suggest that the practice allows us to develop a stronger command
over the machinery of the mind, a dexterity which, according to a study released this week, stays with
you long after you finish meditating.

K **
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"Mindfulness meditation is not a nice little thing," Gary says adamantly. "It's not like frosting on a
cupcake. This is a major major transformation."

Burly and tattooed from head to toe, Gary soon found himself sitting amongst a crowd of hippies and
elderly people on a retreat in a remote area of California.

He had begun meditating daily, and through this, he says he was able to more closely observe the
movements and patterns of his own thoughts. He realized that he was heavy with "trauma, and anger,
and fear, and resentment," painful emotions his mind had tried its best to push away. With this, he
began to see his addiction had only been a means of distraction, "a way to escape whatever emotion was
arising that [he] absolutely could not handle." He realized that for the duration of his adult life, his own
mind had been lying to him.

In meditation terms, he had become aware.

According to the Justus Liebig- Harvard report, awareness (the source of both attention regulation and
body awareness) is the foundation of mindfulness practice. Commonly described as being "in the
present"” or "in the moment," these first two mechanisms consist of learning to focus on immediate
internal (physiological, emotional) and external (environmental) stimuli.

Through attention regulation we can begin to "focus [our] attention for an extended period of time" and
heighten our potential for "conflict monitoring," the ability to stay focused on the immediate experience,
even as thoughts and judgments attempt to distract. This particular aspect of mindfulness training has
been widely discussed in the media, after a study showed that the practice can boost student test

scores.

Bodily awareness is then believed to build on this component, by teaching us to pay attention not only
to our surroundings, but to the thoughts and bodily sensations (such as tension in the solar plexus) that
occur in response. What develops is a keen sense of internal and external perception, which Dr.
MacLean describes as a kind of clarity of consciousness: "You begin to see things for what they are
rather than your virtual reality of what you want them to be."

With this understanding Gary found that he was able to directly address the issues at hand, rather than
their symptoms. Instead of continuing to use "hedonism and decadence" to distract himself, he believes
mindfulness practice gave him the strength and patience to simply sit with his suffering -- to feel its
depth, to let all of hit him "like a ton of bricks."

Only then, he says, could he begin to let it go.
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For most of us, letting go isn't the mind's preferred way of processing.

Deb was diagnosed at thirty-six. She is a mother of two. Her face is bright, her hair a happy blonde, her
voice is soft and girlish. Three years ago Deb was healthy. She went to the dentist every six months
because that is what healthy people do. Still, Deb got breast cancer. It was Stage IIT and scattered like a
rainbow across her chest.

Upon hearing of her diagnosis, Deb was thrown into a flux of countermeasures and treatments, and she
tried her best to maintain control. She entered her doctor's office with her hair pulled back and a
notebook out and said, "I'm going to look at this like my full-time job. What do I need to do to cure
this?"

As the mother of two young girls "filled with this maternal impulse that you have to protect them from
everything," she desperately latched onto a delusion of control. What she got instead was panic and
anxiety.

After being introduced to mindfulness meditation as part of her treatment at Duke Integrative
Medicine, Deb soon began practicing regularly. She began observing the pitch of her pains and fears,
and realized how much they exhausted her. She recognized that cancer wasn't just something to be
cured, but it was also something she had to heal from, and that meant learning how to be at peace.

Any form of tranquility sounds like an impossible objective when you have an infant and a vivacious
toddler running around the house, let alone a debilitating disease -- but Deb believes that this was the
gift that mindfulness meditation gave her.

A change in perception, from a moment of panic to one of peace, is the achievement of what the Justus
Liebig-Harvard report calls "emotion regulation." This component of the practice suggests that by
building on our renewed strength of awareness, we are able to train ourselves to observe our thoughts
forming during a particular event, to accept it without reactive judgment ("This is good" or "This is
bad"), and to feel ourselves be affected by it, while refraining from our habitual response (i.e. terror,
hyperventilating, anger, or throwing a punch).

As the leading Buddhist teacher Jack Kornfield understands it, we learn to alter the relationship
between our consciousness and our experience.
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Or as Dr. Maclean characterizes it, we submit ourselves to a situation of "exposure," which we "prolong
until the scary things aren't so scary anymore."

It's like Fear Factor for the mind, a contest few of us likely have any interest in entering upon first
thought. The authors of the Justus Liebig- Harvard report recognize that "people who are new to
meditation often initially find this process counterintuitive," but many find that the feelings of
unpleasantness eventually dissipate, leading to either a situation of reappraisal (seeing something in a
new light) or extinction (getting rid of our habitual response all together).

For Deb, "It meant taking a thought of anger or fear, and 'dropping it like a boulder.™ It meant learning
how to stop living her life "in earnest and clawing for each day, but just to take it in."

It meant being able to sit back and be in a moment without the fear of losing it.

Three years cancer-free, the practice is still with her. "Ultimately what meditation has taught me is
that my thoughts are not who I am. It's interesting to hold them up and to look at them, but I only have
to hold onto those that serve me. I can let go of all the things that would put me right back on the
hamster wheel. "

* %%

The disassociation between our thoughts and our identity is the final mechanism through which

mindfulness meditation is said to function (one which is believed to become more apparent the deeper
in practice we become). In a culture that continually emphasizes the cultivation of the self, this may be
the most profound lesson that mindfulness meditation has to offer, and certainly the most bewildering.

According to the Justus Liebig- University and Harvard Medical School report, upon achieving a strong
sense of internal awareness and the ability to "observe our mental processes with increasing clarity,"
we begin to see the self as something that is continually arising, rather than fixed. Dr. MacLean
describes it as a continuum of the letting go process we experience while observing our emotional
responses. "Eventually all you have to let go of is this sense of a fixed identity ... And then you can begin
to deconstruct the self."

But why, exactly, would anyone want to do such a thing? It sounds abstract, overly existential,
disorienting, and frankly terrifying. But, as Dr. MacLean stresses, it sounds more severe as a concept
than it is in practice. Once understood, she says, it can eventually become remarkably useful, and in
many cases, incredibly comforting.

By beginning to understand identity as impermanent, "there isn't this sense that you have to defend
yourself anymore," she says. It's an act of "decentering," allowing us to expel the attachment and
hostility that arises when we perceive our inner-selves to be static. This then "burns up the fuel which
runs our repetitive habits," ultimately giving way to a more transitory understanding of existence.
From there, she says, we can begin to develop a greater sense of compassion and a more genuine way of
being.

Dr. MacLean started practicing mindfulness meditation nearly a decade ago as a neuroscience
undergraduate at Dartmouth. When she continued her studies at UC Davis, she began working on the
Shamatha Project, the largest and most extensive study of mindfulness meditation's effects on the
brain. It was there that she went on her first retreat (a week-long period of intensive daily meditation)
in order to more closely understand the experience her participants would go through. Soon after, she
began practicing regularly at home.

Still, Dr. MacLean found one fear exceptionally difficult to get past.
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She was afraid of death. She had panic attacks and premonitions on planes. If you were late or sick, she
would assume the worst.

But, through her meditation, Dr. Maclean eventually began to understand the source of the problem.
She realized that her deep-rooted anxiety had stemmed from something she had begun to feel during
her practice: that her long-standing sense of self was only an illusion. "It felt like reality had been pulled
out from under me," she says. But like Gary and Deb, she exposed herself to the fear until it gave way
to a sense of "clarity, lightness, compassion, and security."

In time, Dr. MacLean's fear was put to the test. Her younger sister was admitted to the hospital with a
metastatic form of cancer, and she was dying.

There are few things more horrifying in the scope of human life than the death sentence of a loved one,
but Dr. MacLean believes that mindfulness meditation allowed her to build up a kind of mental armor
that left her with a staggering level of equanimity. She had trained herself to "let go of this sense that
you are at the center of the universe and that the world is something set up for you."

So as she sat at the bedside of her dying sister over the next few weeks, Dr. MacLean felt prepared. "I
was able to be with her in space that for me felt very empty, and very clear, yet completely full of love,"
she says. "I didn't have much of my own baggage or my own expectations, so for the most part it kind
of felt like this very natural, easy thing."

She recognizes that "it's hard not to sound new agey or paranormal" when talking about deconstructing
the self, but she credits letting go of her fixed sense of identity and "artificial sense of the world" as the
thing that got her through:

"I don't think I could have dealt with my sister dying if I had not gone through a kind of dying process
myself."

This didn't mean she was immune from grieving, which she experienced "really quickly and intensely"
without judgment or boundaries, but that she was able to understand her bereavement as an event
that was happening to her in the present moment, which she could embrace fully, and then let go.

KK*

Related Story

There's More to Life Than Being Happy

"We have a couple of tools that have been at our disposal for thousands of years," Dr. MacLean told me
as we ended our interview. "One of them is meditation. And we will always have it. So if we can learn to
harness that power, what happens around us doesn't matter. It's the one tool we have that is a refuge."

The practice may have great potential, but its advocates are quick to note that it will only do for people
as much as they decide to put into it. As Gary, Deb, or Dr. MacLean will tell you, beating despair is no
easy feat. Like fitness of any sort, seeing benefit from meditation takes time, discipline, and dedication.
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More Praise for Humble Inquiry

“An invaluable guide for a consultant trying to understand and untan-
gle system and interpersonal knots. Written with a beguiling simplic-
ity and clarity, it is laden with wisdom and practicality.”

—Irvin Yalom, MD, Professor Emeritus of Psychiatry, Stanford
University

“The lessons contained in this deceptively simple book reach beyond
the author’s experience gained from a lifetime of consultation to or-
ganizations of all sizes and shapes. It provides life lessons for us all.
If, as a result of reading this book, you begin to practice the art of
humble asking, you will have taken an important step toward living
wisely.”

—Samuel Jay Keyser, Peter de Florez Professor Emeritus, MIT

“This book seriously challenges leaders to re-examine the emphasis

on task orientation and ‘telling’ subordinates how best to do their

jobs. Humble Inquiry increases organizational capacity to learn more

from cross-cultural teamwork, reduces stress, and increases organi-

zational engagement and productivity.”

—Jyotsna Sanzgiri, MBA, PhD, Professor, California School of
Professional Psychology, Alliant International University

“This book is particularly important for leaders who in these complex
times need advice and tools for building trust in their relationships
with subordinates individually or in teams.”
—Danica Purg, President, IEDC-Bled School of Management, Bled,
Slovenia

“This book is an exercise in inquiry by a recognized master of humble
insight.”

—Art Kleiner, Editor-in-Chief, Booz & Company/strategy +business

“Ed Schein has provided a new and thoughtful reframing of interper-
sonal dynamics through the notion of Humble Inquiry. This short
book is packed with insights as Schein rigorously explores the impact
of his ideas in his usually clear and readable style.”

—Michael Brimm, Professor of Organizational Behavior, INSEAD
Europe





“Humble Inquiry is an elegant treatment of how to go about building
and sustaining solid, trusting relationships in or out of the workplace.
A masterful take on a critical human skill too infrequently practiced.”
—John Van Maanen, Erwin Schell Professor of Management and

Professor of Organization Studies, MIT

“A fast read and full of insight! Considering the cultural, occupational,
generational, and gender communication barriers we face every day,
Humble Inquiry proposes a very practical, nonthreatening approach
to bridging those gaps and increasing the mutual understanding that
leads to operational excellence.”

—Rosa Antonia Carrillo, MSOD, safety leadership consultant

“A remarkably valuable guide for anyone interested in leading more
effectively and building strong relationships. Ed Schein presents vivid
examples grounded in a lifetime of experience as husband, father,
teacher, administrator, and consultant.”
—Robert B. McKersie, Professor Emeritus, Sloan School of
Management, MIT

“Ed Schein has an eye for bold yet subtle insights into the big picture
and a knack for writing about them clearly. Humble Inquiry—Ilike his
previous book Helping—shows that he is equally talented at bringing
fresh thinking to well-trodden ground.”

—Grady McGonagill, EdD, Principal, McGonagill Consulting

“What did | gain from reading Humble Inquiry? | became more aware
of the subtle but powerful ways we affect each other as we talk and
how the right kind of questions can dramatically improve the qual-
ity and efficiency of communication, with benefits that range from
increased patient safety and satisfaction to employee motivation and
morale to organizational performance. You can't afford to not know
about this.”

—Anthony Suchman, MD, MA, University of Rochester School of
Medicine and Dentistry

“With the world as his classroom, Ed Schein continues to guide us
through modern day chaos with the powerful behaviors of Helping
and Humble Inquiry. This is a must-read for anyone who truly wishes
to achieve important goals!”

—NMarjorie M. Godfrey, Codirector, The Dartmouth Institute for Health
Policy & Clinical Practice Microsystem Academy
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Introduction: Creating
Positive Relationships and
Effective Organizations

The motivation to write this book is personal and profes-
sional. On the personal level, I have never liked being told
things gratuitously, especially things I already know.

The other day I was admiring an unusual bunch of
mushrooms that had grown after a heavy rain when a
lady walking her dog chose to stop and tell me in a loud
voice, “Some of those are poisonous, you know.” I replied,
‘I know,” to which she added, “Some of them can kill you,
vou know.”

What struck me was how her need to tell not only
made it difficult to respond in a positive manner, but it
also offended me. I realized that her tone and her telling
approach prevented the building of a positive relationship
and made further communication awkward. Her motiva-
tion might have been to help me, yet I found it unhelpful
and wished that she had asked me a question, either at the
beginning or after I said ‘I know,” instead of trying to tell me
something more.

Why is it so important to learn to ask better ques-
tions that help to build positive relationships? Because in
an increasingly complex, interdependent, and culturally

diverse world, we cannot hope to understand and work
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with people from different occupational, professional, and
national cultures if we do not know how to ask questions
and build relationships that are based on mutual respect
and the recognition that others know things that we may
need to know in order to get a job done.

But not all questions are equivalent. I have come to
believe that we need to learn a particular form of question-
ing that I first called “Humble Inquiry” in my book on Helping
(2009), and that can be defined as follows:

Humble Inquiry is the fine art of drawing someone
out, of asking questions to which you do not already
know the answer, of building a relationship based on

curiosity and interest in the other person.

The professional motivation to explore Humble
Inquiry more extensively comes from the insights I have
gained over the past fifty years of consulting with vari-
ous kinds of organizations. Especially in the high hazard
industries in which the problems of safety are paramount,
I have learned that good relations and reliable communica-
tion across hierarchic boundaries are crucial. In airplane
crashes and chemical industry accidents, in the infrequent
but serious nuclear plant accidents, in the NASA Challenger
and Columbia disasters, and in the British Petroleum gulf
spill, a common finding is that lower-ranking employees
had information that would have prevented or lessened the
consequences of the accident, but either it was not passed
up to higher levels, or it was ignored, or it was overridden.
When I talk to senior managers, they always assure me that
they are open, that they want to hear from their subordi-
nates, and that they take the information seriously. However,
when I talk to the subordinates in those same organizations,

they tell me either they do not feel safe bringing bad news to
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their bosses or they've tried but never got any response or
even acknowledgment, so they concluded that their input
wasn't welcome and gave up. Shockingly often, they settled
for risky alternatives rather than upset their bosses with
potentially bad news.

When I look at what goes on in hospitals, in operating
rooms, and in the health care system generally, I find the
same problems of communication exist and that patients
frequently pay the price. Nurses and technicians do not feel
safe bringing negative information to doctors or correcting
a doctor who is about to make a mistake. Doctors will argue
that if the others were “professionals” they would speak up,
but in many a hospital the nurses will tell you that doctors
feel free to yell at nurses in a punishing way, which creates
a climate where nurses will certainly not speak up. Doctors
engage patients in one-way conversations in which they ask
only enough questions to make a diagnosis and sometimes
make misdiagnoses because they don't ask enough ques-
tions before they begin to tell patients what they should do.

It struck me that what is missing in all of these situa-
tions is a climate in which lower-level employees feel safe
to bring up issues that need to be addressed, information
that would reduce the likelihood of accidents, and, in health
care, mistakes that harm patients. How does one produce a
climate in which people will speak up, bring up information
that is safety related, and even correct superiors or those of
higher status when they are about to make a mistake?

The answer runs counter to some important aspects
of U.S. culture—we must become better at asking and do less
telling in a culture that overvalues telling. It has always both-
ered me how even ordinary conversations tend to be defined
by what we tell rather than by what we ask. Questions are

taken for granted rather than given a starring role in the
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human drama. Yet all my teaching and consulting experi-
ence has taught me that what builds a relationship, what
solves problems, what moves things forward is asking the
right questions. In particular, itis the higher-ranking leaders
who must learn the art of Humble Inquiry as a first step in
creating a climate of openness.

I learned early in my consulting that getting question-
ing right was more important than giving recommenda-
tions or advice and wrote about that in my books on Process
Consultation." 1 then realized that giving and receiving help
also worked best when the helper asked some questions
before giving advice or jumping in with solutions. So I wrote
about the importance of asking in my book Helping.*

I now realize that the issue of asking versus telling is
really a fundamental issue in human relations, and that it
applies to all of us all the time. What we choose to ask, when
we ask, what our underlying attitude is as we ask—all are
key to relationship building, to communication, and to task
performance.

Building relationships between humans is a complex
process. The mistakes we make in conversations and the
things we think we should have said after the conversation
is over all reflect our own confusion about the balancing of
asking and telling, and our automatic bias toward telling.
The missing ingredients in most conversations are curiosity
and willingness to ask questions to which we do not already
know the answer.

It is time to take a look at this form of questioning and
examine its role in a wide variety of situations, from ordi-
nary conversations to complex-task performances, such as
a surgical team performing an open-heart operation. In a
complex and interdependent world, more and more tasks

are like a seesaw or a relay race. We tout teamwork and use
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lots of different athletic analogies, but I chose the seesaw
and the relay race to make the point that often it is necessary
for everyone to do their part. For everyone to do their part
appropriately requires good communication; good commu-
nication requires building a trusting relationship; and build-
ing a trusting relationship requires Humble Inquiry.

This book is for the general reader, but it has special
significance for people in leadership roles because the art of
questioning becomes more difficult as status increases. Our
culture emphasizes that leaders must be wiser, set direc-
tion, and articulate values, all of which predisposes them to
tell rather than ask. Yet it is leaders who will need Humble
Inquiry most because complex interdependent tasks will
require building positive, trusting relationships with sub-
ordinates to facilitate good upward communication. And
without good upward communication, organizations can

be neither effective nor safe.

About this book

In this book I will first define and explain what I mean by
Humble Inquiry in Chapter 1. To fully understand humility,
it is helpful to differentiate three kinds of humility: 1) the
humility that we feel around elders and dignitaries; 2) the
humility that we feel in the presence of those who awe us
with their achievements; and 3) Here-and-now Humility,
which results from our being dependent from time to time
on someone else in order to accomplish a task that we are
committed to. This will strike some readers as academic
hairsplitting, but it is the recognition of this third type of
humility that is the key to Humble Inquiry and to the build-
ing of positive relationships.

To fully explain Humble Inquiry, Chapter 2 will pro-
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vide a number of short case examples, and Chapter 3 will
discuss how this form of questioning is different from other
kinds of questions that one may ask.

Chapter 4 will discuss why it is difficult to engage in
Humble Inquiry in the kind of task-oriented culture we live
in. I label this a “Culture of Do and Tell” and argue that not
only do we value telling more than asking, but we also value
doing more than relating and thereby reduce our capac-
ity and desire to form relationships. Chapter 5 argues that
the higher we are in status, the more difficult it becomes
to engage in Humble Inquiry while, at the same time, it
becomes more important for leaders to learn how to be
humble from time to time. Not only do norms and assump-
tions in our culture make Humble Inquiry difficult, but the
complexity of our human brain and the complexity of social
relationships also create some constraints and difficulties,
which I discuss in Chapter 6.

Finally, in Chapter 7, I provide some suggestions for
how we can increase our ability and desire to engage in

more Humble Inquiry.





Humble Inquiry

When conversations go wrong, when our best
advice is ignored, when we get upset with the advice that
others give us, when our subordinates fail to tell us things
that would improve matters or avoid pitfalls, when discus-
sions turn into arguments that end in stalemates and hurt
feelings—what went wrong and what could have been done
to get better outcomes?

A vivid example came from one of my executive stu-
dents in the MIT Sloan Program who was studying for his
important finance exam in his basement study. He had
explicitly instructed his six-year-old daughter not to inter-
rupt him. He was deep into his work when a knock on the
door announced the arrival of his daughter. He said sharply,
‘I thought I told you not to interrupt me.” The little girl burst
into tears and ran off. The next morning his wife berated
him for upsetting the daughter. He defended himself vigor-
ously until his wife interrupted and said, ‘I sent her down
to you to say goodnight and ask you if you wanted a cup of
coffee to help with your studying. Why did you yell at her
instead of asking her why she was there?”

How can we do better? The answer is simple, but its
implementation is not. We would have to do three things:
1) do less telling; 2) learn to do more asking in the particular

form of Humble Inquiry; and 3) do a better job of listening
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and acknowledging. Talking and listening have received
enormous attention via hundreds of books on commu-
nication. But the social art of asking a question has been
strangely neglected.

Yet what we ask and the particular form in which we
ask it—what I describe as Humble Inquiry—is ultimately the
basis for building trusting relationships, which facilitates
better communication and, thereby, ensures collaboration
where it is needed to get the job done.

Some tasks can be accomplished by each person doing
his or her own thing. If that is the case, building relation-
ships and improving communication may not matter. In the
team sports of basketball, soccer, and hockey, teamwork is
desirable but not essential. But when all the parties have to
do the right thing—when there is complete, simultaneous
interdependence, as in a seesaw or a relay race—then good

relationships and open communication become essential.

How Does Asking Build Relationships?

We all live in a culture of Tell and find it difficult to ask, espe-
cially to ask in a humble way. What is so wrong with tell-
ing? The short answer is a sociological one. Telling puts the
other person down. It implies that the other person does not
already know what I am telling and that the other person
ought to know it. Often when I am told something that I did
not ask about, I find that I already know that and wonder
why the person assumes that I don't. When I am told things
that I already know or have thought of, at the minimum I get
impatient, and at the maximum I get offended. The fact that
the other person says, ‘But I was only trying to help—you
might not have thought of it,” does not end up being helpful

or reassuring.
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On the other hand, asking temporarily empowers the
other person in the conversation and temporarily makes me
vulnerable. It implies that the other person knows some-
thing that I need to or want to know. It draws the other per-
son into the situation and into the driver’s seat; it enables the
other person to help or hurt me and, thereby, opens the door
to building a relationship. If I don't care about communicat-
ing or building a relationship with the other person, then
telling is fine. But if part of the goal of the conversation is to
improve communication and build a relationship, then tell-
ing is more risky than asking.

A conversation that leads to a relationship has to be
sociologically equitable and balanced. If I want to build a
relationship, I have to begin by investing something in it.
Humble Inquiry is investing by spending some of my atten-
tion up front. My question is conveying to the other per-
son, ‘I am prepared to listen to you and am making myself
vulnerable to you." I will get a return on my investment if
what the other person tells me is something that I did not
know before and needed to know. I will then appreciate
being told something new, and a relationship can begin to
develop through successive cycles of being told something
in response to asking.

Trust builds on my end because I have made myself
vulnerable, and the other person has not taken advantage
of me nor ignored me. Trust builds on the other person’s
end because I have shown an interest in and paid attention
to what I have been told. A conversation that builds a trust-
ing relationship is, therefore, an interactive process in which
each party invests and gets something of value in return.

All of this occurs within the cultural boundaries of
what is considered appropriate good manners and civility.

The participants exchange information and attention in suc-
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cessive cycles guided by each of their perceptions of the cul-
tural boundaries of what is appropriate to ask and tell about
in the given situation.

Why does this not occur routinely? Don’t we all know
how to ask questions? Of course we think we know how
to ask, but we fail to notice how often even our questions
are just another form of telling—rhetorical or just testing
whether what we think is right. We are biased toward telling
instead of asking because we live in a pragmatic, problem-
solving culture in which knowing things and telling others
what we know is valued. We also live in a structured society
in which building relationships is not as important as task
accomplishment, in which it is appropriate and expected
that the subordinate does more asking than telling, while
the boss does more telling that asking. Having to ask is a sign
of weakness or ignorance, so we avoid it as much as possible.

Yet there is growing evidence that many tasks get
accomplished better and more safely if team members and
especially bosses learn to build relationships through the
art of Humble Inquiry. This form of asking shows inter-
est in the other person, signals a willingness to listen, and,
thereby, temporarily empowers the other person. It implies
a temporary state of dependence on another and, therefore,
implies a kind of Here-and-now Humility, which must be dis-

tinguished from two other forms of humility.

Three Kinds of Humility

Humility, in the most general sense, refers to granting some-
one else a higher status than one claims for oneself. To be
humiliated means to be publicly deprived of one’s claimed
status, to lose face. It is unacceptable in all cultures to

humiliate another person, but the rules for what constitutes
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humiliation vary among cultures due to differences in how
status is granted. Therefore, to understand Humble Inquiry,
we need to distinguish three kinds of humility based on
three kinds of status:

1) Basic humility—In traditional societies where sta-
tus is ascribed by birth or social position, humility is not a
choice but a condition. One can accept it or resent it, but
one cannot arbitrarily change it. In most cultures the “upper
class’ is granted an intrinsic respect based on the status one
is born into. In Western democracies such as the United
States, we are in conflict about how humble to be in front
of someone who has been born into it rather than having
achieved it. But all cultures dictate the minimum amount of
respect required, or the expected politeness and acknowl-
edgment that adults owe each other. We all acknowledge
that as human beings we owe each other some basic respect
and should act with some measure of civility.

2) Optional humility—In societies where status is
achieved through one'’s accomplishments, we tend to feel
humble in the presence of people who have clearly achieved
more than we have, and we either admire or envy them.
This is optional because we have the choice whether or not
to put ourselves in the presence of others who would hum-
ble us with their achievements. We can avoid such feelings
of humility by the company we choose and who we choose
to compare ourselves to, our reference groups. When in the
presence of someone whose achievements we respect, we
generally know what the expected rules of deference and
demeanor are, but these can vary by occupational culture.
How to properly show respect for the Nobel Prize-winning
physicist or the Olympic Gold Medal-winner may require
some coaching by occupational insiders.

3) Here-and-now Humility—There is a third kind of
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humility that is crucial for the understanding of Humble
Inquiry. Here-and-now Humility is how I feel when I am
dependent on you. My status is inferior to yours at this
moment because you know something or can do something
that I need in order to accomplish some task or goal that I
have chosen. You have the power to help or hinder me in the
achievement of goals that I have chosen and have committed
to. I have to be humble because I am temporarily dependent
on you. Here I also have a choice. I can either not commit to
tasks that make me dependent on others, or I can deny the
dependency, avoid feeling humble, fail to get what I need,
and, thereby, fail to accomplish the task or unwittingly sabo-
tage it. Unfortunately people often would rather fail than to
admit their dependency on someone else.

This kind of humility is easy to see and feel when you
are the subordinate, the student, or the patient/client because
the situation you are in defines relative status. It is less vis-
ible in a team among peers, and it is often totally invisible to
the boss who may assume that the formal power granted by
the position itself will guarantee the performance of the sub-
ordinate. The boss may not perceive his or her dependency
on the subordinate, either because of incorrect assump-
tions about the nature of the task that is being performed or
because of incorrect assumptions about a subordinate’s level
of commitment to the particular job. The boss may assume
that if something is in the subordinate’s job description, it
will be done, and not notice the many ways in which subor-
dinates will withhold information or drift off what they have
been trained for. But, if  am a boss on a seesaw or in a relay
race in which everyone’s performance matters to getting the
job done at all, I am de facto dependent on the subordinate
whether I recognize it or not. Getting the seesaw to move

and passing the baton will work only if all the participants,
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regardless of formal status, recognize their dependence on
each other. It is in that situation where Humble Inquiry by all
the parties becomes most relevant, where the humility is not
based on a priori status gaps or differences in prior achieve-
ment, but on recognized here-and-now interdependence.

When you are dependent on someone to get a task
accomplished, it is essential that you build a relationship
with that person that will lead to open task-related com-
munication. Consider two possibilities. You are the boss in
the relay race. Telling the person to put out her or his left
hand so that you, who are right-handed, can easily pass the
baton, may or may not lead to effective passing. However, if
vou decide to engage in Humble Inquiry prior to the race,
you might ask your teammate’s preference for which hand to
use. You might then discover that the person has an injured
left hand that does not work as well, and it would be better
for you to pass with your left.

Shouldn’t the subordinate have mentioned that before
the race anyway? Not if in that culture for one person to
speak up directly to a person of higher status is taboo. If
the baton pass is an instrument a nurse passes to the sur-
geon, isn't it enough for the surgeon to tell the nurse what
she needs and expect a correct response? Ordinarily yes,
but what if the nurse is temporarily distracted by a beep
from monitoring equipment or confused because of a pos-
sible language problem or thinks it is the wrong instrument?
Should he not speak up and admit that he does not under-
stand, or are the cultural forces in the situation such that
he will guess and maybe make a costly mistake? If, in the
culture of that operating room, the doctors are gods and one
simply does not question or confront them, that nurse will
not speak up, even if there is potential harm to the patient.

My point is that in both of those examples, the boss and the





14 Humble Inquiry

doctor are de facto dependent on their subordinates and
must, therefore, recognize their Here-and-now Humility.
Failure to do so and failure to engage in Humble Inquiry to
build a relationship prior to the race or the operation itself
then leads to poor performance, potential harm, and feel-
ings of frustration all around.

When such situations occur within a given culture
where the rules of deference and demeanor are clear, there
is a chance that the parties will understand each other. But
when the team members in an interdependent task are more
multicultural, both the language and the set of behavioral
rules about how to deal with authority and trust may vary.
To make this clear, let’s look at a hypothetical multicultural
example from medicine, keeping in mind that the same
cultural forces would operate in a comparable example of
a task force in a business or in a curriculum committee in

a school.

THREE KINDS OF HUMILITY—
A SURGICAL TEAM EXAMPLE

Consider these three types of humility in the context of
a hypothetical British hospital operating room where a
complex operation is being performed. The surgeon is Dr.
Roderick Brown, the son of Lord Brown, who is a respected
senior surgeon and works with the Royal Family; the anes-
thesiologist is Dr. Yoshi Tanaka, recently arrived from Japan
on a residency fellowship; the surgical nurse is Amy Grant,
an American working in the United Kingdom because her
husband has a job there; and the surgical tech is Jack Swift,
who is from a lower-class section of London and has gone as
high as he is likely to go at the hospital.?

All the members of the team would feel some basic

humility with respect to the surgeon, Dr. Brown, except pos-
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sibly Amy, who does not particularly respect the British class
structure. Both Amy and Dr. Tanaka would feel optional
humility with respect to Dr. Brown because they can see how
talented Brown is with surgical tools. Jack is likely to feel
such optional humility with respect to all the others in the
room. What none of them may be sufficiently aware of is that
they are interdependent and will, therefore, have to experi-
ence Here-and-now Humility from time to time with respect
to each other.

Dr. Brown, the senior surgeon, may know implicitly,
but would not necessarily acknowledge openly, that he is
also dependent on the other three. A situation might well
arise where he needs information or something to be done
by the others in the room who have lower status than he.
In the context of the task to be done, situations will arise
where an occupationally higher-status person temporarily
has lower status by virtue of being dependent and, therefore,
should display Here-and-now Humility to ensure a better
performance and a safer outcome for the patient.

The higher-status person often denies or glosses this
kind of dependency by rationalizing that ‘I am, after all,
working with professionals.” That implies that they are all
competent, are committed to the superordinate goals of
healing the patient, and accept their roles and relative sta-
tus in the room. It implies that they don't feel humiliated
by having orders barked at them or having help demanded
of them. Their “professionalism’ also typically assumes
that they will not humiliate the person with higher sta-
tus by offering criticism or help unless asked. The burden
then falls on the higher-status person to ask for help and
to create the climate that gives permission for the help to

be given.





16 Humble Inquiry

Situational Trouble or Surprise. If things work smoothly,
there may be no issues around status and open commu-
nication. But what if something goes wrong or something
unexpected occurs? For example, if Dr. Tanaka is about to
make a major mistake on the anesthetics, and the nurse,
Amy, notices it, what should she do? Should she speak up?
And what are the consequences of her speaking up about it?
Being American, she might just blurt it out and risk that Dr.
Tanaka would, in fact, be humiliated by being corrected by a
lower-status nurse, a woman, and an American.

If the corrective comment was made by Dr. Brown,
it might be embarrassing, but would have been accepted
because the senior person can legitimately correct the junior
person. Dr. Tanaka might actually appreciate it. Jack might
have seen the potential error but would not feel licensed to
speak up at all. If Amy or the tech made the mistake, they
might get yelled at and thrown off the team because from
the point of view of the senior doctor, they could easily be
replaced by someone more competent.

What if Dr. Brown was about to make a mistake, would
anyone tell him? Dr. Tanaka has learned in his culture that
one never corrects a superior. This might go so far as to cover
up for a surgeon’s mistake in order to protect the face of the
superior and the profession. Amy would experience conflict
and might or might not speak up depending on how psycho-
logically safe she felt in the situation. That might be based
on what kind of history of communication and relationship
she had with Dr. Brown and other male surgeons in her past
career. She might not know whether Dr. Brown would be
humiliated by having a nurse offer a corrective comment or
question. And humiliation must be avoided in most cultures,
so it would be difficult for her to speak up unless she and Dr.

Brown had built a relationship in which she felt safe to do so.
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Jack would certainly not speak up but might later tell
terrible stories about Dr. Brown to his tech colleagues if the
operation went badly and the patient was harmed or died
unnecessarily. If this incident later led to an official inquiry,
Jack and Dr. Tanaka might be called as witnesses. They
might be asked what they had observed and would either
have to lie or, if they admitted that they saw the mistake,
might be criticized for not having done anything at the time.

All this would result from Dr. Brown (the leader) being
insensitive to the cultural rules around speaking up across
status boundaries and not doing anything to change those
rules within his surgical team. What is missing in this sce-
nario, and it is often missing in all kinds of complex inter-
dependent tasks, is a social mechanism that overrides the
barriers to communication across status lines where humil-
iation is a cultural possibility. To build this social mecha-
nism—a relationship that facilitates relevant, task-oriented,
open communication across status boundaries—requires
that leaders learn the art of Humble Inquiry. The most dif-
ficult part of this learning is for persons in the higher-status
position to become Here-and-now Humble, to realize that in
many situations they are de facto dependent on subordinates
and other lower-status team members.

This kind of humility is difficult to learn because in
achievement-oriented cultures where knowledge and the
display of it are admired, being Here-and-now Humble
implies loss of status. Yet this is precisely the kind of humility
that will increasingly be needed by leaders, managers, and
professionals of all sorts because they will find themselves
more and more in tasks where mutual interdependency is
the basic condition. That might at times require leaders to
ask their team, ‘Am I doing this correctly? Tell me if [ am

doing something wrong.” This is even harder to learn when
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some of the members of the team come from traditional cul-
tures in which arbitrary status lines must not be overridden
and where task failure is preferable to humiliation and loss
of face.

What would it take to get Dr. Tanaka, Amy, and even
Jack to confront Dr. Brown when he is about to make a mis-
take? Efforts to define common goals, require procedures
such as checklists, and standardize training are necessary
but not sufficient because, in a new and ambiguous situation,
team members will fall back on their own cultural rules and
do unpredictable things. A leader of any multicultural team
who really wanted to ensure open task-related communica-
tion would use Humble Inquiry to first build a relationship
with the others that would make them feel psychologically
safe and able to overcome the conflict they may experience
between their duties and their culturally and professionally

defined sense of deference.

What Is Inquiry?

Having defined what humility means in this analysis of
Humble Inquiry, we need next to ask what inquiry means.
Inquiry is also a complex concept. Questioning is both a
science and an art. Professional question askers such as
pollsters have done decades of research on how to ask a
question to get the kind of information they want. Effective
therapists, counselors, and consultants have refined the
art of questioning to a high degree. But most of us have not
considered how questions should be asked in the context
of daily life, ordinary conversations, and, most importantly,
task performance. When we add the issue of asking ques-
tions across cultural and status boundaries, things become

very muddy indeed.
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What we ask, how we ask it, where we ask it, and when
we ask it all matter. But the essence of Humble Inquiry goes
beyond just overt questioning. The kind of inquiry I am talk-
ing about derives from an attitude of interest and curiosity. It
implies a desire to build a relationship that will lead to more
open communication. It also implies that one makes oneself
vulnerable and, thereby, arouses positive helping behavior
in the other person. Such an attitude is reflected in a variety
of behaviors other than just the specific questions we ask.
Sometimes we display through body language and silence a
curiosity and level of interest that gets the other person talk-
ing even when we have said nothing.

Feelings of Here-and-now Humility are, for the most
part, the basis of curiosity and interest. If I feel I have some-
thing to learn from you or want to hear from you some of
your experiences or feelings because I care for you, or need
something from you to accomplish a task, this makes me
temporarily dependent and vulnerable. It is precisely my
temporary subordination that creates psychological safety
for you and, therefore, increases the chances that you will
tell me what I need to know and help me get the job done. If
you exploit the situation and lie to me or take advantage of
me by selling me something I don't need or giving me bad
advice, I will learn to avoid you in the future or punish you if
I am your boss. If you tell me what I need to know and help
me, we have begun to build a positive relationship.

Inquiry, in this context, does imply that you ask ques-
tions. But not any old question. The dilemma in U.S. culture
is that we don't really distinguish what I am defining as
Humble Inquiry carefully enough from leading questions,
rhetorical questions, embarrassing questions, or statements
in the form of questions—such as journalists seem to love—

which are deliberately provocative and intended to put you





20 Humble Inquiry

down. If leaders, managers, and all kinds of professionals
are to learn Humble Inquiry, they will have to learn to dif-
ferentiate carefully among the possible questions to ask and
make choices that build the relationship. How this is done
will vary with the setting, the task, and the local circum-
stances, as we will see in later chapters.

In the next chapter, I want first to provide a wide range
of examples of Humble Inquiry to make clear what I mean by
it and to illustrate how varied the behavior can be depending

on the situation and the context.

QUESTIONS FOR THE READER

¢ Think about various people whom you admire and
respect. What is the type of humility that you feel in

each case?

* Think about tasks that require collaboration. In what way
are you dependent on another person? Try to reflect
on and recognize the temporary Here-and-now Humility
that is required of each of you as you help each other.
Do you think you can talk about this kind of humility with
each other when you next discuss your joint task? If not,
why not?

* Now think about yourself in your daily life with friends and
family. Reflect on the kinds of questions you tend to ask
in ordinary conversation and in task situations. Are they
different? Why?

* \What is the one most important thing you have learned

about how to ask questions?

* Now take a few minutes just to reflect quietly on what you

have learned in general so far.





This material has been excerpted from

Humble Inquiry
The Gentle Art of Asking Instead of Telling

by Edgar H. Schein
Published by Berrett-Koehler Publishers
Copyright © 2013, All Rights Reserved.
For more information, or to purchase the book,
please visit our website
www.bkconnection.com
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Individuals with a preference for extraversion on the Myers-Briggs Type Indicator® (MBTI®) instrument are
energized by the outer world of people places and things; they typically need more "strokes" than individuals
with a preference for introversion. In addition, they are more prone to talking and engaging than listening and
reflecting. Greenleaf explains that the servant-leader is servant first, which begins with the natural feeling that
one wants to serve. Patterson's model of servant leadership included seven virtuous constructs that define
servant leaders and shape their attitudes, characteristics, and behavior. Four of these constructs appear to be
in opposition to the source of energy for extraverts; humility, altruism, service, and perhaps trust. Therefore, it
is proposed that of the individuals identified as servant leaders by their followers, the proportion expressing a
preference for introversion on the MBTI® instrument will be greater than the proportion of individuals
expressing a preference for introversion in the general public.

Robert Greenleaf coined the term servant leader (Gonzaga University & Robert K. Greenleaf Center, 2005).
Much has been studied and written about servant leadership since that time. The research has included
identifying traits of servant leaders. Patterson (2003) presented the theory of servant leadership as an
extension of transformational leadership theory and defined and developed the component constructs
underlying the practice of servant leadership. Additional studies have built upon this model to explain such
interactions as leaders and followers in servant leadership relationships.

http://www.regent.edu/acad/sls/publications/conference_proceedings/servant_leadership_roundtable/2006/pdf/waddell.pdf
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Dennis (2004) developed the Servant Leadership Assessment Instrument to assess the presence of servant
leadership qualities identified by Patterson (2003) in organizational leaders. This instrument was validated to
measure five of the seven factors identified in Patterson’s model of servant leadership.

The MBTI® instrument measures human behavior relative to preferences in four areas. One of these areas is
Extraversion and Introversion, which assesses an individual’s preference for how they interact with the world.

While much has been researched and written on servant leadership and the MBTI® instrument, a review of the
literature disclosed no research using the MBTI® instrument’s measure of an individual’s preference for
Extraversion or Introversion relative to their demonstration of servant leadership traits. This paper will describe
the servant leader constructs, explain the Servant Leadership Assessment Instrument, and explain the MBTI®
instrument relative to the Extraversion/Introversion preference. The paper will then detail the need for further
research to prove or disprove a relationship between an individual’s preference for Introversion on the MBTI®
instrument and their demonstration of the servant leader factors of agapao love, humility, and trust.

Servant Leader

As Frick and Spears describe Greenleaf in the Introduction to On Becoming a Servant Leader (Greenleaf,
1996), Robert Greenleaf was an introvert who spent his life as a public teacher, cared deeply about our wider
society and global culture, and believed that authentic change happened only when it began in the inner
solitude of single individuals. | propose this inner solitude of individuals is a critical component of servant
leadership and it will be reflected by a higher proportion of individuals who express a preference for
Introversion over Extraversion on the Myers-Briggs Type Indicator® instrument and have been identified as
servant leaders by their followers.

Servant Leadership Defined

Robert Greenleaf spoke a lasting vision when he defined servant-leadership with the following questions, “Do
others around the servant-leader become wiser, freer, more autonomous, healthier, and better able
themselves to become servants? Will the least privileged of the society be benefited or at least not further
deprived?” (Gonzaga University & Robert K. Greenleaf Center, 2005, p. 7). Greenleaf ( 1991) explains that the
servant-leader is servant first, which begins with the natural feeling that one wants to serve. Following the
desire to serve may be a conscious choice that brings one to aspire to lead. The leader-first and the servant-
first are two extreme types of leaders with the servant-first leader taking care to make sure other people’s
highest priority needs are being served.

In her doctoral dissertation, Patterson (2003) presented the theory of servant leadership as a logical extension
of transformational leadership theory. She defined and developed the component constructs underlying the
practice of servant leadership, defining servant leaders as “those leaders who lead an organization by focusing
on their followers, such that the followers are the primary concern and the organizational concerns are
peripheral” (Patterson, 2003, p. 5). She defined followers as “those who are subordinate to a given leader
within a given organization” (Patterson, 2003, p. 7) and suggests the terms subordinates and employees can
be used interchangeably.

Patterson (2003) suggests servant leaders are guided by seven virtuous constructs which define servant
leaders and shape their attitudes, characteristics, and behavior. She suggests “the servant leader (a)
demonstrates agapao love, (b) acts with humility, (c) is altruistic, (d) is visionary for the followers, (e) is trusting,
(f) empowers followers, and (g) is serving” (p. 8). The cornerstone of Patterson’s construct is agapao love.

This paper builds upon Patterson’s Model by examining the virtues of agapao love, humility, altruism, trust, and
service relative to personality types as measured by the Myers-Briggs Type Indicator. Figure 1 reflects
Patterson’s Model.
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Figure 1: Patterson’s Model
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Applicable Virtues from Patterson’s Model
Agapao Love

According to Winston (2002), the Greek word agapao, “refers to a moral love, doing the right thing at the right
time for the right reason” (p. 5). More specifically, “agapao means to love in a social or moral sense, embracing
the judgment and deliberate assent of the will as a matter or principle, duty, and propriety” (Winston, 2002, p.
5). He explains that the basis for agapao love is to consider each employee or follower as a total person with
needs, wants and desires. Patterson (2003) posited that agapao love is consistent with servant leadership to
the extent that servant leaders “must have such great love for the followers that they are willing to learn the
giftings and talents of each one of the followers” (p. 12). In demonstrating agapao love, the leader focuses on
the employee first, the talents of the employee second, and the benefit to the organization third.

Humility

Murray (1982) describes humility as “the blossom of which death to self is the perfect fruit” (p. 91). He says
“the highest glory of man is in being only a vessel, to receive and enjoy and show forth the glory of God” (p.
110). Only if man is willing to be nothing in himself may God be all.

Sandage and Wiens (2001) suggest that “Christian humility involves the willingness to take a humble relational
posture (when appropriate) by surrendering the motives of selfish ambition and grandiosity while considering
the needs of others above one’s own” (p. 206). They say humility allows one to keep their accomplishments
and talents in perspective, and includes being focused on others rather than being self-focused.

Hunter (2004) explains the paradox of humility in leadership by saying humble leaders realize they came into
the world with nothing and will leave with nothing. People mistakenly associate being humble with being overly
modest, passive, or self-effacing. To the contrary, humble leaders can be very bold when it comes to their
sense of values, morality, and doing the right thing. They view their leadership as an awesome responsibility
that affords them a position of trust and stewardship to take care of the people entrusted to them. Humble
leaders are very willing, even eager, to listen to the opinions of others, including those with contrary opinions.

Ken Melrose (1995), CEO of The Toro Company, says he tries to be empathetic to his employees; however,
demonstrating humanness, warmth, and good listening skills has not always been easy for him. As a result of
his efforts to work at these skills, Melrose takes more time with people who want to talk; he listens to them
and tries to focus on their eyes and face. It does not matter if what they have to say is not earth-shattering.
“What’s important is to take a few minutes out of the day to share one-on-one with another human being ....
Many things in life are taken care of if we nurture and enrich our relationships, both personal and professional”
(p. 125).

Altruism
Wikipedia defines altruism as “the practice of placing others before oneself.” Altruism can be distinguished

from a feeling of loyalty and duty because altruism focuses on a moral obligation toward all humanity while
duty focuses on a moral obligation toward a specific individual or organization, or an abstract concept.

Published by the School of Leadership Studies, Regent University
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In developing the Servant Leadership Assessment Instrument, Dennis (2004) cited descriptions by Kaplan
(2000) that altruism is helping others selflessly, just for the sake of helping, which involves personal sacrifice,
although there is no personal gain to the person performing the act of service. Monroe (1994) defines altruism
“as behavior intended to benefit another, even when doing so may risk or entail some sacrifice to the welfare
of the actor” (p. 862). Monroe adds there are four critical components of altruism. Altruism must entail action,
must further the welfare of another, does not diminish if well-intentioned efforts result in negative
consequences for the recipient of the action, and must carry some possibility of diminution to the welfare of
the person committing the sacrificial act. Sosik (2000) suggests the view of pointing to something or someone
other than oneself, such as is demonstrated by altruism, is consistent with discussions on servant leadership.

Trust

In looking at supervisory-subordinate trust, Nyhan (2000) describes trust as the level of confidence one
individual has in another person’s competence and his or her willingness to act in a fair, ethical, and
predictable manner.

Ken Melrose (1995) demonstrates a servant-leadership style with a sense of stewardship, not ownership of his
resources. Melrose says, “leadership is not a position; it's a combination of something you are (character) and
some things you do (competence)” (p. 128). If we think of leadership as a position, Melrose warns it is almost
impossible to develop an environment of trust. He adds that “people who worry about preserving personal
power aren’t likely to accept the idea of ‘leader as servant’” (p. 128). Melrose admits the servant-leader model
is not an easy model to embrace. However, it permits the greatest number of people to experience the greatest
good as the leader provides optimal conditions for the growth, development, and self-improvement of all.

Joseph and Winston (2005) propose servant leadership becomes evident through a particular set of leader
attributes and behaviors, one of which is trust. They also propose a servant leader’s behaviors impact trust in
the leader and the organization. Farling, Stone and Winston (1999) posit the climate of trust that helps
establish an organizational climate that facilitates cooperation also results in increased levels of service both
from leader-to-follower and follower-to-leader. Bennis and Nanus (1997) believe the capacity to generate and
sustain trust is the central ingredient in leadership.

Service

From their literature review on servant leadership, Russell and Stone (2002) identified nine attributes as
functional of a servant leader. One of those attributes is service, considered to be the core of servant
leadership. Farling, Stone, and Winston (1999) say it is important that leaders understand one of their primary
functions as a leader is to serve the needs of others. The literature on servant leadership reflects a higher-
plane leader motivation that is not based on a leader’s selfish needs and material desires; rather it is a
motivation to serve on behalf of others. Swindoll (1981) points out that we feel noble when serving God but
feel humble when serving people. However, “when we serve we think first of the one we are trying to serve” (p.
97).

Individual Responsibility

In addition to power and influence, Greenleaf (1996) discusses the importance of responsibility. He describes
responsibility as the requirement that “a person think, speak, and act as if personally accountable to all who
may be affected by his or her thoughts, words, and deeds” (Greenleaf, 1996, p. 41). | posit these elements
present a greater challenge for an Extravert, who tends to think out loud, than an Introvert, who tends to
process information internally before sharing their thoughts. This filtering of the thought process by the
Introvert is likely to allow time to phrase difficult conversations in a more diplomatic fashion than simply
speaking what is on one’s mind. Greenleaf explains that the requirements of responsibility necessitate an
individual asking searching questions reflectively, which requires that one be alone with their thoughts and
accept the presence of a deeper self. This reflective time alone comes more naturally to an Introvert, and is
part of an Introvert’s recharging process, while it is draining to an Extravert.
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Myers-Briggs Type Indicator (MBTI) Instrument

Kroeger and Thuesen (1988) describe Typewatching as “a judgement-free psychological system, a way of
explaining ‘normal’ rather than abnormal psychology” (p. 7). Typewatching is based on the studies of Carl Jung,
who suggested that human behavior was not random, but was predictable; therefore, it was classifiable.
Katharine Briggs and Isabel Briggs Myers observed and developed better ways to measure the differences
between people’s observable behavior. From their observations that many people during World War Il were
working in tasks unsuited to their abilities, Myers and Briggs set out to design a psychological instrument that
would explain, in scientifically rigorous and reliable terms, differences between individuals according to Jung’s
theory of personality preferences. The result was the Myers-Briggs Type Indicator® (MBTI®) instrument.

Kroeger and Thuesen (1988) further explain that the MBTI® instrument deals with preferences. Using the
analogy of left-versus right-handedness, if a person is right-handed, they prefer to use their right hand. They do
not cease to use their left hand. An individual who prefers the right hand strongly may make relatively little use
of their left hand. However, an individual may prefer the use of one hand very little over the other. In this case,
they border on being ambidextrous. The same concept applies to the preferences involved in Typewatching. An
individual may have a strong preference for one characteristic and may show only a slight preference for
another characteristic.

With regard to the MBTI® instrument and leadership, Kroeger and Thuesen (2002) explain that becoming an
effective leader does not mean trying to change your typological preferences and tone down the natural
strengths that moved an individual up through the organizational ranks. It does mean leaders must often learn
how to access their non preferences, that is the four letters that represent the opposite of their type.

Kroeger and Thuesen (2002) say Carl Jung believed an individual’s preference between Extraversion and
Introversion was the biggest discriminator among people. An individual’s preference for how they interact with
the world is measured by their preference for Extraversion or Introversion on the MBTI® instrument. Kroeger
and Thuesen agree with Jung’s assessment, especially with regard to leadership and leadership styles.
Extraverts are energized by the outer world of people places and things. As leaders, they tend to be open
verbal communicators who share more than they withhold; therefore, an Extravert may share, talk, and
disclose information regardless of whether it was asked for or is being listened to. Extraverts are more prone to
talking and engaging than listening and reflecting. Management practices such as management by walking
around and the open-door policy give an edge to Extraverts.

Kroeger and Thuesen (2002) describe Introverts as being energized by their inner world of ideas, thoughts, and
concepts. An Introverted leader may have a lot of ideas brewing under the surface, but only shares small
pieces of it. The Introvert’s preference to internally process thoughts and ideas before sharing their decision
may cause others to label them as indecisive, “given that upon reflection they may later revise or even reverse
their decisions” (p. 87). The critical differences are to allow Extraverts the opportunity to think out loud and
realize a lot of what is verbalized may be of little value later, and allow Introverts time to think about things
before pressing them for a final answer.

Myers and Myers (1995) point out that Extraverts tend to broaden the sphere of their work, to present their
products early and often to the world, to make themselves known within a wide circle, and to multiply
relationships and activities. However, Introverts tend to go more deeply into their work, are reluctant to call it
finished and to publish it; when the work is finally published, the Introvert is likely to give their conclusions,
without the details of what they did. Introverts are little affected by the absence of encouragement while
Extraverts need the reassurances of others that their work is good.

The percentages of individuals with a preference for the Extraversion and Introversion function vary by study.
According to Hirsh and Kummerow (1989) approximately 70% of the population prefer Extraversion while
approximately 30% prefer Introversion. Myers and Myers (1995) say the ratio of Extraverts to Introverts is
approximately three to one. However, updated figures from the Center for Applications of Psychological Type,
Inc. (Hammer & Martin, 2003) indicate that 45-53% of the individuals in the United States expressed a
preference for Extraversion while 47-55% of them expressed a preference for Introversion.

Published by the School of Leadership Studies, Regent University
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Myers and Myers (1995) say the ablest Introverts do not try to be Extraverts; through good development of
their auxiliary (or less preferred) process, they have “learned to deal competently with the outer world without
pledging any allegiance to it. Their loyalty goes to their own inner principle and derives from it a secure and
unshakable orientation to life” (p. 54). Although Extraverts have more worldly wisdom and a better sense of
expediency than Introverts, Introverts have an advantage in unworldly wisdom. “They are closer to the eternal
truths” (p. 55). The Introvert child is often able to grasp and accept a moral principle in its abstract form while
the Extravert child usually must experience it. After learning the hard way what others think, the Extravert has a
basis for conduct.

| propose these Introversion traits are more conducive to the follower’s perception that their leader
demonstrates the traits of a servant leader. A leader who listens rather than speaking, reflects upon
information gathered, and has a low need for external encouragement is more likely to be perceived as a
servant leader than one who says whatever is on his or her mind, thinks out loud while others are still
processing the information, and requires for themselves much of the encouragement or affirmation that could
be passed along to the followers.

Servant Leadership Assessment Instrument

Dennis (2004) developed the Servant Leadership Assessment Instrument to assess the presence of servant
leadership qualities identified by Patterson (2003) in organizational leaders. The research project did not
construct or test a self-assessment instrument for servant leaders since humility is a variable of servant
leadership and the servant leader may be too humble to recognize they are a servant leader. Questions were
developed to measure each of the seven constructs that comprise servant leadership in Patterson’s model.
The five constructs that are of interest for this paper are agapao love, altruism, humility, service, and trust.
Dennis developed eight questions to address altruism, ten questions to address humility, eleven questions to
address agapao love, five questions to address service, and seven questions to address trust.

Dennis (2004) applied a quantitative method of scale development of servant leadership concepts. From the
literature review and Patterson’s (2003) work on servant leadership, he built a set of survey items which were
reviewed by an expert panel committee. Modifications were made to questions based on feedback from
participants in two different data collections. Statistical results indicated the Servant Leadership Assessment
Instrument measured five of the seven factors identified in Patterson’s model of servant leadership. It failed to
measure the factors of altruism and service.

Although | propose followers’ perceptions of their leader demonstrating the traits of altruism and service are
moderated by the leader’s preference for Introversion on the MBTI, it is not covered in Waddell's Extension of
Patterson’s Model, Exhibit 2, since the Servant Leadership Assessment Instrument was not validated to
measure those traits. However, measurement of these two traits against a servant leader’s preference for
Introversion should be considered for future studies.

Extending Patterson’s Servant Leadership Model: Measuring a Servant Leader’s
Preference for Introversion on the MBTI Instrument

| propose the Introvert’s ability to listen more than to speak is more compatible with servant leadership.
Therefore, | posit the greater percentage of those identified as servant leaders will express a preference for
Introversion on the MBTI® instrument.

| posit that for the servant leader, the secure and unshakable orientation of Introverts is based on Biblical
principles such as those relayed by Jesus in the Beatitudes. These principles align closely with servant
leadership. Therefore, Introverts are more likely to be perceived as being a servant leader by their followers.
The unworldly wisdom and ability to grasp moral principles in their abstract form and apply them in the
Introvert’s leadership style are more comfortable for the Introvert and are reflected in their demonstration of
servant leadership attributes such as agapao love, altruism, and humility.

| propose use of the Servant Leadership Assessment Instrument and the MBTI® instrument to test for
relationship between an individual’s preference for Introversion and their followers’ perception of a servant
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leader’'s demonstration of agapao love, trust and humility. | posit the results will reflect a higher proportion of
servant leaders will express a preference for Introversion over Extraversion on these three traits. A model
reflecting this theory is attached as Figure 2.

Figure 2: Waddell’s Extension of Patterson’s Model

Introversion

Introversion

y
Humility

Vision

y
Agapao Love Empowerment > Service

Altruism Trust

Introversion

Hypothesis

The following hypothesis is suggested for further study regarding Servant Leadership with regard to the MBTI®
instrument preferences of Extraversion and Introversion:

Hi: The greater percentage of individuals identified by their followers as Servant Leaders will express a
preference for Introversion on the MBTI® instrument.

Ho: There will be no difference in the percentage of individuals identified by their followers as Servant Leaders
with regard to expressed preference for Introversion on the MBTI® instrument, or the percentage of Servant
Leaders with a preference for Extraversion will be greater than those with a preference for Introversion.

Need for Empirical Research

Patterson’s (2003) model identifies the constructs of servant leadership. Dennis (2004) developed the Servant
Leadership Assessment Instrument to assess the presence of humility, agapao love, vision, trust, and
empowerment. The Myers-Briggs Type Indicator® (MBTI®) instrument measures an individual’s preference for
four of eight characteristics of human behavior. | propose that an individual’s preference for how they interact
with the world, measured by their preference for Extraversion or Introversion on the MBTI® instrument, will
moderate the demonstration of agapao love, humility, and trust; this will be reflected by a larger number of
Introverted leaders attaining scores indicating they demonstrate these three areas of servant leadership via
the Servant Leadership Assessment Instrument than will be reflected by Extraverted leaders.

Published by the School of Leadership Studies, Regent University
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This field study examined the antecedents of transactional, transformational, and
servant leadership behaviors measured on continuum of constructive-development
development theory.

Data collected from 54 leaders and 409 followers from community and
educational leadership programs across the United States. A multi-level analysis
conducted using hierarchical linear modeling combining leaders’ perception of their
leadership behaviors, followers rating of leaders’ behaviors and measure of leaders’ level
of constructive-development order.

Using the Multifactor Leadership Questionnaire (Avolio & Bass, 2004) and
Servant Leadership Questionnaire (Barbuto & Wheeler, 2006) and correlated with
constructive-development Order using the Subject-Object Interview (Kegan,1982; Lahey,
Souvaine, Kegan, Goodman, & Felix, 1988) several results related leaders’ behaviors
and exchange processes between leaders and followers.

One finding study suggests leaders acknowledged the overuse of managing others
based upon rules, standards, and past mistakes in their self-ratings. Leaders’ use of active
management-by-exception may impact his/her response to followers’ failures, mistakes,
and adherence to standards. This overuse of rules, standards, and past failures may result

from leaders’ perceptions of what others ask of their ability to ‘be’ leaders.
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At constructive-development Third Order, leaders’ in this study showed strong
belief in providing developmental activities for followers (individual consideration).
Coupled with the finding on active management-by-exception, followers may not
consider leaders’ activity as developmental but more for the preservation of the
organization and its systems.

Leaders also believed they provided stimulation to followers in their organizations
for innovation and creativity to solve problems in new ways (intellectual stimulation).

One attributes of servant leadership behavior was significant in this study
Followers’ indicated a leader’s wisdom, (awareness and foresight), had a positive
connection with leader’s constructive-development Order.

As one of few known studies of leader’s behaviors and constructive-development
theory, this research holds promise for longitudinal study and replication to increase the
understanding of how leaders can rise to the behaviors as outlined in the transformational
and servant leadership theories. This type of study could provide valuable information
and insights for encouraging development of individuals and organizations who work on

problems and processes in today’s complex organizations.
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CHAPTER I

Introduction and Statement of the Problem

The study of the antecedents of leadership behavior has received increased focus
from the management and leadership fields. The studies include characteristics of
effective leadership, effects of leadership practice, relationship between leader and
follower, skills and personalities of leaders and components of particular theories.
Focused study on leadership behaviors has looked at the actions and characteristics that
provide an increased positive relationship between the leader and the follower. James
MacGregor Burns (1978) introduced two categories of leadership behaviors, transactional
and transformational, which have since received great attention in the leadership field,
with research finding transformational receiving the most positive follower reaction.
Another type of leadership behavior, servant leadership, has received great attention in
the past decade and has highly regarded relationship characteristics mutually desired by
leaders and followers, yet servant leadership lacks empirical research studies (Greenleaf,

1970).

Transactional and transformational leadership was first developed by Burns
(1978) and extended by Benard Bass (1985); the concepts offered identities for the
behaviors of leaders and the reactions of the followers to leader actions. Transactional
leadership involves leaders giving followers something they desire in exchange for
something the leader desires. These transactions engage leaders and followers in a
mutual dependence of the relationship (Kellerman, 1984). Behaviors identified with

transactional leadership include contingent reward, management-by-exception, and
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laissez faire (Bass, 1985), though laissez faire is generally excluded as it identifies a

lack of leadership action. Transactional leaders have several actions available to them in
relationship to followers. These actions range from low-quality exchanges of goods and
rights to high-quality transactions often enhanced by an interpersonal tie between the

leader and follower (Landy, 1985).

Studies on transformational leadership report leadership stemming from the
personal values and beliefs of the leader and not as an exchange between leader and
follower. Built around Burn’s (1978) definition of transformational leadership, the
literature describes behaviors that deepen an understanding of the practice of this type of
leadership (Bass, 1985; Bass & Avolio, 1990). Referred to as the four “I’s” (Avolio,
Waldman, & Yammarino, 1991), these characteristics provide a portrait of the actions a
transformational leader utilizes to stimulate followers. Idealized influence (or charismatic
influence) action helps the leader engage the followers’ focus on the mission and vision
of the organization. Inspirational motivation instills the sense of pride and encourages
follower connection to the larger purpose of the organization. Intellectual stimulation
unleashes the creativity of the follower and encourages thinking in new ways to solve old
problems or dilemmas. Individual consideration focuses the leader on the unique aspects
of each follower and seeks to meet their individual developmental needs as well as

connect those followers who may be neglected by the organization.

The effects of transformational leadership reported in multiple studies, indicates
that followers who defined their leaders as more transformational were also found to
describe their organization as highly effective (Bass & Avolio, 1990). Leaders high in

transformational leadership attain greatest performance from followers with leaders
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providing inspiration to the followers toward new heights of success and increased

ability to solve problems at higher performance levels (Bass, 1985; Yammarino & Bass,
1990). Though the outcomes and effects of transformational leadership are clear in the
literature, little is known about how to understand the processes through which

transformational leaders emerge.

The theory of servant leadership emerged when Greenleaf (1977) defined the role
of the leader as servant. The leader as a person first responsible to serve others by being
a seeker of the needs, wants and wishes of those to be served before aspiring to lead.
Once they know how to support those they serve, the leader’s obligation becomes to lift
up those being served and while being served these ‘followers’ may decide to meet the
needs of others through their own servant leader behavior. Greenleaf describes the

servant leader (1970):

The servant-leader is servant first. . . . It begins with the natural feeling that
one wants to serve, to serve first. Then conscious choice brings one to aspire
to lead . . . . The difference manifests itself in the care taken by the servant —
first to make sure that other people’s needs are being served. The best test,
and difficult to administer, is: do those being served, become healthier, wiser,
freer, more autonomous, more likely themselves to become servants? And,
what is the effect on the least privileged in society: will they benefit, or at

least, not be further deprived? (Greenleaf, 1970, p.13)

Self-interest does not motivate servant leadership; rather it may raise motivation
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to a higher level (Greenleaf, 1977; Pollard, 1996). The development of others is the

true focus of servant leaders (McMinn, 1989) while also seeking to serve and meet their
needs (Russell & Stone, 2002). Though servant leadership continues to grow as a
popular concept, much of the historical writings provide little in the way of definition and
lacks empirical research to support the construct (Farling, Stone, & Winston, 1999).
Servant leaders possess different personal values than non-servant leaders with personal
values tied to the attributes of leadership behavior (Russell, 2000). Sendjaya and Sarros
(2002) made the case for the view of servant leaders as stewards of the organization
focused on empowering the potential of followers, but their work did not provide a
distinction from other similar servant leader constructs. The scale development and
construct clarification work on servant leadership advanced by Barbuto and Wheeler
(2006) holds promise as a framework for supporting empirical study.

Academic work in the field of servant leadership has continued to grow and has
established the need to distinguish the difference between transformational leadership and
servant leadership. Most of the research done previously focuses on what a leader does
in these types of leadership roles. The question that has arisen is how does a leader come
to espouse these characteristics and actions in order to distinguish between these two
constructs of leadership. Kuhnert and Lewis (1987) suggest that transactional and
transformational theories of leadership development may be extended by using
constructive-development theory to explain the differences in the way a leader develops
his/her leadership style. Perhaps distinction can be made between servant and
transformational leadership through the constructive-development lens and there by

expand the understanding of the influence of leader’s values and their effect on followers
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and the organization.

The Constructive-development is predicated on the theory that individuals
develop (construct) understanding from their experiences and these experiences shape
(develop) their relationships with others and dictate their behavior in the world. The
‘lens’ with which the leader views the world is constructed within his/her meaning-
making (understanding) gained through their experiences and this determines their way

of being in the world and in relationship to others.

Research studies on antecedents of leadership have explored the ways a leader
provides context for an organization, how the leader can be effective with followers, and
how to promote organizational meaning and vision. Little research has sufficiently
examined whether the developmental level of a leader has bearing on the leader’s ability
to perform within the context of various leadership theories — a readiness factor (Kegan,
1994). Further research may serve to inform the field on how to encourage the leader’s
growth in developmental level, allowing him/her to meet the challenges and demands of

today’s complex organizations.

Robert Kegan’s work in constructive-development theory may promote the study
of leadership with a ‘new lens’ and prove to be a break through in the area of
understanding leaders’ capacity and readiness for leader development training (Kuhnert
& Lewis, 1987). Supervisors, followers and leader development trainers need to learn
how to support growth and development based upon the leader’s level of constructive-
development. Instead of blaming leaders and followers for being unable to meet the
demands of today’s complex world of organizations and relationships (Kegan, 1994),

leadership capacity needs to be determined to foster development of leaders and





17
followers. Further, increasing leaders’ awareness of their own opportunities for

developmental growth may increase the patience needed for leaders to endure the
instability of the transition places between levels. Many stories of people who were great
performers at their jobs, recognized for his/her talent and accomplishments, and thus
promoted to a new level of leadership responsibility because of their achievement. These
once great performers, now elevated to a new leadership role, now found to be
ineffective, miserable and in over their heads (Kegan, 1994). While the talent may be
there, the readiness of the individual to perform depends on his/her level of constructive-

development. Kegan writes:

The expectations upon us. . .demand something more than mere behavior,
the acquisition of specific skills, or the mastery of particular knowledge.
They make demands on our minds, on zow we know, on the complexity of

our consciousness (1994, p. 5).

Purpose Statement

This study examined relationships among the antecedents of transactional,
transformational, and servant leadership and a leader’s level of constructive-
development. Testing hypotheses regarding the relationship among each of the behaviors
of transactional, transformational, and servant leadership and determining their place in
the constructive-development theory. Leaders were assessed for their transactional,
transformational and servant leadership behaviors and level of constructive-development.
Raters, as identified by the leaders, assessed the leaders’ for their transactional,

transformational and servant behaviors.





18

Research Questions

1.

2.

What meaning does each leader construct from his/her experiences?

What level (from here defined as Order) of meaning-making does a leader bring
to his/her experience as measured by the Subject-Object' Interview?

What is the relationship among the ways leaders experience leadership behaviors
and their Order of constructive-development?

What is the relationship among the ways followers experience a leader’s
behaviors and measure of a leader’s constructive-developmental Order?

For a leader to exhibit the behaviors of a servant leader, what
constructive-development Order does the leader need?

What constructive-development Order does a leader hold who displays
transactional leadership behaviors, as measured by the Multifactor Leadership
Questionnaire?

What constructive-development Order does a leader hold who displays
transformational leadership behaviors, as measured by the Multifactor Leadership
Questionnaire?

What constructive-development Order does a leader hold who displays servant
leadership behaviors, as measured by the Servant Leadership Questionnaire?

Do the specific dimensions of leadership behaviors, as measured or described by
the Multifactor and Servant Leadership Questionnaires show up in different

constructive-development Orders and/or transition points?

" The use of capital letters distinguish words with specific meaning utilized in the manuscript. Words like
subject, object, order and particular numbers have other meanings in other contexts. Capital letters signal
specific theoretical meaning for the purpose of this dissertation. Definition of terms found in Appendix A.
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Delimitations and Limitations of the Study

This study extended the already existing theory and research that posits the
connection between certain leadership styles, behaviors and perspectives that may in fact
be an indication of specific cognitive stage of development (Fisher, Merron & Torbert,
1987; Torbert, 1987, 1991; Fisher & Torbert, 1991). Previous studies indicate that
transformational and servant leadership behaviors are elicit with more complex thinking
than transactional leadership behaviors (Kuhnert & Lewis, 1987; Russell & Kuhnert,
1992).

The study did not seek to create any type of intervention for leaders in terms of
their constructive-development Order or leadership behaviors.

Significance of the Study

This study represented one of a few studies which focus specifically on the
potential positive outcomes of the relationship among antecedents of transactional,
transformational, and servant leadership behaviors and constructive-development Order.
The study sheds light on the demands placed on the leader’s ability to be effective in
today’s postmodern world the type of meaning-making required of individuals to lead in
today’s environment of complex organizations.

Successful leaders provide “a context in which all interested parties, the leader
included, can together create a vision, mission, or purpose they can collectively uphold”
(Kegan, 1994). The idea of collective vision, mission and purpose held among leader and
followers presents a paradox that challenges the leader to contend with followers who
may have a different idea of what leaders should do or be. When presented with a leader

who invites the followers to share in the development of the direction, the leader may
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find the followers shrieking in dismay that ‘we are here to follow you and you don’t

have a plan!” On the other hand, followers may realize that they are developmentally
ahead of the leader’s level of thinking and be equally dismayed in the leader’s actions or
lack of action needed to determine the organization’s direction.

In similar assertion, the writings of Greenleaf (1970, 1972, 1977) defined the role
of the leader as servant. The leader is a person first, with responsibility to be the seeker
of the needs, wants and wishes of others who will be served once the person aspires to
lead and meet those needs. Once the person knows how to support those they have
decided to serve, their obligation (call to leading) becomes to lift up those being served
and while being served these ‘followers’ decide to meet the needs of others through their
own servant leader behavior. Greenleaf’s way of conceptualizing leadership seems to
leave little room for a transactional leader where relationship between leader and follower
finds the leader pursuing their ends with little concern for others (Bass, 1985). Servant
leadership encourages a more complex way of leading in first not leading, but serving the
needs of others (a way of being developmental) and then choosing to lead while
simultaneously encouraging and growing others to serve (another developmental
behavior).

The connections between transformational and servant leadership arises in the
focus of the leader. A transformational leader directs his/her focus on the organization
and provides direction for followers to be concerned for the objectives of the
organization. A servant leader directs his/her focus on the followers needs as primary
with organizational objectives as secondary (Stone, Russell, & Patterson, 2004). This

different focus on the organization speaks to the form of the context for the practice of
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leadership and followership. This is a complex view of the leader’s role focused

outward with little concern for the needs of the self as leader.

Kegan suggests that in order for the leader to deal with the behaviors of followers
and meet follower primary needs while transforming an organization, the leader must be
able to handle a more complex view and be able to hold and evaluate the perspective of
the followers along with his/her perspective as a leader. The complex view requires the
leader to be able to step back, reflect on his/her own value system, on the needs and
values of the followers as well as the direction of the organization, AND mediate
decisions through this perspective taking. Transformative learning and understanding
happens when someone changes, “not just the way he behaves, not just the way he feels,
but the way he knows—not just what he knows but the way he knows” (Kegan, 1994, pg.
17).

This study sought to determine if leaders who demonstrate the behaviors of
transactional, transformational and servant leaders construct meaning at differing Orders
of constructive-development. Leaders making-meaning at different Orders would exhibit
distinct leadership behaviors requiring leader development and coaching programs that
foster leader capacity to advance their current Order of constructive-development to meet
the demands of those they serve and the complexity of today’s organizations. In turn,
leaders who are more sensitive to the diversity of meaning-making systems of their
followers should be able to create safe “holding environments” for follower development
(Garvey Berger, 2003). Together, followers and leaders would be able to construct the
direction of the organization. Leaders would assist the followers who desire to grow as

leaders to develop the behaviors of transformational or servant leadership.
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CHAPTER II

Review of Literature

Conceptual and Theoretical Foundations of this Study
This chapter examines the empirical data that emerged from the field. Before an
overview pf these findings, it is necessary to clarify the key concepts and theoretical
foundations tied together in this study. The following concepts reviewed in this chapter.
e Transactional and Transformational Leadership (James MacGregor Burns
(1978; Bernard Bass, 1985, 1990)
e Servant Leadership (Robert Greenleaf, 1970, 1972, 1977, 1998)

e Constructive-Development (Robert Kegan, 1982, 1994)

Creating the Context

Leadership development theories and research have illuminated the behaviors
employed by leaders to move from transactional leadership to transformational and
servant leadership behaviors. The leader’s desire to aspire to serve others and encourage
followers to become leaders who serve for the greater good, requires leadership beyond
exchange between leader and follower. Many leader development programs, delivered
by the management and leadership fields, offer the background, theory and ‘how to’ for
those desiring to become transformational or servant leaders. The question that has
arisen asks ‘does a leader need to be cognitively capable of operating from a particular
leadership frame of reference?’ because there are no guarantees that he/she is
developmentally ready to choose to do so (Amey, 1991). Transformational leaders use

transactional methods to lead, though they possess the ability to understand the available
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leadership options and to act in the manner that is most appropriate to the situation

(Kuhnert & Lewis, 1987). Leaders at different developmental levels use different
methods for constructing reality, and may include different approaches to leading.
Research on the life-span experience has shown that adult development has various
stages of ways of being in the world throughout life. (Souvaine, Lahey & Kegan, 1990;
McAdams & de St. Aubin, 1998; Wolf, 2005). Expanding upon the research of Kuhnert
& Lewis (1987), who suggested utilizing constructive-development theory as a
framework for understanding the processes through which transactional and
transformational leaders emerge, this study added the layer of servant leadership
behaviors to the provocation that the effectiveness of leaders and of leader development

interventions may depend heavily on the leader’s constructive-development Order.

Research on Transactional and Transformational Leadership

In 1978, James MacGregor Burns differentiated between two types of leadership:
transactional and transformational, in his now-classic book Leadership. Transactional
leadership involves exchanges in which both the leader and followers are bound by a
reciprocal exchange. The leader contracts with the follower for services or goods and
once the transaction is complete, the two go their separate ways. This type of leadership,
according to Burns, constitutes the bulk of our daily transactions in life.
Transformational leadership occurs when there is a relationship between the leader and
the follower and where the leader encourages the growth and development of the
follower. Inspired by the leader, followers transcend their own self-interest for a higher,

collective purpose (Bass, 1985). According to Burns (1978), the relationship of mutual
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stimulation and elevation occurs that converts followers into leaders and may convert

leaders into moral agents. The leader and follower relationship can be transformed by
their own leadership and further develop the leader’s moral development. The
transformational leader will be guided by Kohlberg’s post-conventional thinking about
human justice, integrity, and dignity (Burns, 1978). This differentiates the counterfeit
transformational leadership style of Hitler and the authentic transformational leadership

of a Gandhi. Burns writes:

In the organizational context, transformational leadership that is moral implies
influencing change consistent with ethical principles of one’s society and

profession, of articulating and raising consciousness about authentic needs and
inconsistencies and providing subordinates with the opportunity to understand

and make choices (Burns, 1978, p 45).

Good transactional leaders are competent at manipulating the modal values or
values of means such as honesty, responsibility, fairness, and the honoring of
commitments, rendering the transactional leader as effective. Transformational leaders
focus more on the end values, such as liberty, justice, and equality. Leaders with
transformational behaviors seek to elevate their followers to higher levels of morality
(Burns, 1978). The most effective leaders incorporate both transactional and
transformational behaviors at appropriate times and in appropriate ways to followers
(Bass, 1996). In Burns’ proposal of an overarching theory of leadership emerges a

generalized progression with transactional leadership skills and behaviors at one level
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and transformational leadership skill and behaviors at the next level. This “full-range”

leadership uses the characteristics of both transactional and transformational leader skill
and behavior to be used in the ‘full’ dimension for leader effectiveness (Bass, 1996).
Utilizing only transactional leadership dimensions found to be ineffective in the long-
term motivation of followers and the leaders to meet the desired goals of the organization
(Bass, 1996).

This progression aligns along the same levels of hierarchy found in Maslow’s
(1954) hierarchy of needs. The transactional leader responds in kind to the follower’s
desire for the reciprocal exchange of goods and services. When the leader and follower
are satisfied with the type of transaction and are developmentally ready for a higher level
of relationship, the exchange between the leader and the follower moves along to
interaction that necessitates different behaviors of the leader and follower.

A meta-analytic review of the Multifactor Leadership Questionnaire, developed
by Bass (1985), has been used in hundreds of published and unpublished (conference
papers, technical reports, dissertations, etc.) research studies (Lowe & Kroeck, 1996).
The studies focused on a wide variety of relationships between the leader, followers and
the organization. Avolio, Waldman, and Einstein (1988) studied the relationship between
transformational leadership, group process, and performance. Their findings show that
the group, which had the more transformational leaders, significantly outperformed
groups with leaders rated lower in transformational leadership. The later group members
reported greater levels of satisfaction with the leadership. Other studies indicate positive
relationships with transformational leadership relates positively to increased group

process (Bass, Avolio, & Bebb, 1987; Avolio, Waldman, & Einstein, 1988); increased
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work satisfaction (Singer & Singer, 1990); increased work productivity (Yammarino &

Bass, 1990; Bass, 1985); and increased personal empowerment (Roberts, 1985).

Components of Transactional Leadership
Bass’ (1980) research with senior executives asked participants’ to describe their
experiences with a transformational leader in their careers. Through the research and the
literature on charisma and managerial leadership emerged the characteristics separating
transactional and transformational leadership behaviors. Transactional leaders work with
subordinates (followers) toward the desired outcomes by identifying the roles and tasks
for the followers. These leaders clarify the requirements and performance outcomes
providing the followers with the confidence needed to provide the effort for the task.
These first order exchanges provide the motivation and energy for the followers to
complete the task as directed by the leader, but are insufficient for sustaining
performance that satisfies the needs of the followers. Transactional leadership as the act
of an exchange of reward by the leader to the follower is an essential component of
effective leadership, but is not sufficient. Transactional leadership behaviors divided into
three factors.
1. Contingent Reward: provides clarification on what needs accomplishing and
exchanges rewards for services.
e Typical Exchange: “I understand that I will be rewarded for my efforts if I
complete the following.”
2. Management-by-exception Active: keeps an eye on follower performance and

implements correction when standards are not upheld.
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e Typical Exchange: “Report to me weekly on your progress toward our

agreed goals. I’ll let you know if you are going in the right direction.”
3. Management-by-exception Passive: occurs only when standards are not
upheld.
e Typical Exchange: Leader avoids giving feedback or instruction as
progress is made and only intervenes if the expected standard is not met.
(Bass & Avolio, 1990)

Laissez faire leadership, identified in the literature as a “fourth” attribute, usually
excluded in the research as it finds the leader absent in the relationship with the follower
(Bass & Avolio, 1990). When tough decisions, conflict, or areas of responsibility call for
the leader to step up or be involved in the issue, the leader can not be found. This level of
unengaged behavior leaves the organization and its members to fend for themselves.

The leader and the follower exchange is based in transactional leadership with the
expectation on the agreed outcomes and standards. The level of interaction and
acceptance of responsibility by the leader for the actions of the followers varies from
engaged to unengaged. In short, transactional leaders focus on the smooth function of the

status quo, as defined by the institution (Bass, 1985; Bass & Avolio, 1990).

Components of Transformational Leadership

Studies identified four items describing leader behavior which were found to be
transformational and built from Burn’s (1978) definition of transformational leadership
(Bass 1985, Bass & Avolio, 1994). Referred to as the four “I’s” (Avolio, Waldman, &

Yammarino, 1991), these inter-related characteristics provided a portrait of the
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transformational leader behaviors used to stimulate followers. Each of the

characteristics provides only part of a larger picture of the transformational leader and

apart from one another are insufficient alone.

Four I’s of Transformational Leadership:

I.

Idealized Influence: Leader provides the vision for the organization and
followers and inspires a sense of mission while instilling pride in the
work. The leader gains trust, respect and confidence from the followers.
Inspirational Motivation: Leader communicates high expectations and
uses symbols to focus the efforts of the organization and followers. The
leader expresses the important purpose in simple ways. This results in
enthusiasm and optimism and assists followers in envisioning future
possibilities.

Intellectual Stimulation: The leader promotes the ability to look at old
problems in new ways by promoting intelligence and rationality around
problem solving. Creativity is stimulated through careful consideration of
the problem and openness to viewing both the problem and solution in
new ways — ‘out of the box.’

Individual Consideration: Leader gives personal attention and treats each
follower individually. The leader coaches, advises and assists the
followers in their own leader development. Often he leader is found
assisting those followers, neglected by the organization, to regain their

value.
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Studies show that transformational leaders engage followers in such a way that

both the leader and followers raise one another to higher levels of motivation (Burns,
1978). Recent studies suggest that leaders who score high in their own goal
internalization motivation and low on instrumental and self-concept external motivation
are the most likely to exhibit transformational leadership behaviors (Barbuto, Fritz, &
Marx, 2000). The effects of transformational leadership reported in multiple studies,
indicates that followers who defined their leaders as more transformational were also
found to describe their organization as highly effective (Bass & Avolio, 1994).

In transformational leadership, the strategy for the follower or the organization
comes from the leader. The leader purposefully develops the followers and compels
them through a vision, purpose and mission of the organization (Burns, 1978). The use
of transformational leadership exhibits second order change that provides feedback from
the leader to the group and causes them to shift their direction toward the focused goals
and shared purpose. Studies show that followers reported exerting extra work effort for
transformational leaders and less effort where the leader was only transactional (Bass &
Avolio, 1994). The relationship with the leader had an affect on follower motivation.
The transformational leader inspires follower’s own development and fosters the
followers to be engaged in the moral development of others (Burns, 1978). This engages
the organization in a relationship of mutual stimulation and elevation that converts

followers into leaders and produces highly effective organizational results.
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Writings and Research on Servant Leadership

Robert Greenleat’s (1970) model of servant leadership is based upon leaders who
put other people’s needs, interests and aspirations above their own. The servant leader
makes a conscious choice to serve others with his/her chief motive to serve first, then
lead (Greenleaf, 1977). The servant leader moves beyond being transformational with
the intent of transforming those being served to grow healthier, wiser, freer, more
autonomous, and more likely themselves to become servants (Greenleaf, 1977).

Servant leaders in essence act as full time developers and trainers of the group
membership. Their relationship with the followers is to help them do their best with their
talents and skills (McMinn, 1989). The servant leader fosters a strategy for the
organization that comes from the group and through the process of exploration, listening,
and encouraging, assists the individual or group in a continuous review of direction,
purpose and vision (Greenleaf, 1977, 1998). The followers are full participants in the
decision making process of the organization, empowered to work together to set the
direction (Stone, Russell, & Patterson, 2004).

In review of the writings of Greenleaf, Spears (1995, 2002) carefully considered
the characteristics of the servant-leader. The characteristics discovered in the writings
were:

1. Listening: silencing the inner voice to listen to what is and isn’t said as well as

regular use of reflection.

2. Empathy: striving to understand and empathize with others.

3. Healing: learning to heal the self and others to aid in transformation and

integration.
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4. Awareness: general and self-awareness. Aids in understanding of issues

involving ethics and values.

5. Persuasion: relying on persuasion rather than positional authority in making
decisions. Effective as a consensus builder within groups.

6. Conceptualization: looking at a problem and think beyond day-to-day
realities. Stretch to encompass broader-based conceptual thinking.

7. Foresight: foreseeing the likely outcome of a situation, to understand lessons
from the past, the realities of the present, and the likely consequences of a
decision for the future. Rooted in the intuitive mind.

8. Stewardship: ‘holding something in trust for the greater good.” A
commitment to serving the needs of others.

9. Commitment to the growth of people: committed to the personal,
professional, and spiritual growth of every individual in the organization.

10. Building community: seeking to identify a means for building community

among those who work in the organization.

This list, not meant to be exhaustive, was to show the “power and promise to those open
to its invitation and challenge” (Greenleaf, 1977, p. 7). Greenleaf (1972) and Spears
(1995) assert that servant leaders go the next step and abandon self-interest in favor of the
interests of those they serve.

Sendjaya and Sarros (2002), through their examination of servant leadership,
found that servant leaders see themselves as stewards who develop and empower others

to reach their potential. Barbuto and Wheeler (2002) postulated servant leadership was





32

comprised of eleven characteristics based on a review of influential works (e.g.

Greenleaf, 1970; Spears, 1995). However, their research identified a missing key

element, calling, not included in Spears’ characteristics of servant leadership, but

definitely aligned with Greenleaf’s (1970) original writings.

Russell and Stone (2002) examined the literature and created a practical model for

servant leadership, identifying functional attributes aligned with transformational

leadership attributes (Figure 1).

Figure 2.1

Model for Transformational & Servant Leadership Functional Attributes

Transformational Leadership

Idealized Influence/charisma

Inspirational Motivation

Intellectual Stimulation

Individualized Consideration

Servant Leadership

Vision
Trust
Respect
Risk sharing
Integrity
Modeling

Commitment to goals
Communication
Enthusiasm

Rationality
Problem solving

Personal attention
Mentoring
Listening
Empowerment

From “A Review of Servant Leadership Attributes: Developing a Practical Model,” by C. J. Russell and A.

G. Stone, 2002, Leadership & Organizational Development Journal, 23,vol. 3 /4, p. 156.
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Spiritual leadership has become a focus for increased writing and research

(Fairholm, 1996). The literature draws a close linkage between the values-based
transformational leadership and servant leadership with a greater emphasis on the moral
aspects (Greenleaf, 1977; Burns, 1978; Covey, 1989; DePree, 1989; Fairholm, 1991;
1994; Vaill, 1998). This application of spiritual leadership in the work setting promotes
the aspect of moral conduct. Elements of moral spiritual leadership include building
shared values; vision setting; sharing meaning; enabling; influence and power; intuition;
risk taking; service/servant hood; transformation; stewardship; and community

(Fairholm, 1996).

Barbuto and Wheeler (2006) proposed five dimensions of servant leadership
through the scale development of the Servant Leadership Questionnaire. The research
originally supported eleven dimensions for the servant leadership scale including calling,
listening, empathy, healing, awareness, persuasion, conceptualization, foresight,
stewardship, growth, and community building. Their initial research involved 80 leaders
and 388 raters to test the internal consistency of the instrument, confirm factor structure,
and assess validity.

Five servant leadership factors emerged from the results and were defined as:

1. Altruistic Calling

The motivation begins with a conscious choice to serve others in selfless and
sacrificial ways. As the ultimate goal to serve, the leader puts others’ interests

ahead of his/her own.





34
2. Emotional Healing

The ability of the leader to recognize and initiate a healing process for the
members of the organization as well as individuals. Leaders create
environments were followers are safe in voicing professional and personal
concerns.

3. Persuasive Mapping
The ability to conceptualize mental frameworks that map issues for greater
opportunities for the organization. Leaders encourage others to envision the
organization’s direction and persuade them to take on responsibilities to
achieve a particular direction.

4. Wisdom
Ability to sense cues from the environment and to conceptualize their
implications on the members and the organization.

5. Organizational Stewardship
The effort of the leader to foster the sense of ‘giving back’ to the greater

community and society through organizational efforts.

Significant relationships between transformational leadership dimensions, extra
effort, satisfaction and organizational effectiveness were found within the same sample
population (Barbuto & Wheeler, 2006). These results offer evidence of the strong
relationship between transformational and servant leadership behaviors.

Servant leadership writings portray the leader as open and unobtrusive. Leaders

use their experience and knowledge to build people up and equip them with the personal
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development and learning in order to become leaders themselves. Similar to the Lao

Tzu - described leader as mid-wife and guide on the side, not sage on the stage; servant
leadership provides support for the followers to lead (Heider, 1985). The servant leader

would find the highest of compliment in the voice of the people ‘we did it ourselves.’

Constructive-Development Theory

The constructive-development theory, developed by Robert Kegan (1982), is
linked to Piaget’s (1972) work which made two powerful ideas evident — the idea of
development in which human personality evolves qualitatively overtime with periods of
stability and change; and the idea that constructivism amounts to the ability to construct
an individual’s reality (Henderson & Kegan, 1989). The meaning-making system of the
individual is understood as the development of the ways one constructs his/her
understanding. An individual derives understanding, through growth and changes over
the course of one’s life span and it signifies the manner in which one develops and
organizes relationships to others and to the self (Perry, 1970). Focused not on “what”
people know, but rather “ihow” they know, Piaget initially proposed this distinction as a
way to understand development and cognitive reasoning in children. The conceptual
construct was extended into adulthood as a model of development by researchers such as
Kohlberg (1969), Perry (1970), Loevinger, (1976), Kegan (1982) and others for particular
foci (e.g. Fowler, 1981; Gilligan, 1982; Belenky et al, 1986; Baxter Magolda, 1992,
1999).

The model of constructive-development, as applied to adults, proposes an

evolving transitional life span that interacts with one’s environment while trying to make
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sense of it. As an individual moves along the life span, one becomes more and more

effective at making sense of more complex interactions and environments. The
constructivist approach suggests that individuals may construct meaning and make sense
of their experiences differently tomorrow than they will today. Since tomorrow, they will
have had another day’s worth of experiences (Eigel, 1998). The caution here is that the
movement does not occur in the same manner for every individual and some individuals
may stay in a certain place in their meaning-making system while others transition on.
These constantly changing demands in our modern life may place many adults ‘in over
their heads’ developmentally. Kegan’s theory, first introduced in The Evolving Self

(1982), was enhanced through longitudinal research (Kegan, 1994).

Constructive-Development Theory & Research
Kegan’s model of constructive-development and in particular theory around adult

development provides a picture of the many differing ways people have of being in the
world and, in particular, the demands the world places on development and the capacity
of adults to meet these demands. The theory describes the many different ways people
have of meaning-making about the world. When people are able to hold their own and
other ideas and ways of being and making meaning as different, potentially
comprehensible, it opens up the possibility for deeper relationships and understanding.
Instead of the regular way people have of understanding difference (which is to mistrust
it or judge it wrong), there are more tools for understanding the world available both as

leaders in organizations and in everyday lives (Garvey Berger, 2003).
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Kegan (1994) believes that the constantly changing demands of modern society

are likely developmentally inappropriate for many, perhaps even most adults, which puts
them in over their heads. While being in over their heads is not a bad thing, society has
proven not to be good at supporting and assisting people in their struggles with growth,
particularly for adults (Kegan, 2001). Constructive-development theory invites
consideration that instead of blaming adults for simply being unable to meet these
demands, that learning how to support the development of adults and having the patience
to wait for the growth to occur, can produce positive interactions in various

environments. Kegan writes,

“The expectations upon us...demand something more than mere behavior,
the acquisition of specific skills, or the mastery of particular knowledge.
They make demands on our minds, on Zow we know, on the complexity of

our consciousness” (Kegan, 1994, p.5).

Fundamental Assumptions of Constructive-Development Theory

Underlying constructive-development theory, exists five important and
fundamental assumptions. First, the Orders of the mind not only refer to how one thinks,
but more generally how one constructs reality from experience, which includes feeling,
thinking, and relating to others. Secondly, the Orders are concerned with how one
organizes the thinking, feeling and social relating rather than the content. Third, each
Order represents a different Subject-Object relationship. The fourth assumption,

postulates that each Order of the mind relates to the other. The transition from one Order
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to another is not a replacement for the last Order, rather, the new Order now more

complex and more inclusive than the subsequent Order. Lastly, Subject and Object are
not fixed as what was Subject in one Order becomes Object in the next Order. This
provides a developing ability to see or relate that which one was previously tied to,
embedded in, and enmeshed with (Kegan, 1982). Adults begin to increase their
understanding and way of making meaning about what they were formerly so strongly

identified as part of one’s existence.

Concept of Subject — Object

In constructive-development theory, individuals make meaning using an
organizing principle based on the Subject-Object relationship. Things that are Subject to
someone can’t be seen because they are part of the person and experienced as
unquestioned; as part of the self — taken for granted; taken for true or not taken at all.
Something that’s Subject has you (Kegan 1982). For example, the leader who believes
all people are motivated in the same way — the way the leader is motivated. When
followers fail to be motivated by the methods applied, the leader believes that the
followers are the problem, after all the motivation method being utilized was such a great
inspiration to get the job done (at least in the leader’s eyes of what is motivating)! The
leader’s belief and experience in motivation are Subject to them. Not understanding there
are different ways that people are motivated makes the leader powerless to change his/her
style to meet the needs of the diversity of his/her work group (self).

Things become Object when one is aware of, can reflect upon, can tend to, take

control of, internalize, and operate upon them. Things that are Subject have you, while
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you have things that are Object. The more taken as Object in life, the more complex

worldview because one can see and act upon more things. For example, a leader
struggling to motivate his/her followers, learns there are different preferred methods or
rewards to use in motivating people and that each individual has a preference for what
motivates them. The leader never knew these existed before and now armed with this
knowledge, can begin to act upon this new understanding to help the followers
accomplish the tasks through motivation methods that fit the individual followers’
preference. From what was Subject to the leader (the unknown) became Object to the
leader with information and the ability to reflect upon the new information and change
the way he/she knows about motivation (other).

Each Order in constructive-development has a different Subject — Object focus.
In transition from one Order to another, what once was Subject in the previous Order,

becomes Object in the next Order. Figure 2 is an illustration of this transition.
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Figure 2.2

Summary of Constructive-Development Subject-Object Transition

Order Subject Object
First: Fantasy, impulse, Movement and
Single point, Perception sensation
Immediate
Second: Self-concepts, Fantasy, impulse,
Durable Needs, Perception
categories Preferences
Third: Abstractions, Self-concepts,
Cross-categorical Mutuality, Needs,
Thinking Subjectivity \ Preferences
Fourth: Ideology, Abstractions,
Cross-categorical Multiple roles, Mutuality,
Constructing Self-authorship Subjectivity
Fifth: Oppositeness, Ideology,
Trans-system Interpenetration Multiple roles,

of self and others Self-authorship

From “Understanding and Applying Cognitive Development Theory,” by P.G. Love and P. L. Gutherie,

1999, New Directions for Student Services, 88, p. 68.
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Five Orders

Kegan identified five Orders of constructive-developmental theory concerned
with both how one constructs reality and the development of that construction which
becomes more complex across the life span. The Orders range from the infant to the
person well into the second half of life. Each Order is a qualitative transition in meaning-
making and complexity from the Order before it. As a person transforms, the actual form
of how they understand the world expands with the growth across the life span. While
there are five Orders, for the purposes of this study, the Second through Fifth Orders will
be utilized for the range of the adult population studied.

The First Order resides in young children from birth to seven or eight years of
age. During this time span in life, children do not have the capacity for abstract thought.
Durable objects are not understood except in the moment the child interacts with them.
The world is not concert (working together) and at this Order, children are unable to hold
ideas in their head very long. Impulse control is not possible because children are Subject
to their impulses. At this Order, there is the need for constant supervision and reminders
of the rules (Kegan, 1982). (For the purpose of this study, only adults 17 years of age and
older were involved.)

In the Second Order, the instrumental mind generally applies to adolescents, 7 to
10 years of age, though research has determined some adults in society occupy this
Order. In this Order, while the individual knows his/her feelings and beliefs exist over
time, he/she is now aware that others have beliefs and feelings that remain constant over
time as well. In relationship to authority, individuals in this Order believe that what is a

rule today is a rule tomorrow and there is a pre-occupation with trying to figure out how
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to get past the rule, if it impedes his/her way. Empathy is not possible in this Order,

though individuals know others have feelings and desires. At this Order, individuals are
self-centered and see others as helpers or barriers to having their needs met. A member of
an organization will follow the rules and at minimal risk will break them if he/she does
not fit his/her need. Task assignments best for an individual in Second Order are those in
his/her own best interest with clear boundaries, limited capacity, and good supervision

(Kegan, 1982).

Second Order — Instrumental
Adolescents (7-10 years of age)
Some adults
e Discovers feelings and beliefs exist over time and aware that others have
beliefs and feelings.
e A rule today is a rule tomorrow and pre-occupation with trying to figure
out how to get past the rule if it impedes their way.
e Empathy not possible, though they know others have feelings and desires.
o Self-centered and see others as helpers or barriers to have own needs met.
Example: A member of an organization will follow the rules and at minimal risk
will break them if he/she does not fit his/her need. Task assignments best for this
group member are those in his/her own best interest with clear boundaries, limited

capacity and good supervision.
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The Third Order termed the Socialized or Traditional Mind found in older

adolescents and a majority of adults. In this Order lies the ability to subordinate
individual desires to the desires of others. The impulses and desires that were Subject in
the Second Order (simply part of the self, have you), have become Object. Kegan

describes Subject as

“...those elements of our knowing and organizing that we are identified
with, tied to, fused with or embedded in” (p. 32) while in Third Order
these elements become Object (you have things, “element of our knowing
or organizing we reflect on, handle, look at, be responsible for, relate to
each other, take control of, internalize, assimilate, or otherwise operate

on” (Kegan, 1994, p. 32).

Adults internalize the feelings and emotions of others, and are devoted to
something that is greater than their own needs. This Order’s limitation is the conflict
between important others and one’s own devotion. There is no defined sense of what the
individual wants outside of others’ expectations or societal roles. In this Order, the adult
is model citizen and follows the guidelines and laws out of loyalty to others in the
organization. They try hard not to break the rules because they would not want to feel
they had let others down. In organizations, Third Order individuals will likely hold
leadership positions that do not require independent leadership. According to Kegan’s

study, adults spend the majority of their lives in the Third and Fourth Order transition.
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Third Order — Socialized

Older adolescents and majority of adults
Developed the ability to subordinate their needs to include the needs of others.
Their needs — Subject to them in Second Order, now Object.
e Ability to internalize feelings and emotions of others.
¢ Guided by institutions that are important to them (school, religion,
political party).
e Able to think abstractly, self-reflective on own and others actions, and
devoted to something greater than own needs.
e  When there is conflict between important others — feel ‘torn in two’ and
cannot make a decision.

e Self-esteem not possible at this Order, as there is no ‘self” outside of those
around them, who define and make up who they are at this Order.
Example: A member of an organization at this Order follows rules out of loyalty

to others in the organization and tries not to break them for fear of feeling as
though they have let others down. Can take on many leadership roles in the
organization as long as there is someone they respect to help them make difficult

decisions.

Fourth Order, defined as Self-authoring or the Modern Mind, Kegan (1982) and
other researchers indicate occurrance in some adults. In this Order, adults have created a
self that exists even outside of its relationships with others. The opinions and desires of

others which were previously internalized and which had control over them in Third
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Order, are now Object to them, enabling them to examine multiple opinions and

mediate among them. Those at the Fourth Order possess their own internal set of rules
and regulations — a self-governing system. Unlike the Third Order, Fourth Order adults
feel empathy for others, and take the wishes and opinions of others into consideration in
decision-making. Adults in Fourth Order make good leaders because of their own
internal governing system and are able assist a group in running smoothly according to
the leader’s inner vision of organizational life. However, they can be so invested in their
own way of doing things, that they cannot see connections between their own ideas and

the ideas of others. Kegan (1982) described Fourth Order as:

Fourth Order — Self-Authoring
Some adults - Achieved what is obtained in Third Order
e A self defined outside of its relationships to others.
e Previous opinions and desires of others that were Subject to them, are
internalized, and do not have control over them and now Object.
e Able to examine and mediate over these rule systems.
e Has own self-governing system to make decisions and mediate conflicts.
e Feel empathy for others and take others needs/desires into consideration
when making decisions.
e Does not feel ‘torn’ by conflict because they have their own system to
utilize to make decisions.

e Often referred to as self-motivated, self-directed, and self-monitoring.
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Example: Will make good leader because they have a self-governing system.

Organization will run efficiently with their inner vision and policy/procedure
system. May have difficulty with others who do not see need to follow the rules

and because leader is so invested in own way of doing things, conflict may arise.

The final Order in Kegan’s (1982) model of constructive-development is Fifth
Order — the Self-Transformational or Postmodern Mind and according to research, very
few adults reaching this Order. Adults at Fifth Order have learned the limits of their own
inner system and the limits of having an inner system. They are less likely to see the
world as dichotomies or polarities. Fifth Order adults are more likely to believe that what
people often think of as ‘black and white’ are just various ‘shades of gray’ whose
differences are made more visible by the lighter and darker colors around them. Adults
in Fifth Order generally mediate conflicts between groups, help leaders find common

ground, and remind others they exist within the larger community of human beings.

Fifth Order — Self-transformational
Very few adults
e Achieved all involved in Fourth Order, but have learned there are limits to
own inner system and limits to having a system.
e Less likely to see the world in dichotomies and polarities and see the
various shades of gray.
Example: A member of an organization at this Order acts a mediator of conflicts

between various groups. Likely to see the connections and lines that bring
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together groups which on the surface do not seem to go together. Helps the

leaders across groups seek common ground and promotes the connection of a

greater vision than the immediate organization’s needs (Kegan, 1982).

Transitions Between Constructive-Development Orders

It is important to understanding that while these five Orders are hallmarks of the

development across human life span, there exist vast transitional points between each

Order. The span between the orders and the transition points are not equal in the between.

The research finds that most adults spend their time in transition between the various

transition points of the Orders, holding on to the former Order, while experimenting in

the transition to the next Order. There are 21 possible placements within the five Orders

of constructive-development with 5 hallmarks and 16 transition points.

First Order: 1, 1(2), 1/2,2/1,2(1)
Second Order: 2,2(3),2/3,3/2,3(2)
Third Order: 3,3(4), 3/4,4/3, 4(3)
Fourth Order: 4, 4(5), 4/5, 5/4, 5(4)
Fifth Order: 5

Impulsive Stage
Instrumental
Interpersonal
Self-authoring
Self-Transformational

(Kegan, 1982)

The growth of the individual is in the transition between the points along the

continuum between being fully in one Order or another. The transition symbolized by

X, X(Y), X/Y, Y/X, Y(X). The growth for the individual finds the current order as

‘ruling’ his/her day to day understanding and meaning-making. As the individual has
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more experiences and increased developmental understanding emerges, the signs of the

next Order begin to emerge from outside the individual X(Y). In the next transition along
the continuum, the individual begins to experiment and try out aspects of the next Order
while firmly holding to the already established Order as dominant X/Y. Here two
functioning structures are apparent with the early structure most pre-dominant and clearly
a transition in the making for movement toward the next Order. Once the individual
develops more understanding and exposure to more complex ways of making meaning,
the next order comes more fully into its own and there are two fully functioning
structures in use by the individual. It is in this transition point where there is potential for
the greatest struggle. While there is not the ability to slip back to the previous Order, as
dominant, the struggle of the new complexity can produce growth or surrender to
meaning-making that seems both simple and complex.

The final transition point on the continuum from one fully functioning Order to
the next Order, Y(X), finds the individual with signs of the old order remaining, but with
strong objection to that way of meaning-making in favor of this new pre-domination of

the next fully functioning Order. Figure 3 illustrates the transitions.
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Figure 2.3

Description of Transitions Along the Orders

X(Y)

XY

Y/X

Y(X)

X ruling - Signs of Y emerging (look externally)

X to Y transition

Two full structures operating a same time in transitional position
X — early structure as predominant

Y ruling, signs of X still there

Two different epistemological structures (Subject — Object
balances) demonstrating themselves. More developed structure
tends to pre-dominate.Not slip back as X/Y, steps beyond a little.
Transitional: does not overcome/cancel fully operational previous
structure (as in Y(X)

Signs of old X remaining — less evident

X present being exercised on behalf of NOT being in early Order
any longer. Full higher structure maintained Y without slipping
back to (X). New Structure Y dominates. Characterized by strong
protest against the kind of meaning making evidenced by the X
structure. Not protesting “have-to” mentality — but dismisses it as
not the point. Mutuality.

(Modified from Kegan, 1982)
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Leadership and Constructive-Development

In nearly every discipline, faction of society and around the globe there are
scholars, practitioners and researchers studying leadership from every angle seeking to
define this phenomena. Kellerman (1984) brought together scholars from across the
disciplines to write original essays on how their field considered leadership issues. The
chapters provide an overarching view of leadership raising the questions: What is
leadership? How does your discipline think about leadership? Is there a moral dimension?
Does the discipline offer any particular theoretical or methodological approaches to the
question of leadership? The writers’ fields range from historians, anthropologists,
political scientists, to social psychologists, and organizational behaviorists. Each
discipline presented its case for leadership as viewed from his/her discipline’s lens.
Similarly, recent efforts by the James McGregor Burns Academy involved scholars from
several disciplines in a five-year research effort to create a framework of a general theory

of leadership (Goethais & Sorenson, ed., 2006).

With a variety of ways leadership is defined, connected morally to our
relationship with others, approached through various disciplines and put into question, it
is no wonder that it remains such a misunderstood phenomenon. The underlying question
that surfaces from the study and practice of leadership exists in the ability of the leader to
choose to adapt with the desired skills, techniques and attitude required to lead from the
various perspectives. The research on transformational leadership has been continuous
since the model was first introduced Burns (1978) and further refined by Bass (1985) and

instrumentation development by Avolio and Bass (1995). Further, while Robert





51
Greenleaf’s (1970, 1977) servant leadership theory possesses little empirical research

to support it, the writings on the concept of service, spirit and calling as a practice have
become widely encouraged in volumes of writings and in the delivery of leader
development (Sendjaya & Sarros, 2002). Research in the area of servant leadership is
growing evidence as over recent years, evidenced in a search of Dissertation Abstracts

and various journal references.

The constructive-development research makes a case for further study in applying
the theory to the study of leadership. If the call to leadership points towards the
behaviors as defined in transformational and servant leadership, then more study that is
empirical is required.

In Benay’s, (1997) case study, eight leaders were assessed for transformational
leadership behaviors and constructive-development Order. Three of the four highest
scoring leaders in transformational behaviors had a Subject-Object assessment of 4(5).
Though the sample is small, this finding indicated a relationship between the two
measures. Benay (1997) found a relationship on the lower end of the transformational
behaviors with the lowest scoring subject holding the lowest Subject-Object assessment
of 3/4. Eigel (1998) sampled 21 CEO’s for constructive-development Order and leader
effectiveness and found a positive relationship between higher levels of Subject-Object
(4) assessment with perception of leader effectiveness. Amey’s (1991) sampling of five
leaders and numerous followers of each leader, found a relationship between leader
effectiveness and leader’s Subject-Object assessment correlated to the developmental
level of the followers. It was concluded that if an organizational culture with followers

who preferred a transactional style of leadership were to be lead by a transformational
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leadership style, the followers would perceive the leader to be ineffective in his/her

leadership of the organization (Amey, 1991).

In an effort to clarify and extend transactional and transformational
leadership, Kuhnert & Lewis (1987) applied constructive-development theory to the
transformational leadership framework to explain how essential personality distinctions
in leaders can lead to these leadership behaviors. This work proposed a three-stage
developmental model of leadership Figure 4.

Figure 2.4
Stages of Adult Development Showing the Organizing Process (“Subject”) and the

Content of that Organizing Process (“Object’)

Stage Subject Object
(Organizing Process) (Context of Experience)
2
Imperial Personal goals Perceptions
(Lower-order and agendas Immediate needs,
Transactional) feelings
3
Interpersonal Interpersonal Personal goals
(Higher-order connections, and agendas
4
Institutional Personal Interpersonal
(Transformational) Standards and values Connections, mutual
systems obligations

From “Transactional and Transformational Leadership: A Constructive/Development Analysis,” by K. W. Kuhnert &

P. Lewis, 1987, Academy of Management Review, 12,4, p. 652.
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Kuhnert and Lewis (1987) raised several research questions for the future
application of constructive-development theory including the study of transactional and
transformational leadership. Empirical and longitudinal research is necessary to measure
the relationship between constructive-development stages and leadership behaviors.
Discovery on how these variables influence how leadership emerges and is expressed by
the leader could advance leadership development. Implications were raised in the
research include those for leadership training programs and the extent to which
development can be truly measured if the transition between Subject (the organizing
process of experience) to Object (the content experience) processes can not be rushed
along until the individual is truly ready for the transition. Kuhnert & Russell (1989) used
constructive-development theory with personnel selection. Further the question was
raised whether the developmental fit between leader and followers explains the failures
and successes of leaders (Kuhnert & Lewis, 1987; Amey, 1991; Kegan, 1994).

Past analysis and research raise support for the need of further study to understand
the relationship between transactional, transformational and servant leadership and
readiness of the leader to espouse these behaviors through the lens of constructive-

development theory.

Hypotheses
Linking Transactional Leadership and Constructive-Development
How individuals construct meaning out of their experiences could extend our
knowledge of how leaders understand, experience, and approach the activity of leading.

Through a constructive-development perspective, transactional leadership behaviors
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focus on how the exchange of work for reward aligns with a Second Order perspective

where personal goals and agendas are the organizing process of an individual in this
Order (Kuhnert & Lewis, 1987; Benay, 1997; Barbuto, Fritz, & Marx, 2000;).

Leader’s use of contingent reward could be highest when leaders are in transition
between constructive-development Second to Third Order. Hypotheses developed in this
research around these dimensions were:

Hypothesis l1a: Leader’s use of management-by-exception passive will be
highest when leaders are in transition between constructive-development
Second to Third Order.

Hypothesis 1b: Leader’s use of management-by-exception active will be
highest when leaders are in transition between constructive-development
Second to Third Order.

Hypothesis lc: Leader’s use of laissez-faire will be highest when leaders
are in transition between constructive-development Second to Third
Order.

Hypothesis 1d: Transformational leadership behaviors from a

constructive-development approach finds the leader in Third Order.

The research suggests that the dimensions of transactional leadership described in
the literature will align between the Second and Third Order transition points of
constructive-development theory. Once a leader reaches a fully Third Order point in
meaning-making, a qualitative shift in his/her relationships with others will find them

more focused on interpersonal connections and mutual obligations based on trust,
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commitment, respect, and mutuality (Kegan & Lahey, 1984; Kuhnert & Lewis, 1987;

Benay, 1997; Eigel, 1998; Barbuto, 2005).

Linking Transformational Leadership and Constructive-Development
The leader’s transition of the use of transformational leadership behaviors will be
in close alignment with the ability to hold consideration for other’s needs and desires as
well as the goals and needs of the institutions with which his/her followers are affiliated.
The transformational leader will become fully Fourth Order when he/she makes the
transition to being able to fully hold his/her own meaning-making system and reflect
upon its ability to inform his/her decision-making and meet the needs of others. The
leader will be able to work from his/her own system of principles and values rather than
be held by the people and institutions that held them in the Third Order.
Hypothesis surrounding a leader’s transformational leadership behaviors and
meaning-making were developed as follows:
Hypothesis 2a: Leader’s use of idealized influence will be highest when
leaders are in transition between constructive-development Third to Fourth
Order.
Hypothesis 2b: Leader’s use of inspiration motivation will be highest
when leaders are in transition between constructive-development Third to
Fourth Order: 4/3.
Hypothesis 2¢: Leader’s use of individual consideration will be highest
when leaders are in transition between constructive-development Third to

Fourth Order:3/4.
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Hypothesis 2d: Leader’s use of intellectual stimulation will be highest

when leaders are in transition between constructive-development Fourth to
Fifth Order: 4/5.

Hypothesis 2e: Leader’s use of charisma will be highest when leaders are
in transition between constructive-development Third to Fourth Order:

4/3.

Linking Servant Leadership and Constructive-Development

In an approach to servant leadership with the lens of constructive-development,
individuals will be found to bring their experience with a sense of deep understanding of
the connections and lines between several systems and groups. While on the surface,
these may not seem to go together, the individual assists others to seek common ground
and promote a greater vision or connection to a larger good, beyond the group’s
immediate goals. As a mediator of conflicts and promoter of healing, the Fourth to Fifth
Order individual becomes a leader serving the welfare of others and building them up to
take responsibility for the leading that is necessary (Farling, Stone & Winston,1999;
Sendjaya & Sarros, 2002; Barbuto & Wheeler, 2002, 2006). Hypotheses for the study
developed as follows:

Hypothesis 3a. Leader’s use of organizational stewardship will be highest
when leaders are in transition between constructive-development Third
and Fourth Order: 4/3.

Hypothesis 3b. Leader’s use of persuasive mapping will be highest when
leaders transition between constructive-development Fourth to Fifth

Order: 4/5
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Hypothesis 3c. Leader’s use of altruistic calling will be highest when

leaders transition between constructive-development Fourth and Fifth

Order: 4/5.

Hypothesis 3d. Leader’s use of emotional healing will be highest when

leaders transition between constructive-development Fourth and Fifth

Order: 4/5.

Hypothesis 3e. Leader’s use of wisdom will be highest when leaders

transition between constructive-development Fourth and Fifth Order 4/5.
Figure 5 represents the conceptual model of the hypotheses that were tested in this

research study.
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Figure 2.5

Relationship Among Transactional, Transformational, and Servant Leadership

Dimensions and Constructive-Development Order

Conceptual Model

Constructive-Development
Order as Anteceden

Leader Behaviors

Transactional

Contingent Reward
Management-by exception: Active
Management-by-exception: Passive

Laissez Faire

Transformational

— |dealized Influence
— Inspirational Motivation
Intellectual Stimulation
Individualized Consideration
Charisma

\ Servant
\\

Altruistic Calling
Emotional Healing
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Wisdom
Organizational Stewardship
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CHAPTER III

Methodology

This chapter describes the methods used to study the relationship between a
leader’s constructive-development order and the key aspects of transactional,
transformational and servant leadership. Constructive-development Order tested as a
predictor of attributes of transactional, transformational and servant leadership for
individual level variance. The research design was a multilevel model consisting of
community leaders in various leader development programs (Level 1) nested with
followers who interact with the leader in organizational relationships either above, as a
peer or in subordinate roles (Level 2). The researcher administered the instruments via
two web-based survey sites and conducted one-on-one audio taped interviews. The
following describes the population, research design, and instrumentation, and closes with

a focus on variables in the study.

Population

Participants in this study were leader-follower dyads from several leader
development programs, with participants from geographic locations across the United
States. Nearly 275 leader participants were invited to participate in the study. The
directors of each of the programs were provided with a description of the study to send to
their participants either via email or via post. Interested leader participants were directed
to the researcher to finalize their participation and provide consent. Of the 275 potential
participants, 26% or 71 self-selected to participate in the study. The final number of

leaders who completed all parts of the study was 54 with 409 followers. Participants
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represent two cohorts of individuals. One set of participants had completed at least a

bachelor’s degree, in the workforce, and were participants in either a community or post-
secondary leadership programs. The second cohort participants were college students
who had not completed a bachelor’s degree, but had been selected by their institutions to
participate in an intensive six-day leader development institute.

The researcher accepted the interest from participants directly. An invitation and
informed consent were emailed to schedule the one-on-one audio taped interview.
Interview times were offered seven days a week as well as day and evenings. The
researcher scheduled interviews with at least thirty minutes in-between for paperwork
and processing of thoughts on the interview. A web-based conferencing system was
utilized for the interview that provided an 800 number for the researcher and the
participant to call and be linked for the telephone interview. The web-based conferencing
system recorded the interview, on a prompt from the researcher, and converted the
interview to mp3 format was then placed on a secure server with the transcription service.

Once an interview was set, the researcher provided the participant with a link to
the Survey Monkey website. The website allowed participants to confirm informed
consent, provide demographic data and complete the Servant Leadership Questionnaire.
An invitation from the Mind Garden website to complete the Multifactor Leadership
Questionnaire, 5x short, was sent to consenting participants.

The leader participants entered the name and email contact of individuals, who
could serve as raters. A direct email sent from the Mind Garden system to the raters and
the researcher cued the Survey Monkey system to send an email invitation to the leader

listed raters. Leaders were able to monitor responses to their invitations on their
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individual Mind Garden page, while the researcher provided the monitoring on the

Survey Monkey web-based survey system and communicated with the leaders to prompt
rater response to the Survey Monkey website. Some confusion on the part of raters on
the completion of two (2) assessments on two different web-based systems may have
been the cause for inconsistent response rates between the completion of the Multifactor
Leadership Questionnaire and Servant Leadership Questionnaire. The researcher made
weekly contacts with the leaders, over five weeks, to prompt rater completion.

A “decline™’ link was provided for those who did not want to continue
participation in the study or wished to decline the rating of the leaders in the study and
not be contacted again. Eleven leaders eventually dropped from the study and 224
followers declined the survey participation either formally or by not responding to the
invitation.

Return rates were defined as the actual number of surveys returned for each web-
based survey system. Due to the nature of the instrumentation being defined as 360
degrees and the need to match leaders and raters in the data analysis, leaders with no
corresponding followers had to be eliminated from the study. Of the 333 raters receiving
the invitation for the Multifactor Leadership Questionnaire and 300 raters receiving the
invitation for the Servant Leadership Questionnaire were distributed, overall, 409 were
returned resulting in 217/333 (65%) Multifactor Leadership Questionnaire and 192/300
(64%) Servant Leadership Questionnaire usable surveys. Of the 71 surveys distributed to
leaders, 56 were returned, resulting in 54 (76%) usable surveys. Of the 70 interviews
offered, 60 leaders completed the interview, with 54 (76%) completion of all three parts

of the data collection process.
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Table 1 shows the distribution and return rate of surveys and interviews from those

participating in the study.
Table 3.1

Number of Instruments Distributed, Interviews Conducted and Usable

Instruments Distributed Usable Return Rate
Leaders Raters Leaders Raters Leaders Raters
Multifactor
Leadership Questionnaire 71 333 54 217 76%  65%
Servant
Leadership Questionnaire 71 300 54 192 76%  64%
Subject-Object Interview 70 54 77%

Leaders were 57% female and 43% male with an average of 33 years of age.

Nine percent of the leaders held Bachelors degrees, 42% Masters degrees, and 20%

Ph.D.’s. The remaining 18% achieved high school diplomas. Twenty percent of the

leaders identified themselves as persons of color while the remaining 80% identified
themselves as white, Caucasian (non-Hispanic). Raters that responded to the invitations
were 61% male and 39% female with an average of 35 years of age. Seven percent had
obtained a high school diploma, 5% an associates degree, 23% bachelor’s degrees, 39%
Masters degrees and 11% Ph.D’s. Eleven percent of the raters identified themselves as
persons of color while the remaining 89% identified as white, Caucasian (non-Hispanic).
Rater’s relationship to the leaders was 56% above the leader, 33% peer to the leader and

12% below the leader. Table 2 provides the leader demographics for this study.





Table 3.2

Leader Demographics (N = 54)

Group Leaders

Sex

Male 23

Female 31
Age Level

18-26 21

27-39 17

40-49 12

50 and over 4
Race Category

Black and/or African-American 2

Native Hawaiian/Pacific Islander 3

Hispanic/Latino (a)/Chicano (a) 3

White/Caucasian (non-Hispanic) 43

Other (identified mixed race) 3
Education Level

H.S. Diploma/Associates 16

Bachelor’s Degree 5

Masters Degree 22

Ph.D./Ed.D. 11
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Research Design

Two instruments to collect quantitative data on the dependent variables, and one
assessment was used to qualitative data on the independent variable. For the quantitative
measure of the dependent variables transactional and transformational leadership and
servant leadership, leaders completed the Multifactor Leadership Questionnaire - 5x short
(Avolio & Bass, 2004) and the Servant Leadership Questionnaire (Barbuto & Wheeler,
2006). Raters completed the Multifactor and Servant Leadership Questionnaires rating
leader behaviors. A leader interview was used to collect qualitative data on the
independent variable. The interview was a slightly modified version of the Subject-
Objective Interview based upon the protocol (Lahey, Souvaine, Kegan, Goodman, &
Felix, 1988). A brief demographic survey immediately preceded the survey found on the
Survey Monkey web-based survey system and leaders identified the relations of the
raters, as above, peer, or below in the organization or relationship, on the Mind Garden

web-based assessment system.

Measures
Multifactor Leadership Questionnaire
Burns (1978) identified transactional and transformational leadership construct
through his study of political leader characteristics. Bass (1985) developed a model
identifying these factors now referred to as transactional and transformational leadership
factors. The Multifactor Leadership Questionnaire, 5x short, was developed from the
initial research using revised versions of the MLQ (Bass & Avolio, 1995, 2004). The

questionnaire emerged empirically to differentiate between the constructs through sub-
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scales for both transactional and transformational leader behaviors resulting in a ‘full

range’ of leader behaviors as highly transformational on one end to those which are
highly ‘hands off” at the other end.

A meta-analysis of the literature on the Multifactor Leadership Questionnaire for
measuring transactional and transformational leader behaviors was conducted by Lowe
and Koeck (1996). The instrument has been utilized in over 100 research studies,
appearing in journals, dissertations, book chapters, conference papers, and technical
reports. Studies in a variety of organizational settings have used the instrument to study
leaders including manufacturing, the military, educational, religious and volunteer
institutions. The studies included leaders at various levels in the organization including
front-line supervisors, middle managers, senior managers and CEOs.

For this study, the Multifactor Leadership Questionnaire, form 5x short, was used
to assess leaders’ transactional and transformational leader behaviors. The instrument
contains 45 statements and consists of two versions. The leader version contains
statements that describe behavior, as perceived by the leader perceives. The leader
judges how frequently each statement fits his/her behaviors. The rater version contains
similar statements that ask the rater to evaluate the identified leader’s behaviors, as he/she
perceives them, again judging how frequently the statement fits the leader he/she is
rating. Both forms utilize a 5-point Likert-type scale ranging from "0" (Not at all) to "4"
(Frequently, if not always).

Four sub-scales reflect transactional leadership and five sub-scales reflect
transformational leader behavior. Three sub-scales determine degree of leader

effectiveness, extra effort elicited and satisfaction among followers. The transactional
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leader sub-scales identify as contingent reward, management-by-exception active,

management-by-exception passive, and laissez faire. The transformational leader sub-
scales include idealized influence (attributed and behaviors), inspirational motivation,
intellectual stimulation, and individualized consideration.

The Multifactor Leadership Questionnaire, considered the ‘gold standard’ for
empirical research on full-range leadership behaviors and has established validity and
reliability. Bass and Avolio (1990) used 14 samples to validate the reliability of the
questionnaire resulting in Cronbach's alphas ranging from .91 to .94. Lowe and
Kroeck’s, (1996) meta-analytic review of the literature for assessment of transformational
and transactional leadership confirmed the ability to measure transformational leadership
and leader effectiveness with reliability.

The sub-scales for the Multifactor Leadership Questionnaire and behaviors

intended to be measured shown in Figure 3.1.
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Figure 3.1

Multifactor Leadership Questionnaire Sub-Scale Sample

Transactional Sub-scale Sample Statement

Contingent Reward Provides with help in exchange for my
efforts

Management-by-Exception Active Directs my attention toward failing to meet

standards

Management-by-Exception Passive Waits for things to go wrong before implementing
action

Laissez Faire Avoids involvement when important issues
occur

Transformational Behaviors Sample Statement

Idealized Influence (Behavior) Talks about their important values and beliefs

Idealized Influence (Attributed) Instills pride in me for working with him/her

Inspirational Motivation Instills pride in me for being connected with
him/her

Intellectual Stimulation Gets me to look at problems from multiple
angles

Individual Consideration Spends time teaching and coaching me

Effectiveness & Satisfaction Sample Statement

Extra Effort Increases my willingness to try harder

Effectiveness Effective in meeting my job-related needs

Satisfaction Uses methods of leading that are satisfaction

Adapted from “Multifactor Leadership Questionnaire: Third Edition Manual and Sampler Set,” by B.

Avolio and B. Bass, 2004, Mind Garden.
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Servant Leadership Questionnaire

The Servant Leadership Questionnaire, developed by Barbuto and Wheeler
(2006), operationalize a scale for empirical research on servant leadership. The scale
development for the Servant Leadership Questionnaire reduced an initial list of attributes
from eleven characteristics derived from an analysis of the literature to five key
attributes. The attributes to measure servant leadership identified as altruistic calling,
emotional healing, wisdom, persuasive mapping and organizational stewardship. The
Servant Leadership Questionnaire exists as the only empirically-tested assessment
measuring attributes of servant leadership behavior. The scale development and
construct clarification by Barbuto and Wheeler (2006) provided an instrument with value
for research through strong factor structures and good validity criteria performance.

Two forms for the Servant Leadership Questionnaire were used, one for leader
self-report and one rater form for one to five individuals rating leader behavior. Figure
3.2 provides sample statements from the rater form of each sub-scale for followers rating

leaders:
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Figure 3.2

Servant Leadership Questionnaire Sub-Scale Sample Statements

Behaviors Sample statement

Altruistic Calling This person puts my best interests ahead of

his/her own

Emotional Healing This person is one that could help me mend
my hard feelings

Wisdom This person seems in touch with what’s
happening

Persuasive Mapping This person offers compelling reasons to get

me to do things
Organizational Stewardship This person is preparing the organization to

make a positive difference in the future.

Adapted from “Scale Development and Construct Clarification of Servant Leadership” by J. Barbuto, Jr.

and D. Wheeler, 2006, Group and Organization Management, 31, 3.

Servant Leadership Questionnaire leader and rater samples found in Appendix C & D.

Subject-Object Interview

The Subject-Objective Interview was designed as a tool for understanding what
the Subject’s experience means to him/her in order to classify the person in terms of
constructive-development theory (Lahey, et al. 1988). The fundamental question of the
Subject-Object analysis was designed to answer the question, from where in the evolution
of Subject-Object relations does the person seem to be constructing his or her reality?

(Lahey, et al. 1988). In analysis, the researcher attempts to understand the particular
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Subject-Object level in which the participant is engaged.

Researcher Training on Subject-Object Interview

The researcher received training through the research team at Harvard Graduate
School of Education in the Subject-Object interview and interpretation scoring method in
the October 2005. Follow-up training found the researcher to be reliable in overall
scoring within the acceptable 1/5 order discrimination. Further, review of the
researcher’s interviewing, on several pre-study interviews, resulted in the researcher
being deemed capable in the interview method to yield the ‘scorable’ bits of structure
required.

Participants were provided with a page of instructions for reflection prior to the
interview, each containing a word or phrase. This protocol was an enhanced version
from the original published in the guide (Lahey, et al. 1988), as evolution from
researchers currently utilizing the method. Current researchers have found several of the
initially developed word or phrase protocols often did not yield enough structure for
scoring.

For this study, the trained researcher used the following five (5) words or phrases
with the participants: change; success; torn; angry; and important to me/strong
stand/conviction. These words or phrases served to purposefully direct the discussion
from the very beginning of the interview toward ‘ripe’ content areas (as discovered in the
initial research conducted by Kegan, 1982). The notes of the participant, under each
word or phrase, ‘fill up’ the interview with material for exploration during the interview

and were unlikely to be exhausted during the sixty minutes.
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Since all but one interview were conducted over the telephone, each participant

was provided with a written interview protocol generally 24 hours prior to the interview
(Appendix E). The protocol introduced the participant to the conduct of the interview
and prompted the participant to take the opportunity to write notes about each of the
words or phrases. In example, the protocol prompted the participant with a statement

related to ANGRY:

“If you were to think back over the last several weeks, even a couple of
months, and you think about times you felt really angry about something,
or times you got really mad or felt a sense of outrage or violation; are
there two or three things that come to mind? Take a minute to think about
it, if you like, and jot down on the card whatever you need to remind you
of what they were.” (If nothing comes to mind for the interviewee for this

particular word, move to the next card). (Lahey, et al.1988).

The participants were able to jot down notes in preparation for the interview with
thoughts that came to mind for each of the topics. The protocol prompted the participant
to complete this task 20-30 minutes prior to the actual interview, though it was known
that several completed his/her preparation hours or even the day prior to the interview.
These notes were kept by the participant and he/she decided whether or not to talk about
any particular writing during the interview.

During the interview, the researcher engaged in combined empathic listening and

probing for deeper meaning and understanding of the way the participant had or had not
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constructed meaning from his/her experiences. For example, if the participant chose to

talk about ‘angry,’ the researcher’s job was to ask the right questions to find out not what
the participant is angry about, but the sow s and why’s behind the participant’s
experience of being angry. This information informed the researcher on how the
interviewee constructed meaning. The additional task of the researcher during the
interview was to form and test hypotheses in order to find the Order achieved by the
participant and ‘push’ for the highest Order of meaning-making constructed by the
participant. There were 21 possible distinctions within the five Orders. For the purpose
of this research, Second through Fifth Orders were considered for the post-adolescent
population of 17 years of age and above. This provided the researcher with range of the
meaning-making system over 17 transition places. ‘Pushing’ toward the higher Order
revealed the participant’s ability for higher complex thinking in the constructing of
meaning from his/her experiences. Testing the achievement Order, allowed the

researcher to better narrow the field to the actual Order.

Variables in the Study
The dependent, or criterion, variables in this study were leader behaviors defined
by transactional and transformational leadership as measured by the Multifactor
Leadership Questionnaire, form 5x short (Avolio & Bass, 2004) and servant leadership
behaviors as measured by the Servant Leadership Questionnaire (Barbuto & Wheeler,
2006). The independent, or predictor variable in the study was leader constructive-
development Order of meaning-making as measured by the Subject-Object Interview

(Kegan, 1982; Lahey, et al. 1988).
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Data Analysis

Invitations were distributed via an e-mail to participants from the two web-based
survey systems (Appendix H). The e-mail contained a link to the SurveyMonkey web-
based system that included the confirmation of consent to participate, the demographic
form and Servant Leadership Questionnaire. The Mind Garden web-based system
included the Multifactor Leadership Questionnaire. Separate invitations from each web-
based system were sent to leaders and followers to link them to the respective surveys.
Survey information was submitted by the participants to the two vendors,
SurveyMonkey.com and Mind Garden.com. Both vendors provided the researcher direct
password coded access to the results. The Mind Garden system retains data from the
leader and raters answers, without identification, for aggregated on-going research on the
Multifactor Leadership Questionnaire. The survey housed on the SurveyMonkey system
was not utilized by anyone except the researcher. Both vendors ensured network
security, hardware security and software security.

The choice of web-based surveys was based on the impression that collecting the
data from participants across the United States would provide the most efficient and
effective manner for inclusion of a broad geographic sample. The option for both
surveys could have included mailing the surveys and doing follow up mailings. This
would have increased the need for data entry and increased the likelihood of errors,
which was eliminated, for the most part, when utilizing web-based systems. While other
web-based survey systems were considered, the SurveyMonkey system came highly

recommended from other researchers. The SurveyMonkey system was chosen for its
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ease of use and data handling capacity.

In the Mind Garden system, the researcher entered names and email addresses of
participants. A general email invitation was generated to all leader participants from the
system. The researcher set up an e-mail account that was used for the sole purpose of
monitoring the participants in the study. The correspondence from the initial e-mail
invitation, directed participants to watch for the two e-mail messages for the survey
systems. It was known that some participants worked at organizations with strong filter
systems on their internet connections and would automatically screen out e-mails with the
word monkey or a phrase like mind garden. This proved to be a problem for some raters
as well, who found the invitations in their junk mail, if they checked at all.

The Mind Garden system allowed the researcher to assist in providing follow-up
requests to the raters for their participation. A tracking system of the number of
responses completed and outstanding was a welcomed feature of this system. Once the
data collection was completed, a request was made to send the raw data via e-mail to the
researcher for transfer to statistical analysis software.

In the SurveyMonkey system, the researcher developed two surveys, one for
leaders and one for raters. The system offers a variety of question templates that allowed
for open-ended, multiple choice, short answers and locked in answer questions. The
system was easy to use and allowed for copying of surveys to modify for differing
population organizations that participated in the study. Data was monitored and tracked
with ease as participants completed the surveys. Even though names were entered into
the systems, the links often provided a way for the participants not to be recorded and

linked to their name or email. The researcher provided all participants, leaders and raters
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with a unique ID code to enter into the survey to keep track of respondents and to

match the leaders with their raters. This type of double assurance was necessary in
utilizing a web-based system.

Data were downloaded from the SurveyMonkey site, available in several formats,
with easy opportunity to maintain back up of the data. Drawbacks of the system included
excluding participants from receiving repeat e-mails from a group list as well.

Data from both survey systems for the MLQ and SLQ was compiled into one
Excel spreadsheet. Careful matching of leaders and raters was achieved. Two files were
kept, with one including names and the other with names removed before data analysis
was performed. SLQ and MLQ scores were summed using a SPSS syntax code. Both a
wide data set and a stacked data set were developed to prepare for two levels of analysis.

Data results of the quantitative measures from all surveys was formatted per
instructions in SPSS, placing Level 1 and Level 2 variables within a single field such that
the value of the Level 2 variables are identical for all cases ‘nested’ within a particular
Level 1 unit (e.g. all leaders and their respective raters). The data were exported as a .dat
file and analyzed using Mplus. Mplus software, a comprehensive package for both single
and multi-level modeling program, for the unique use of both continuous and categorical
latent variables. Continuous latent variables are used to represent factors corresponding to
unobserved constructs, random effects corresponding to individual differences in
development, random effects corresponding to variation in coefficients across groups in
hierarchical data, and latent response variable values corresponding to missing data
(Muthén & Muthén, 1998-2001).

For the qualitative data collection utilizing the Subject-Object interview, upon
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completion of the audio-taped interviews, recordings were transcribed and interpreted

by the researcher for scorable “bits” of meaning-making structure (Appendix F & G).
Each interview must have at least three solid ‘bits’ scored at the same point to produce a
score. Each interview was given two scores. The actual transition Order from the
formulation sheet and a score the researcher called the SOI (Subject-Object Interview)
converted score for use in the statistical analysis. (It should be noted here that though the
assigned score implies an equal distance between each of the Orders in the transition,
there is no indication that the transition from one transition point to the next in an Order

is an equal transition of time or effort.) The scores appear in Table 3.3.
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Table 3.3 Subject-Object Interview (SOI) Score Conversion for Statistical Analysis

SOI Order Score SOI Converted Score

2 2.0
2(3) 2.2
2/3 2.4
3/2 2.6
3(2) 2.8

3 3.0
3(4) 3.2
3/4 3.4
4/3 3.6
4(3) 3.8

4 4.0
4(5) 4.2
4/5 4.4
5/4 4.6
5(4) 4.8

5 5.0

For inter-rater reliability purposes, two secondary raters were utilized to score
random interviews at a ratio of 1 to 3. The two secondary raters were provided with the
every third transcription in the order of date of interview for a true 1 in 3 ratio. The
researcher’s initial rating and a second rater rating must score within one transition
position, 1/5, for reliability. If the researcher and second rater did not agree, a review of
the transcript and comparisons were made to determine the final score. Dissertations and
projects which used this technique reported complete agreement reliabilities of 70 to 80%

range, and most reliabilities at 100% for a 1/5 Order discrimination (Lahey, et al. 1988).
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Summary
This chapter outlined the research methods utilized to conduct the study. Multiple
methods of data collection were used to satisfy the quantitative and qualitative variables
in the study. Web-based surveys were distributed to leaders and their respective raters
and interviews of leaders were conducted via telephone calls with audio taping using a
conference-based telephone system. Data were recorded in the web-based systems and
interviews were recorded in mp3 format. Both quantitative data were downloaded,

interview recordings were transcribed and interpreted, and analyzed to test hypotheses.
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CHAPTER IV

Results

The leaders’ constructive-development Orders were tested as predictors
of leaders’ and raters’ perceptions of transactional, transformational, and servant leader
behaviors. The Multifactor Leadership Questionnaire, Form 5x (leader and rater
versions), were used to measure leaders’ level of transactional and transformational
leader behaviors and the Servant Leadership Questionnaire (leader and rater versions)
was used to measure leaders’ level of servant leader behaviors. The Subject-Object
Interview assessed the leaders’ constructive-development Order. The data collected were
from two levels (leader level — leaders’ perception of their transactional, transformational
and servant leader behaviors with measure of leader constructive-development Order),
and group (raters level — raters perception of leaders transactional, transformational and
servant leader behaviors). A multi-level model was utilized in data analysis with

hierarchical linear modeling used to test study hypotheses.

Simple Statistics and Correlations
Simple statistics and correlations were calculated for all variables of the study for
all participants (leaders N = 54; raters N = 409).
Scale reliabilities were acceptable for nearly all subscales per Nunnally’s (1978)
conclusion that minimum reliability (Cronbach’s alpha) measures should be at .70. In
this study, the Multifactor Leadership Questionnaire, Form 5x short, had an overall

reliability of .68. Several subscales performed under the standard including contingent

reward (o = .57); management-by-exception passive (o = .62); laissez faire (a0 = .53);
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idealized influence (a = .59); inspirational motivation (a = .69); extra effort (o = .67);

and effectiveness (o = .69). Scale reliabilities for the Servant Leadership Questionnaire
met the standard of .70 with o = .88.

The Subject-Object scale was assessed for inter-rater reliability overall at .83.
The accepted test-retest reliability ranged from .75 to .90. The research utilizing this
method supports a test of 20 percent of the interviews by a second rater. Either complete
agreement or agreement within 1/5 stage is considered acceptable reliability. The general
preference for inter-rater reliability through much of the research support the range
method and is supported by a measure with the longest “track record”, namely the Moral
Judgment Interview (Colby & Kohlberg, 1987). The Moral Judgment Interview at the
finest differentiation supports thirteen distinctions between stages one and five; it
distinguishes two transition points between any two stages. The Subject-Object
Interview makes an even finer distinction between any two Orders (stages) with 21
distinctions between Orders (stages) one to five and distinguishes four transitional points
between any two Orders (stages). The researcher achieved ten interview scores within
the acceptable 1/5 distinction, five scores with 100% agreement and three scores not in
agreement of the 18 interviews scored by two raters. One rater scored 13 and has 20
years of experience with the measure and a rater with one year of active experience

scored five interviews.
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Simple Statistics Servant Leadership Questions

The following table (Table 4.1) represents the simple statistics from the Servant
Leadership Questionnaire for both leaders’ self-report and raters’ assessment of leaders in

this study.

Table 4.1
Simple Statistics Servant Leadership Questionnaire Leader Self-Report (N= 54) and

Raters (n =192)

Attribute Leader Leader Rater Rater

M SD M SD

Altruistic Calling 3.67 57 3.60 1.01
Emotional Healing 3.59 .63 3.13 1.29
Wisdom 3.83 72 4.08 .82
Persuasive Mapping 4.53 .66 3.53 .99
Organizational Stewardship 4.26 .83 4.12 1.19

Note: Scale Range: 0 (Never) to 4 (Always)

Simple Statistics Multifactor Leadership Questionnaire
The following is a statistical comparison (Table 5) of the transformational and
transactional attributes scores of the Multifactor Leadership Questionnaire for this study

and the normative sample (Avolio & Bass, 2004).





Leader and Rater Simple Statistics and Multifactor Leadership Questionnaire

Table 4.2
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Comparison
Leader Leader Rater Rater | Normative Normative Normative Normative
Report Report Study* Study* Study* Study*
n=>54 n=217 Self Self Others Others
Attributes n=3375 n=13829
M SD M SD M SD M SD
Ila 3.09 49 3.32 .65 2.95 .53 2.93 .76
1Ib 3.19 .59 3.20 .63 2.99 .59 2.75 72
M 3.30 A48 3.37 .62 3.04 .59 2.86 .76
IS 2.97 .63 3.07 .67 2.96 .52 2.74 71
IC 3.27 .56 3.20 .70 3.16 .52 2.81 76
CR 2.92 .06 3.18 .61 2.99 .53 2.86 .68
MBEA 1.45 17 1.58 .95 1.58 79 1.69 .89
MBEP .90 .67 .85 71 1.07 .79 1.03 75
LF .59 48 43 .08 .61 .62 .65 .67
EE 3.11 49 3.32 .68 2.79 .61 2.71 .86
E 3.27 44 3.36 .63 3.14 51 3.05 74
S 3.30 .53 3.44 .67 3.09 .55 3.08 .82

Note. *Normative Study data (Avolio & Bass, 2004).

ITa = Idealized Influence Attributed; IIb = Idealized Influence Behavior; IM = Inspirational Motivation; IS

= Intellectual Stimulation; IC = Individual Consideration; CR = Contingent Reward; MBEA =

Management-by-exception Active; MBEP = Management-by-exception Passive; LF =Laissez Faire; EE =

Extra Effort; E = Effectiveness; S = Satisfaction. Scale: 0 (Not at all) to 4 (Frequently, if not always)
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Participant constructive-development order scores as compared to samples from

general populations. Comparisons were sourced from the most recent available data on

studies of constructive-development Order utilizing the Subject-Object Interview as

developed by Lisa Lahey and associates (Lahey, et al. 1988) (Table 4.3).

Table 4.3

Constructive-Development Order Distribution and Comparison Studies

Orders Leaders Leaders Bar-Yam  Professional Original
Scores This study This study (highly Educated Dissertation
with middle educated Composite*  Composite™

removed sample)*

(N =54) (n=44) (n=60) (n=207) (N =282)

5 0 0% 0 0% 0 0% 0 0% 0 0%

4-5 4 7% 4 9% 6 10% 15 7% 17 6%

4 7 13% 7 16% | 25 42% 83  40% 9 34%

3-4 200 37% 10 23% | 22 37% 68 33% 91 32%
3 9 17% 9 20% 7 11% 31 15% 40 14%
2-3 13 24% 13 30% 0 0% 5 25% 22 8%
2 1 2% 1 2% 0 0% 5 25% 15 5%

Note: *Source: Robert Kegan, 1994. In over our heads: The mental demands of everyday life. Cambridge,

Massachusetts: Harvard University Press, p. 192-195, Tables 5.3 and 5.5.

This study sample yielded similar results to the comparison studies (see Table

4.3). The comparison studies selected show the similarities of the results of this study
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with previous studies and the overall composite available to date. This study featured

a treatment of the study sample using N = 54 original analysis and » = 44 in post hoc
analysis. In comparisons of the studies, the Bar-Yam (1991) was selected with
demographics included N = 60 (similar to this study N = 54); highly educated sample, 40
women, 20 men with 25-55 years of age who were pursuing graduate degrees. The
professional, highly educated sample included N = 207 with 25-55 years of age range,
most similar to this study in age range. The overall composite study (N = 282) presents
twelve studies, including widespread education levels (similar to this study), and 19-55
years of age (similar to this study).

The scores for constructive-development Order from this study compare
favorably with the distribution between Orders for comparison studies (Table 6). Orders
5, 4-5, 3-4, and 3 have comparable percentage ranges with these studies and the overall
composite. Fourth Order had a smaller sample which could be explained by the M = 36
years of age for this study’s participants. This study presents an age range younger in the
18-25 years of age category than other studies. Second to Third Order scores were larger
in sample explained in part by the larger portion (39%) of 18-25 years of age participants

in this study.

Correlating Independent and Dependent Variables
There were positive relationships found between constructive-development order
and several dependent variables. There was a significant, positive relationship between
leader constructive-development order and leader self-reported individualized

consideration (r =.33; p<.05). A significant, positive relationship was found between
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leader constructive-development order and raters’ report of leaders’ wisdom (» = .30;

p<.05) and persuasive mapping (» =.22; p<.05). These relationships were small, but
achieved the recommended power level (p<.05, N = 54) (Cohen & Cohen, 1983). These
relationships were statistically significant. Variable means, standard deviation and
correlations appear in Tables 7-13.

Correlations on transformational leadership subscales and constructive-
development order for leaders’ self-report yielded one significant, positive relationship.
Transformational subscales included idealized influence attributed, idealized influence
behaviors, inspirational motivation, intellectual stimulation, and individual consideration.

(Table 4.4).
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Simple Statistics and Correlation Matrix for Multifactor Leadership Questionnaire

Transformational Subscales and Constructive-Development Order Leader Self-Report

(N=54)
Variable M SD CD Ila IIb M IS IC
CD 3.26 .63 .84
Ila 3.09 49 -.05 .60
IIb 3.19 .59 .09 AT 74
IM 3.30 48 -.07 A% 49 72
IS 2.97 .63 .08 A1#* 64 37 g7
1C 3.27 .56 33* A1#* 58 S50#* S1#* .69

Note. CD = Constructive-Development Order; Ila = Idealized Influence Attributed; IIb = Idealized

Influence Behavior; IM = Inspirational Motivation; IS = Intellectual Stimulation; IC = Individual

Consideration. Scale reliabilities on the diagonal. Scale: 0 (Not at all) to 4 (Frequently, if not always).

*p <.05. **p <.01

There was a positive relationship between leader constructive-development order

and leader self-reported individualized consideration (» =.33; p<.05). Correlations on

transformational leadership subscales and constructive-development order for raters’

report on leaders were not significant (Table 4.5).
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Table 4.5

Simple Statistics and Correlation Matrix for Multifactor Leadership Questionnaire

Transformational Subscales and Constructive-Development Order Rater Report (N = 54)

Variable M SD CD ITa IIb IM IS IC
CD 3.26 .63 .84
JIE] 3.32 .65 -18 .74
IIb 3.20 .63 A1 51+ 65
M 3.37 62 -06  .65%  .60*+ .82
IS 3.07 .67 .03 58k 65%x  S54% 76
IC 3.20 J0 0 .03 55%x 56%x 47wk B2k .69

Note. CD = Constructive-Development Order; I1a = Idealized Influence Attributed; IIb = Idealized
Influence Behavior; IM = Inspirational Motivation; IS = Intellectual Stimulation; IC = Individual
Consideration. Scale reliabilities on the diagonal. Scale: 0 (Not at all) to 4 (Frequently, if not always).
*p<.05 **p<.01

There were no significant relationships between leader constructive-development

order and raters’ assessment of leaders’ transformational leadership behaviors.
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The following hypotheses were not supported as predictors of transformational

leadership behaviors by the aggregated scores of leaders and raters.
Hypothesis 2a: Leader’s use of idealized influence will be highest when
leaders are in transition between constructive-development Third to
Fourth Order.
Hypothesis 2b: Leader’s use of inspiration motivation will be highest
when leaders are in transition between constructive-development Third to
Fourth Order: 4/3.
Hypothesis 2¢: Leader’s use of individual consideration will be highest
when leaders are in transition between constructive-development Third to
Fourth Order: 3/4.
Hypothesis 2d: Leader’s use of intellectual stimulation will be highest
when leaders are in transition between constructive-development Fourth to
Fifth Order: 4/5.
Hypothesis 2e: Leader’s use of charisma will be highest when leaders are
in transition between constructive-development Third to Fourth Order:

4/3.

Simple statistics and correlations on transactional leadership subscales and
constructive-development order for leaders’ self-report on leaders were not significant
(Table 4.6). Transactional leadership behaviors included contingent reward,

management-by-exception active, management-by-exception passive, and laissez faire.
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Table 4.6

Simple Statistics and Correlation Matrix for Multifactor Leadership Questionnaire

Transactional Subscales and Constructive-Development Order Leader Self-Report

(N =54)
Variable M SO CD CR MBEA MBEP LF
CD 3.26 63 .84
CR 2.92 60 -10 57
MBEA 145 77 =22 .05 71
MBEP .90 67 .08  -19 12 62
LF 59 48 01 -12 22 A4xs 33

Note.  CD = Constructive-Development Order; CR = Contingent Reward; MBEA = Management-by-
Exception Active; MBEP = Management-by-Exception Passive; LF = Laissez Faire. Scale reliabilities on
the diagonal. Scale: 0 (Not at all) to 4 (Frequently, if not always).

*p<.05 **p<.01

There were no significant relationships between leaders’ constructive-
development order and leaders’ self-report on transactional leadership behaviors.
Transactional leadership subscales and constructive-development order

correlations for raters’ assessment of leaders’ behavior were not significant (Table 10).
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Table 10

Simple Statistics and Correlation Matrix for Multifactor Leadership Questionnaire

Transactional Subscales and Constructive-Development Order Rater Report (N = 54)

Variable M SD CD CR MBEA  MBEP LF
CD 3.26 .63 .84
CR 3.18 .61 .02 .66
MBEA 1.58 .95 -.07 -.05 73
MBEP .85 1 .08 - 28%* -.16 .61
LF 43 .56 .08 - 47 .03 63** .58

Note.  CD = Constructive-Development Order; CR = Contingent Reward; MBEA = Management-by-
Exception Active; MBEP = Management-by-Exception Passive; LF = Laissez Faire. Scale reliabilities on
the diagonal. Scale: 0 (Not at all) to 4 (Frequently, if not always).

*p<.05 **p<.01

There were no significant relationships found between leaders’ constructive-
development Order and raters’ assessment of leaders self-report on transactional
leadership behaviors.

The following hypotheses were not supported as predictors of transactional
leadership behaviors as measured by the aggregate of leader and rater scores:

Hypothesis 1a: Leader’s use of contingent reward will be highest when
leaders are in transition between constructive-development Second to
Third Order.

Hypothesis 1b: Leader’s use of passive management-by-exception will





91
be highest when leaders are in transition between

constructive-development Second to Third Order.

Hypothesis 1c: Leader’s use of active management-by-exception will be
highest when leaders are in transition between constructive-development
Second to Third Order.

Hypothesis 1d: Leader’s use of laissez-faire will be highest when leaders
are in Transition between constructive-development Second to Third

Order.

Simple statistics and correlations on Multifactor Leadership Questionnaire
outcomes subscales and constructive-development order for leaders’ self-report were not

significant (Table 11). Outcomes defined as extra effort, effectiveness and satisfaction.
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Table 11

Simple Statistics and Correlation Matrix for Multifactor Leadership Questionnaire

Outcomes Subscales and Constructive-Development Order Leader Self-Report (N = 54)

Variable M SD CDh EE E S
CD 3.26 .63 .84
EE 3.11 49 .10 .65
E 3.27 44 .19 49 .59
S 3.30 .53 -.01 A4k T .68

Note.  CD = Constructive-Development Order; EE = Extra Effort; E = Effectiveness; S = Satisfaction.
Scale reliabilities on the diagonal. Scale: 0 (Not at all) to 4 (Frequently, if not always)
*p <.05. **p <.01

There were no significant relationships found between leaders’ constructive-
development order and leaders’ self-report on outcomes of leadership behaviors.
Correlations on outcomes subscales and constructive-development order for

raters’ assessment of leaders were non-significant (Table 12).
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Table 12

Simple Statistics and Correlation Matrix for Multifactor Leadership Questionnaire

Outcomes Subscales and Constructive-Development Order Rater Report (N = 54)

Variable M SD CDh EE E S
CD 3.26 .63 .84
EE 3.32 .68 -.03 .80
E 3.36 .63 -.18 JT 1 .79
S 3.44 .67 =21 JT 1 .69 .78

Note.  CD = Constructive-Development Order; EE = Extra Effort; E = Effectiveness; S = Satisfaction.
Scale reliabilities on the diagonal. Scale: 0 (Not at all) to 4 (Frequently, if not always)
*p <.05. **p <.01

There were no significant relationships found between leaders’ constructive-
development order and raters’ report on outcomes of leader behaviors.

Correlations on Servant Leadership subscales and constructive-development order
for leaders’ self-report were not significant. Subscales included altruistic calling,

emotional healing, wisdom, persuasive mapping and organizational stewardship (Table

13).
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Simple Statistics and Correlation Matrix for Servant Leadership Questionnaire Subscales

and Constructive-Development Order Leader Self Report (N = 54)

Variable M SD CD AC EH W PM oS

CD 3.26 .63 .84

AC 3.67 57 d6 .87

EH 3.59 .63 05 .11 .78

w 3.83 72 - 10 .30* 32+ .86

PM 4.53 .66 A3 45 27 Alxx 76

oS 4.26 .83 A4 57 24 28*x  ATxx 87
Note.  CD = Constructive-Development Order; AC = Altruistic Calling; EH = Emotional Healing;

W = Wisdom; PM = Persuasive Mapping; OS = Organizational Stewardship. Scale reliabilities on the

diagonal. Note: Scale Range: 0 (Never) to 4 (Always)

*p <.05. **p <.01

There were no significant relationships found between leaders’ constructive-

development Order and leaders’ self-report on servant leadership behaviors.
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The following hypotheses were not supported as predictors of servant

leadership behaviors as measured by the aggregate of leader and rater scores:
Hypothesis 3a: Leader’s use of organizational stewardship will be highest
when leaders are in transition between constructive-development Third
and Fourth Order: 4/3.
Hypothesis 3b: Leader’s use of persuasive mapping will be highest when
leaders are in transition between constructive-development Fourth and
Fifth Order: 4/5.
Hypothesis 3c: Leader’s use of altruistic calling will be highest when
leaders are in transition between constructive-development Fourth and
Fifth Order: 4/5.
Hypothesis 3d: Leader’s use of emotional healing will be highest when
leaders are in transition between constructive-development Fourth and
Fifth Order: 4/5.
Hypothesis 3e: Leader’s use of wisdom will be highest when leaders are
in transition between constructive-development Fourth and Fifth Order

4/5.

Results Using a Multilevel Model

Data in this study was collected from individual followers’ ratings of leaders as
well as leaders’ self-reports. The researcher interviewed the leaders’ only for the
qualitative measure. The leaders were responsible to designate the raters they desired to

rate their leader behaviors on the two quantitative instruments and because of this
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selection, we may assume some similarities in how they rated the leader and thus we

may not be able to satisfy the “independence of observations” assumption that underlies
traditional statistical approaches (Raudenbush & Byrk, 2002). In the selection of raters
by the leaders, it can be assumed that the raters and leaders exist in a similar hierarchy
and tend to be more similar to each other than individuals randomly sampled from the
entire population. Thus, with this study, leaders and raters come from a similar
community (workplace, organizations, and other settings). Leaders were asked to
identify the rater’s relationship to the leader in terms of a hierarchical structure such as
above, peer and below the leader in the organization. In addition to this designation, the
leaders’ shared common educational preparation--the sample was either currently
enrolled in higher education or had previously attained post-secondary degrees. These
types of relationships tend to increase homogeneity over time (Osborne, 2000). Data of
this type is defined as “nested” where lower level data (collected from raters) can be
aggregated into high-level groups or clusters (all raters of a leader) (Raudenbush & Bryk,

2002).

Hierarchical Linear Modeling

Hierarchical linear modeling (HLM) is a statistical technique that analyzes data
on multiple levels. Data repeatedly gathered on an individual is hierarchical as all
observations are nested within the individuals. In a study of this size, individuals are
nested within the experiment and he relationships between the individual leaders and their

raters or across hierarchical levels (Hofmann, 1997). HLM allows for both individual
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and group level variance in individual outcomes and still use individual and group

(raters in this study) as predictors on the individual level.
A multilevel analysis performed via hierarchical linear modeling finds Level 1

model estimated separately for each group. The model expressed as:

Ky:ﬂo; +,Bu ()(y)+ Vi

where Y; is the outcome measure for individual 7 in group j, X is the values on the
predictor variable (difference in assessment subscales ratings) for individual i in group J,
Bo; + P1; are the intercepts and slopes estimated separately for each group (noted by j
subscript), and ry is the residual.

The Level 2 model for this study expressed as

K:ﬁoj' +ﬁ1j (X]) + &;

Where Xjis the group level variable (subscale), Bo; is the second stage intercept term and
B1,1s the slope relating X;to the intercept and slope terms from the Level 1 equation, and
&j1s the Level 2 residual.

The model was tested using Mplus software (Muthén & Muthén, 1998-2001).
Quantitative assessment subscales variables (raters) were entered as the first level
predictor variables. Questions were rated on their respective scale of 0 — 4 with 0
indicating the lowest level of transactional, transformational, or servant leadership
attributes and 4 being the highest rating. Items for each subscale were averaged together

to create a mean score. Constructive-development order scores were entered as the Level
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2 predictor variable. These scores, range from 2, 2.2, 2.4, 2.6, 2.8 (within an Second

Order), with over all range of scores 2 to 5, were obtained from the interpretation of the
Subject-Object Interview. Subscale scores for transactional, transformational, and servant
leadership (utilizing means and variance from first level scores) were used as Level 2

outcome variables.

Results of Analysis of Data Using Hierarchical Linear Modeling
The following results utilized the hierarchical linear modeling analysis that tested
the subscales for the dependent variables as assessed between and within levels. Results
on the tables indicate the three relationships.
e Between leaders’ self-report scores and their constructive-development Order.
e Between raters’ scores of leaders’ behaviors and leaders’
constructive-development Order.
e Between raters’ scores of leaders’ behaviors and leaders’ self-reported leadership
behaviors.
The two-tailed test found significant at 1.96 (positive or negative) in Est. / S.E. column, a
Wald statistic which is the ratio of coefficient to its standard error resulting in a Z-value.
To obtain significance in a two-tailed test, values must be at least 1.96 for a .01

significance level.

Results
Model results for testing each of the dependent variables and constructive-

development order presented in Tables 14 - 30. The entire sample analysis of the data





99
utilizing the hierarchical linear model (left hand column on Tables 14 - 30), yielded

significant, negative relationship between raters’ measure on leaders’ altruistic calling (»
=-1.97; p <.01) and wisdom (r =-2.61; p <.01) and leaders’ order of constructive-
development.

A second analysis with the hierarchical linear model used a reduced sample (n =
44), eliminated the middle scores (3.2-3.4) from the range 2.0 to 5, splitting the
remaining (n = 44) participants into two nearly equal groups (Below n = 23; Above n =
21) (see Table 2). The reduced sample analysis of the data (right hand column on Tables
11 -27), yielded a significant, positive relationship between leaders’ self-report of
individual consideration ( = 3.47; p <.01). A significant, negative relationship existed
between leaders’ self-report management-by-exception (r = -2.67; p <.01) and wisdom (»
=-2.61; p <.01) and constructive development order.

Hierarchical linear model results on idealized influence attributed subscale
between leaders’ self-report, raters’ assessment of leader and constructive-development

Order, and between leaders’ and raters’ assessment of leaders’ behavior (Table 14).
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Table 14

Model Results* for Test of Constructive-Development Order and Multifactor Leadership

Questionnaire Transformational Subscale Idealized Influence Attributed

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances 32 .06 5.78 34 .07 532
Between Level

Leader/CD -.04 .09 -43 -.02 .10 -.16

Rater/CD -.15 .10 -1.53 -.14 A1 -1.42

Rater/Leader .03 .03 1.13 .05 .04 1.55
Intercepts

Leader 3.20 33 9.81 3.17 34 1.55

Rater 3.81 32 11.94 3.75 33 9.46
Residual Variances

Leader 28 .06 4.46 27 .07 4.11

Rater A1 .05 2.03 A2 .06 1.94

Note: CD = Constructive-Development Order.

**p <.01 (non-significant)





101
No significant relationships existed between idealized influence attributed

(Table 14) subscale and leaders’ self-report, raters’ assessment of leader and
constructive-development Order, and leaders’ and raters’ assessment of leaders’
behavior.

Hierarchical linear model results on idealized influence behavior subscale
between leaders’ self-report, raters’ assessment of leader and constructive-development

Order, and between leaders’ and raters’ assessment of leaders’ behavior (Table 15).
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Table 15

Model Results* for Test of Constructive-Development Order and Multifactor Leadership

Questionnaire Transformational Subscale Idealized Influence Behavior

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances 35 .05 6.96 .35 .06 6.32
Between Level

Leader/CD .09 A1 .82 .05 A1 43

Rater/CD .03 10 .26 .04 A1 38

Rater/Leader .01 .04 A3 .04 .04 .93
Intercepts

Leader 2.87 37 7.79 3.04 37 8.21

Rater 3.06 33 9.44 2.99 34 8.80
Residual Variances

Leader .36 .09 4.00 28 .05 5.56

Rater 13 .05 2.84 12 .05 2.73

Note: CD = Constructive-Development Order.

**p < .01 (non-significant)
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There were no significant relationships found between idealized influence

behavior (Table 15) subscale and leaders’ self-report, raters’ assessment of leader and
constructive-development Order, and leaders’ and raters’ assessment of leaders’
behavior.

Hierarchical linear model results on inspirational motivation subscale between
leaders’ self-report, raters’ assessment of leader and constructive-development Order, and

between leaders’ and raters’ assessment of leaders’ behavior (Table 16).
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Table 16

Model Results for Test of Constructive-Development Order and Multifactor Leadership

Questionnaire Transformational Subscale Inspirational Motivation

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.
Within Level
Variances 31 .04 8.39 .29 .04 7.53
Between Level
Leader/CD -.06 10 -.62 -.03 .09 -.33
Rater/CD -.06 .08 =72 -.03 .08 -41
Rater/Leader .04 .03 1.33 .05 .02 2.48+x
Intercepts
Leader 3.46 32 10.89 3.43 31 11.24
Rater 3.55 27 13.24 3.49 27 13.13
Residual Variances
Leader 28 .06 4.96 .20 .04 5.66
Rater A1 .06 1.77 .10 .07 1.35

Note: CD = Constructive-Development Order.

*kp < 01

There were no significant relationships found between inspirational motivation

(Table 16) subscale and leaders’ self-report, raters’ assessment of leader and
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constructive-development Order, and leaders’ and raters’ assessment of leaders’

behavior.
Hierarchical linear model results on intellectual stimulation subscale between
leaders’ self-report, raters’ assessment of leader and constructive-development Order and

between leaders’ and raters’ assessment of leaders’ behavior (Table 17).





106
Table 17

Model Results* for Test of Constructive-Development Order and Multifactor Leadership

Questionnaire Transformational Subscale Intellectual Stimulation

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances 40 .06 6.82 .40 .07 6.00
Between Level

Leader/CD .08 13 .61 .07 A3 .55

Rater/CD -.02 .09 -17 -.02 .09 -.26

Rater/Leader .01 .03 43 .02 .03 .59
Intercepts

Leader 2.72 42 6.43 2.77 43 6.43

Rater 3.09 .29 10.68 3.10 30 10.46
Residual Variances

Leader .38 .06 6.20 37 .07 5.34

Rater .08 .04 2.09 .08 .04 1.92

Note: CD = Constructive-Development Order.

**p < .01 (non-significant)

There were no significant relationships found between intellectual stimulation

(Table 17) subscale and leaders’ self-report, raters’ assessment of leader and
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constructive-development Order, and leaders’ and raters’ assessment of leaders’

behavior.
Hierarchical linear model results on individual consideration subscale between
leaders’ self-report, raters’ assessment of leader and constructive-development Order, and

between leaders’ and raters’ assessment of leaders’ behavior (Table 18).
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Table 18

Model Results for Test of Constructive-Development Order and Multifactor Leadership

Questionnaire Transformational Subscale Individual Consideration

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances 38 .05 7.84 .38 .06 6.94
Between Level

Leader/CD .29 .09 3.30%* 31 .09 3.47+x

Rater/CD -.02 10 -21 -.01 .10 -.09

Rater/Leader -.02 .03 =75 .01 .03 .54
Intercepts

Leader 2.33 31 7.54 2.36 31 7.67

Rater 3.27 .30 10.76 3.24 31 10.44
Residual Variances

Leader 27 .08 3.62 18 .03 6.50

Rater A1 .04 3.99 A1 .04 2.81

Note: CD = Constructive-Development Order.

**p <.01
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There were significant relationships found between individual consideration

(N=54) (r=3.30;p<.01)and (n=44) (r=3.47; p <.01) (Table 18) subscale and
leaders’ self-report and constructive-development Order. No significant relationship
between raters’ measure and constructive-development Order, and leaders’ and raters’
assessment of leaders’ behavior were found.

Hierarchical linear model results on contingent reward subscale between leaders’

self-report, raters’ assessment of leader and constructive-development Order, and

between leaders’ and raters’ assessment of leaders’ behavior (Table 19).





110
Table 19

Model Results* for Test of Constructive-Development Order and Multifactor Leadership

Questionnaire Transactional Subscale Contingent Reward

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances 42 .07 6.34 42 .08 5.52
Between Level

Leader/CD -.11 .14 -.80 -.12 15 -.82

Rater/CD -.04 .09 -.46 -.03 .09 -.26

Rater/Leader -.03 .03 -.80 -.04 -.04 -1.06
Intercepts

Leader 3.26 45 7.24 3.35 46 7.25

Rater 3.26 .29 11.21 3.21 .30 10.87
Residual Variances

Leader 46 14 3.38 .04 .09 4.46

Rater .06 .03 1.79 .07 .04 1.87

Note: CD = Constructive-Development Order.

**p < .01 (non-significant)





111
There were no significant relationships found between contingent reward

(Table 19) subscale and leaders’ self-report, raters’ assessment of leader and
constructive-development Order, and leaders’ and raters’ assessment of leaders’
behavior.

Hierarchical linear model results on management-by-exception active subscale
between leaders’ self-report, raters’ assessment of leader and constructive-development

Order, and between leaders’ and raters’ assessment of leaders’ behavior (Table 20).
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Model Results for Test of Constructive-Development Order and Multifactor Leadership

Questionnaire Transactional Subscale Management-by-Exception Active

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.
Within Level
Variances 93 .09 10.45 .94 .09 10.18
Between Level
Leader/CD -27 A2 22,18+ -31 A2 -2.67++
Rater/CD -.02 10 -.90 -.11 .09 -1.14
Rater/Leader .04 .07 .59 .00 .06 14
Intercepts
Leader 2.33 42 5.56 2.40 40 5.97
Rater 1.89 33 5.73 1.89 31 6.07
Residual Variances
Leader .53 A1 4.94 41 .08 4.97
Rater .07 .06 1.05 .04 .06 .07

Note: CD = Constructive-Development Order.

**p <.01
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There were significant, negative relationships found between management-by-

exception active (N =54) (r=-2.18; p < .01) and (n =44) (r =-2.67; p < .01) (Table 20)
subscale and leaders’ self-report and constructive-development Order. No significant
relationship between raters’ measure and constructive-development Order and leaders’
and raters’ assessment of leaders’ behavior were found.

Hierarchical linear model results on management-by-exception passive subscale
between leaders’ self-report, raters’ assessment of leader and constructive-development

Order, and between leaders’ and raters’ assessment of leaders’ behavior (Table 21).
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Table 21

Model Results* for Test of Constructive-Development Order and Multifactor Leadership

Questionnaire Transactional Subscale Management-by-Exception Passive

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances 35 .04 8.84 32 .04 8.00
Between Level

Leader/CD .08 15 49 .09 16 .06

Rater/CD .06 10 .60 .03 10 32

Rater/Leader .09 .09 1.02 A1 10 1.06
Intercepts

Leader .62 49 1.27 .58 49 1.18

Rater 52 32 1.64 .59 32 1.82
Residual Variances

Leader .39 12 3.13 43 A5 2.92

Rater 14 .06 2.13 17 .08 2.24

Note: CD = Constructive-Development Order.

**p < .01 (non-significant)
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There were no significant relationships found between management-by-

exception passive (Table 21) subscale and leaders’ self-report, raters’ assessment of
leader and constructive-development Order, and leaders’ and raters’ assessment of
leaders’ behavior.

Hierarchical linear model results on laissez faire subscale between leaders’ self-
report, raters’ assessment of leader and constructive-development Order, and between

leaders’ and raters’ assessment of leaders’ behavior (Table 22).
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Table 22

Model Results* for Test of Constructive-Development Structure for Multifactor

Leadership Questionnaire Transactional Subscale Laissez Faire

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances 35 .08 4.34 .34 .09 3.86
Between Level

Leader/CD .00 A1 .02 -.01 A2 -.07

Rater/CD .08 .06 1.40 .08 .06 1.33

Rater/Leader .06 .05 1.10 .08 .06 1.26
Intercepts

Leader .59 .36 1.62 .56 .38 1.47

Rater 17 21 .85 17 21 .82
Residual Variances

Leader 22 .04 5.05 22 .06 4.00

Rater .06 .06 1.08 .08 .07 1.16

Note: CD = Constructive-Development Order.

**p < .01 (non-significant)
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There were no significant relationships found between laissez faire (Table 22)
subscale and leaders’ self-report, raters’ assessment of leader and constructive-
development Order, and leaders’ and raters’ assessment of leaders’ behavior.

Hierarchical linear model results on extra effort outcomes subscale between
leaders’ self-report, raters’ assessment of leader and constructive-development Order, and

between leaders’ and raters’ assessment of leaders’ behavior (Table 23).
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Table 23

Model Results* for Test of Constructive-Development Structure and Multifactor

Leadership Questionnaire Outcomes Subscale Extra Effort

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances .56 .09 6.14 .58 A1 5.49
Between Level

Leader/CD .10 .14 72 A1 14 73

Rater/CD -.10 A1 -.87 -.07 A1 -.64

Rater/Leader .09 .06 1.55 12 .07 1.68
Intercepts

Leader 2.59 45 5.78 2.59 46 5.62

Rater 3.53 .36 9.92 3.54 .36 9.51
Residual Variances

Leader 38 .06 6.64 .39 .06 6.19

Rater A2 .06 1.85 14 .07 1.90

Note: CD = Constructive-Development Order.

**p < .01 (non-significant)
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There were no significant relationships found between extra effort outcomes

(Table 23) subscale and leaders’ self-report, raters’ assessment of leader and
constructive-development Order, and leaders’ and raters’ assessment of leaders’
behavior.

Hierarchical linear model results on effectiveness outcomes subscale between
leaders’ self-report, raters’ assessment of leader and constructive-development Order, and

between leaders’ and raters’ assessment of leaders’ behavior (Table 24).
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Table 24

Model Results* for Test of Constructive-Development Structure and Multifactor

Leadership Questionnaire Outcomes Subscale Effectiveness

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances .29 .04 6.69 27 .05 5.88
Between Level

Leader/CD 17 10 1.66 17 A1 1.65

Rater/CD -.15 .08 -1.73 -.13 .09 -1.54

Rater/Leader -.03 .03 -1.10 .00 .02 .07
Intercepts

Leader 2.66 34 7.90 2.67 35 7.71

Rater 3.85 28 13.99 3.82 27 13.93
Residual Variances

Leader 29 .09 3.18 21 .04 5.03

Rater .10 .05 1.96 .10 .06 1.78

Note: CD = Constructive-Development Order.

**p < .01 (non-significant)
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There were no significant relationships found between effectiveness outcomes

(Table 24) subscale and leaders’ self-report, raters’ assessment of leader and
constructive-development Order, and leaders’ and raters’ assessment of leaders’
behavior.

Hierarchical linear model results on satisfaction outcomes subscale between
leaders’ self-report, raters’ assessment of leader and constructive-development Order, and

between leaders’ and raters’ assessment of leaders’ behavior (Table 25).
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Model Results for Test of Constructive-Development Structure and Multifactor

Leadership Questionnaire Outcomes Subscale Satisfaction

Entire Sample
(N=54)

Sample Without Middle
(n=44)

Estimates S.E. Est./S.E.

Estimates S.E. Est./S.E.

Within Level
Variances 34 .06 6.17

Between Level

Leader/CD -.01 .10 -.11

Rater/CD -.17 08  -1.97#

Rater/Leader .03 .03 .89
Intercepts

Leader 3.32 .34 9.78

Rater 4.01 27 14.89

Residual Variances

Leader 37 .10 3.62

Rater .08 .05 1.71

37 .06 5.77
-.01 A1 -.11
-.16 .09 -1.84
.06 .03 1.97+=
3.34 34 9.73

3.99 28 14.21

.30 .06 5.30

.09 .05 1.68

Note: CD = Constructive-Development Order.

*kp < 01

There were no significant relationships found between satisfaction outcomes

(Table 25) subscale and leaders’ self-report and leaders’ and raters’ assessment of
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leaders’ behavior. A significant, negative relationship was found between satisfaction

outcomes and raters’ assessment of leader and constructive-development Order (N = 54)
(r=-1.97; p <.01).

Hierarchical linear model results on altruistic calling subscale between leaders’
self-report, raters’ assessment of leader and constructive-development Order, and

between leaders’ and raters’ assessment of leaders’ behavior (Table 26).
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Model Results for Test of Constructive-Development Structure and Servant Leadership

Questionnaire Subscale Altruistic Calling

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances .34 .06 6.17 .58 A1 5.20
Between Level

Leader/CD -.01 10 -0.11 14 A1 1.30

Rater/CD -0.17 08  -1.97# -.16 A5 -1.07

Rater/Leader .03 .03 .89 A3 .08 1.53
Intercepts

Leader 3.32 34 9.78 3.25 33 9.73

Rater 4.01 27 14.89 4.11 .50 8.30
Residual Variances

Leader 37 .10 3.62 21 .06 3.56

Rater .08 .05 1.71 38 A3 2.88

Note: CD = Constructive-Development Order.
**p<.01
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There was a significant, negative relationship found between altruistic calling

(N=54) (r=-1.97; p <.01) (Table 26) subscale and raters’ assessment of leader, and
constructive-development Order. No significant relationship between leaders’ self-report
and constructive-development Order and leaders’and raters’ assessment of leaders’
behavior was found.

Hierarchical linear model results on emotional healing subscale between leaders’
self-report, raters’ assessment of leader and constructive-development Order, and

between leaders’ and raters’ assessment of leaders’ behavior (Table 27).
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Table 27

Model Results* for Test of Constructive-Development Structure and Servant Leadership

Questionnaire Subscale Emotional Healing

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances .98 A5 6.45 93 .16 5.83
Between Level

Leader/CD .05 12 40 .08 12 .66

Rater/CD -.29 18 -1.68 -.25 18 -1.41

Rater/Leader A3 .07 1.79 .08 .07 1.12
Intercepts

Leader 3.44 34 8.75 3.39 40 8.47

Rater 4.11 .61 6.74 3.94 .61 6.48
Residual Variances

Leader 38 .08 4.74 35 .06 5.45

Rater .55 .19 2.87 .64 22 2.95

Note: CD = Constructive-Development Order.

**p <.01 (non-significant)
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There were no significant relationships found between emotional healing

(Table 27) subscale and leaders’ self-report, raters’ assessment of leader and
constructive-development Order, and leaders’ and raters’ assessment of leaders’
behavior.

Hierarchical linear model results on wisdom subscale between leaders’ self-
report, raters’ assessment of leader and constructive-development Order, and between

leaders’ and raters’ assessment of leaders’ behavior (Table 28).
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Table 28

Model Results for Test of Constructive-Development Structure and Servant Leadership

Questionnaire Subscale Wisdom

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances 35 .06 6.01 .35 .06 5.46
Between Level

Leader/CD -.12 17 -.70 -.14 17 -.85

Rater/CD -.26 A0 2,61 -.26 0 2,61

Rater/Leader 18 .09 1.95 23 A1 2. 21+
Intercepts

Leader 4.21 .56 7.50 4.26 .56 7.59

Rater 4.97 34 14.70 4.95 35 14.29
Residual Variances

Leader Sl .08 6.14 .50 .09 5.43

Rater 29 A3 1.95 27 15 1.85

Note: CD = Constructive-Development Order.

**p <.01
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There was a significant, negative relationship found between wisdom (N = 54)

(r=-2.61;p<.01)and (n =44) (r=-2.61; p <.01) (Table 28) subscale and raters’
assessment of leader and constructive-development Order. No significant relationship
between leaders’ self-report and constructive-development Order and leaders’ and raters’
assessment of leaders’ behavior.

Hierarchical linear model results on persuasive mapping subscale between
leaders’ self-report, raters’ assessment of leader and constructive-development Order, and

between leaders’ and raters’ assessment of leaders’ behavior (Table 29).
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Model Results for Test of Constructive-Development Structure and Servant Leadership

Questionnaire Subscale Persuasive Mapping

Entire Sample Sample Without Middle
(N=54) (n=44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances .56 A1 5.11 .61 A3 4.85
Between Level

Leader/CD A1 A1 1.04 .10 A1 95

Rater/CD -.26 .14 -1.89 -24 14 -1.67

Rater/Leader .02 .07 2.91#= 21 .08 2.773%x
Intercepts

Leader 3.27 33 9.85 3.30 34 9.84

Rater 4.40 45 9.83 4.32 46 9.46
Residual Variances

Leader 27 .05 5.26 24 .05 4.52

Rater 32 12 2.76 33 13 2.49

Note: CD = Constructive-Development Order.

**p <.01
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There were no significant relationships found between persuasive mapping

(Table 29) subscale and leaders’ self-report, raters’ assessment of leader and
constructive-development Order, and between leaders’ and raters’ assessment of leaders’
persuasive mapping behavior.

Hierarchical linear model results on organizational stewardship subscale between
leaders’ self-report, raters’ assessment of leader and constructive-development Order, and

between leaders’ and raters’ assessment of leaders’ behavior (Table 30).
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Table 30

Model Results for Test of Constructive-Development Structure and Servant Leadership

Questionnaire Subscale Organizational Stewardship

Entire Sample Sample Without Middle
(N=54) (n = 44)
Estimates S.E. Est./S.E. Estimates S.E.  Est./S.E.

Within Level
Variances 46 .10 4.73 46 A1 4.32
Between Level

Leader/CD 14 16 .92 .14 16 .86

Rater/CD -.13 .14 -91 -.13 14 -.92

Rater/Leader .19 .09 2.23% 21 10 2.07*
Intercepts

Leader 3.79 .54 7.05 3.83 .55 6.98

Rater 4.50 47 9.58 4.54 48 9.49
Residual Variances

Leader 43 10 4.50 45 A2 3.82

Rater 40 .16 2.44 32 A1 2.81

Note: CD = Constructive-Development Order.

**p <.01
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There were no significant relationships found between organizational

stewardship (Table 30) subscale and leaders’ self-report, raters’ assessment of leader and
constructive-development Order, and leaders’ and raters’ assessment of leaders’

behavior.

Summary of Hierarchical Linear Modeling

The entire sample analysis of the data utilized the hierarchical linear model. The
reduced sample analysis of the data (right hand column on Tables 14 -30) yielded
significant, positive relationship between leaders’ self-report of individual consideration
(N=54) (r=3.30; p<.01) and (n =44) (r =3.47; p < .01) and constructive-development
Order. Significant, negative relationship was found between leaders’ self-report
management-by-exception (N =54) (r=-2.18; p <.01) and (n = 44) (r =-2.67; p < .01)
and constructive-development Order. Significant, negative relationship was found
between raters’ assessment of leaders’ altruistic calling (N = 54) (r=-1.97; p <.01) and
wisdom (N = 54) (r=-2.61; p <.01) and (n =44) (r =-2.61; p < .01) and constructive-

development Order.

Post Hoc Analysis

To test for within and between group analyses, hierarchical linear modeling
analysis was used in the study. After the initial analysis of simple statistics, correlations
and the hierarchical linear modeling output, it was determined that correlations between

the independent and dependent variables produced very little correlations between a
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leaders’ constructive-development order and scores on the subscales of the

Multifactor and Servant Leadership Questionnaires. Previous research studies indicate
that most adults score in the range of third Order (3.0 coding in this study) (Kegan, 1994;
Lahey, 1988). The 409 raters in this study rated 54 leaders on two separate assessments
(N=217 MLQ; N=192 SLQ) producing 54 groups with an average of four raters per
leader. The possibility that there would be more similarities within groups than between
groups existed (Osborne, 2000). The participants in this study were all engaged in
purposeful development of their own leadership. Further, the participants selected their
own raters, which signify a professional or personal relationship with the leader
participant. Two well-defined categories of participants were members of two categories
as identified by age group and by level of education (Table 2). The assumption of
independence of responses would be violated (Osborne, 2000).

With the mid-range scores removed (3.2-3.4) for the range 2.0 to 5) from the
scores for constructive-development Order, simple statistics, correlations and
independent samples test were calculated for all variables of the study, splitting the
remaining n=44 participants into two nearly equal groups (Below n = 23; Above n =21).

There were positive relationships found between constructive-development Order
and several dependent variables. There was a significant, positive relationship between
leader constructive-development order and intellectual stimulation (r =.44; p<.01.);
individual consideration (r =.44; p<.01.) and wisdom (r =.32; p<.05.) A significant,
negative relationship was found between leader constructive-development Order and

management-by-exception active (» = -.31; p<.05.).
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Simple statistics and correlations on leader self-report of transformational

leadership with constructive-development order and hierarchical linear modeling below
and above groups (n = 44) were calculated for the without middle analysis.
Transformational subscale included idealized influence attributed, idealized influence
behaviors, inspirational motivation, intellectual stimulation and individual consideration.

(Table 31).
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Table 31

Simple Statistics and Correlation Matrix Without Middle on Multifactor Leadership

Questionnaire Transformational Subscales and Constructive-Development Order

Leader Self-Report (n = 44)

Variable M SD CD Ila IIb M IS 1C
CD 3.26 .63 .84
Ila Below  3.10 .59 -.02 .60

Above 3.13 45

IIb Below  3.22 .53 .06 46%+ 74

Above 3.15 .56

M Below  3.38 47 -.04 27 A6x* 12

Above 3.29 44

IS Below  3.00 .62 Adr 44w 68k 40*x 77

Above 3.01 .63

IC Below  3.23 48 A4 28 S2%*k 33 54k .69

Above  3.50 45

Note. Below = Group below 3.2 score on Subject-Object Interview; (n =23); Above = Group above score
of 3.4 on the Subject-Object Interview (n = 21); CD = Constructive-Development Order; [Ia = Idealized
Influence Attributed; IIb = Idealized Influence Behavior; IM = Inspirational Motivation; IS = Intellectual
Stimulation; IC = Individual Consideration; Scale reliabilities on the diagonal. Scale Range: 0 (Not at all)
to 4 (Frequently, if not always).

**p <.01
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There was a significant, positive relationship between leader constructive-

development order and intellectual stimulation (r =.44; p<.01.); individual consideration
(r=.44; p<.01.) transformational leadership subscales and constructive-development
Order for below and above groups (Table 31).

Simple statistics and correlations on raters’ assessment of leaders’
transformational leadership with constructive-development Order and hierarchical linear
modeling below and above groups (n = 44) were calculated for the without middle

analysis (Table 32).
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Simple Statistics and Correlation Matrix Without Middle Multifactor Leadership

Questionnaire Transformational Subscales and Constructive-Development Order Rater

Report (n =44)

Variable  Group M SD CD JIE] b M IS IC
CD 3.26 .63 .84
ITa Below 3.38 43 -17 74
Above 3.21 43
Ib Below 3.06 S0 13 47+ 65
Above 3.18 .53
M Below 3.42 45 -03  .63*  60** .82
Above 3.37 33
IS Below 3.05 46 .03 59xx  62%x  S54xx 76
Above 3.05
IC Below 3.21 42 .05 59 56%+ 48+  82** 69
Above 3.27 46

Note. Below = Group below 3.2 score on Subject-Object Interview; (N = 23); Above = Group above score

of 3.4 on the Subject-Object Interview (N = 21); CD = Constructive-Development Order; Ila = Idealized

Influence Attributed; IIb = Idealized Influence Behavior; IM = Inspirational Motivation; IS = Intellectual

Stimulation; IC = Individual Consideration; Scale reliabilities on the diagonal. Scale Range: 0 (Not at all)

to 4 (Frequently, if not always).

*p <.01
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There were no significant relationship between leader constructive-

development order and raters’ assessment of leader transformational behaviors and for
below and above groups (Table 32).

Simple statistics and correlations on leaders’ self-report transactional leadership
with constructive-development order and hierarchical linear modeling below and above

groups (n = 44) were calculated for the without middle analysis (Table 33).
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Simple Statistics and Correlation Matrix Without Middle Multifactor Leadership

Questionnaire Transactional Subscales and Constructive-Development Order Leader

Self-Report (n = 44)

Variable  Group M SD CD CR MBEA  MBEP LF
CD 3.26 .63 .84
CR Below 3.00 57 -.13 57
Above  2.92 73
MBEA Below 1.59 .64 -31%* .02 1
Above 1.18 .68
MBEP Below 93 73 10 -.24 A5 .62
Above .85 .59
LF Below .58 47 -.00 -21 21 47* 33
Above 49 49
Note.  Below = Group below 3.2 score on Subject-Object Interview; (N = 23); Above = Group above

score of 3.4 on the Subject-Object Interview (N = 21); CD = Constructive-Development Order; CR =

Contingent Reward; MBEA = Management-by-Exception Active; MBEP = Management-by-Exception

Passive; LF = Laissez Faire. Scale reliabilities on the diagonal. Scale Range: 0 (Not at all) to 4

(Frequently, if not always).

£p < .05 **p < .01
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There were no significant relationship between leader constructive-

development order and leaders’ self-report transactional behaviors and for below and
above groups (Table 33).

Simple statistics and correlations on raters’ assessment of leaders’ transactional
leadership with constructive-development order and hierarchical linear modeling below

and above groups (n = 44) were calculated for the without middle analysis (Table 34).
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Simple Statistics and Correlation Matrix Without Middle Multifactor Leadership

Questionnaire Transactional Subscales and Constructive-Development Order Rater

Report (n = 44)

Variable  Group M SD CD CR MBEA  MBEP LF
CD 3.26 .63 .84
CR Below 3.10 42 .04 .66
Above 3.16 46
MBEA Below 1.44 .55 -.09 -.02 73
Above 1.59 47
MBEP Below .69 .63 .05 -31* -.20 .61
Above .62 .70
LF Below 42 43 .04 - 455 .06 .69 .58
Above .36 .29

Note.  Below = Group below 3.2 score on Subject-Object Interview; (N = 23); Above = Group above

score of 3.4 on the Subject-Object Interview (N = 21); CD = Constructive-Development Order; CR =

Contingent Reward; MBEA = Management-by-Exception Active; MBEP = Management-by-Exception

Passive; LF = Laissez Faire. Scale reliabilities on the diagonal. Scale Range: 0 (Not at all) to 4

(Frequently, if not always).

p < .05. **p < 01
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There were no significant relationship between leader constructive-

development order and raters’ assessment of leader transactional behaviors and for below
and above groups (Table 34).

Simple statistics and correlations on leaders’ self-report outcomes subscale
leadership with constructive-development order and hierarchical linear modeling below

and above groups (n = 44) were calculated for the without middle analysis (Table 35).
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Simple Statistics and Correlation Matrix Without Middle Multifactor Leadership

Questionnaire Outcomes Subscales and Constructive-Development Order Leader Self

Report (n = 44)

Variable Group M SD CD EE E S

CD 3.26 .63 .84

EE Below 2.86 .59 A1 .65
Above 3.02 .70

E Below 3.13 49 25 AT .59
Above 3.35 46

S Below 3.33 42 -.01 A4 S8k .68
Above 3.29 .68

Note. Below = Group below 3.2 score on Subject-Object Interview; (N = 23); Above = Group above score

of 3.4 on the Subject-Object Interview (N = 21); CD = Constructive-Development Order; EE = Extra

Effort; E = Effectiveness; S = Satisfaction. Scale reliabilities on the diagonal. Scale Range: 0 (Not at all) to

4 (Frequently, if not always).

**p <.01
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There were no significant relationship between leader constructive-

development order and leaders’ self-report of outcomes and for below and above groups
(Table 35).

Simple statistics and correlations on raters’ assessment of leaders’ outcomes
subscale leadership with constructive-development order and hierarchical linear modeling
below and above groups (n = 44) were calculated for the without middle analysis (Table

36).
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Simple Statistics and Correlation Matrix Without Middle Multifactor Leadership

Questionnaire Outcomes Subscales and Constructive-Development Order RaterReport

(n=44)

Variable ~ Group M sb CD EE E S

CD 3.26 .63 .84

EE Below 3.20 .54 -.01 .80
Above 3.27 Sl

E Below 3.45 43 -.17 T .79
Above 3.38 36

S Below 3.57 41 -21 1 Wi .78
Above 3.39 37

Note. Below = Group below 3.2 score on Subject-Object Interview; (N = 23); Above = Group above score

of 3.4 on the Subject-Object Interview (N = 21); CD = Constructive-Development Order; EE = Extra

Effort; E = Effectiveness; S = Satisfaction. Scale reliabilities on the diagonal. Scale Range: 0 (Not at all) to

4 (Frequently, if not always).

**p <.01
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There were no significant relationship between leader constructive-

development order and raters’ assessment of leaders’ outcomes and for below and above
groups (Table 36).

Simple statistics and correlations on raters’ assessment of leaders’ servant
leadership with constructive-development order and hierarchical linear modeling below

and above groups (n = 44) were calculated for the without middle analysis (Table 37).
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Simple Statistics and Correlation Matrix Without Middle Servant Leadership

Questionnaire Subscales and Constructive-Development Order Leader Self Report

(n=44)
Variable  Group M SD CD AC EH W PM (0N
CD 3.26 .63 .84
AC Below 3.58 47 20 .87
Above 3.81 45
EH Below 3.60 .65 09 22 .78
Above 3.68 .56
W Below 3.79 80  -13  .35% 38+ .86
Above 3.82 .65
PM Below 3.52 45 14 38+ 28 39%x 76
Above 3.75 .54
OS Below 4.18 77 14 6l 27 24 38+ 87
Above 4.36 57

Note. Below = Group below 3.2 score on Subject-Object Interview; (N = 23); Above = Group above score

of 3.4 on the Subject-Object Interview (N = 21); CD = Constructive-Development Order; AC = Altruistic

Calling; EH = Emotional Healing; W = Wisdom; PM = Persuasive Mapping; OS = Organizational

Stewardship; Scale reliabilities on the diagonal. Scale Range: 0 (Never) to 4 (Always).
*p <.05. **p<.01
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There were no significant relationship between leader constructive-

development order and leaders’ self-report of servant leadership and for below and above
groups (Table 37).

Simple statistics and correlations on raters’ assessment of leaders’ servant
leadership with constructive-development order and hierarchical linear modeling below

and above groups (n = 44) were calculated for the without middle analysis (Table 38).
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Simple Statistics and Correlation Matrix Without Middle Servant Leadership

Questionnaire Subscales and Constructive-Development Order Rater Report (n = 44)

Variable  Group M SD CD AC EH W PM OS
CD 3.26 .64 .84
AC Below  3.63 79 -13 92
Above  3.57 .68
EH Below  3.10 .17 -15 74 94
Above  3.18 74
W Below  4.18 g2 32% 66%F 68 .93
Above  4.07 A48
PM Below  3.57 79 0 =220 .68xx  T2xx O 91
Above  3.55 .59
OS Below  4.15 g4 -16 0 .68+ T1w 60%F 8] 92
Above  4.13 57

Note. Below = Group below 3.2 score on Subject-Object Interview; (N = 23); Above = Group above score

of 3.4 on the Subject-Object Interview (N = 21); CD = Constructive-Development Order; AC = Altruistic

Calling; EH = Emotional Healing; W = Wisdom; PM = Persuasive Mapping; OS = Organizational

Stewardship; Scale reliabilities on the diagonal. Scale Range: 0 (Never) to 4 (Always).
*p <.05. **p<.01

There was a significant, positive relationship between leader wisdom (r =.32;

p<.05.) servant leadership and constructive-development order for below and above

groups (Table 38).
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Summary of Post hoc Results

Positive relationships were found between constructive-development order and
several dependent variables in post hoc analysis reducing the sample size (N = 54) by
eliminating the mid-range constructive-development scores 3.2-3.4, reducing a middle
effect (n = 44). There was a significant, positive relationship between leader
constructive-development order and intellectual stimulation ( =.44; p<.01.); individual
consideration (r =.44; p<.01.) and wisdom (r =.32; p<.05.) A significant, negative
relationship was found between leader constructive-development order and active
management-by-exception (r = -.31; p<.05.).

An independent samples test was conducted for Levene’s Test for quality of
variances and ¢ test for equality of means on the reduced sample. Only one variable was
found to reject H, . The participant sample below the middle averaged M = 1.59 for
management-by-exception active with SD = .64. Statistical analysis indicates that a
leaders’ behavior (focus on mistakes, failures and attention to standards) was
significantly more than expected by chance, n =42, t = 2.05, p < .05, and effect size

large, d = 2.02.
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Summary of Data Analysis

The overall analysis of the data included correlations between the leaders’
transactional, transformational, servant leadership behaviors, and leader constructive-
development order. The study performed analyses on the data utilizing a hierarchical
linear model to determine the between and with analysis to determine the group effect of
leaders and raters ‘nested’ evaluation of the specific leadership behaviors as self-reported
by the leader and raters by others selected by the rater. The constructive-development
order of the leader was the independent variable in the study used to predict the leader
behavior.

The hypotheses for the study (Appendix B) were rejected as no significant
relationship was found between specific constructive-development Order as predictors of
transactional, transformational, and servant leadership behaviors of leaders. While several
measures of leaders’ behaviors show some statistical significance, the overall sample was
not large enough for the specific Orders and the transition points to make any substantive

conclusions. See Figure 8 for Conceptual Model resulting from the results of this study.





Figure 8 Model Following Hypotheses Testing

Conceptual Model
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Organizational Stewardship
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CHAPTER V

Conclusions and Recommendations

This chapter contains conclusions, recommendations, implications for practice

and directions for future research for the study.

Conclusions

This study found that a leader’s level of meaning-making and construction of
understanding did not predict their transactional, transformational, and servant leadership
behaviors. Fifty-four leaders and 409 raters assessed leaders’ behaviors with the
Multifactor Leadership Questionnaire, Form 5x short (Avolio & Bass, 2004) and Servant
Leadership Questionnaire (Barbuto & Wheeler, 2006). The 54 leaders were interviewed
using the Subject-Object Interview protocol to assess their level of meaning-making
based on constructive-development theory (Kegan, 1982, 1994).

Relationships were expected between the levels of leaders’ constructive-
development and the leaders’ behaviors. Previous work linked constructive-development
with transactional and transformational leadership proposing a three-stage developmental
model of leadership as shown in Figure 4 (Kuhnert & Lewis, 1987). This study did not

support the model of constructive-development’s ability to predict leadership behaviors.

Discussion of Findings & Hypotheses Testing
The results of this study show that leaders’ behaviors may be predicted by
variables other than the constructive-development Order (level of meaning-making

ability) of leaders. The hypotheses of this study included variables that were measured
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by leader behavior instruments that aggregate ratings from both leaders and raters

(followers). Hypotheses 1a-1d were not accepted as the transactional leadership
behaviors of contingent reward, management-by-exception active and passive, and
laissez faire were not significantly related to constructive development. Hypotheses 2a-
2¢ and 2e were not accepted as the transformational leadership behaviors of idealized
influence (attributed and behaviors), inspirational motivation, and individualized
consideration were not significantly related to constructive-development. Hypothesis 2d
was not accepted as the transformational leadership behavior of intellectual stimulation
was not significantly related to constructive-development. Hypothesis 3a was not
accepted as the servant leadership behavior of organizational stewardship was not
significantly related to constructive-development. Hypotheses 3b-3e were not accepted
as the servant leadership behaviors of altruistic calling, emotional healing, wisdom, and
persuasive mapping were not significantly related to constructive-development.

Past studies have predicted transactional and transformational leadership
behaviors with variables including Myers-Briggs Type Indicator (Atwater & Yammarino,
1993), effectiveness (Lowe & Kroeck, 1996), work satisfaction (Singer & Singer, 1990),
and motivation (Barbuto, Fritz, & Marx, 2000). Kuhnert & Lewis (1987) proposed
studying transactional and transformational leadership and specific levels of constructive-
development. Few studies have measured transactional and transformational leadership
behaviors and leaders’ levels of constructing meaning from his/her experiences (Kennard,

2002; Lucius & Kuhnert, 1999; Benay, 1997).
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Transformational Leadership and a Leader’s Level of Meaning-Making

This study had several results related to leaders’ behaviors and exchange
processes between leaders and followers. Leaders’ use of active management-by-
exception impacts his/her response to followers’ failures, mistakes, and adherence to
standards. The leaders in this study acknowledged the overuse of managing others based
upon rules, standards, and past mistakes in their self-ratings. This suggests that a leader’s
achieved level of constructive-development may be in conflict with these transactional
behaviors. The leaders in this study averaged 3.2 in their constructive-development
Order (M = 3.2). Individuals in Third Order have achieved the ability to subordinate
their desires and needs to those of others and balance between them. For individuals at
Third Order, there is little sense of what they desire outside of others’ expectations.

This overuse of rules, standards, and remembering past failures may result from
the leaders’ perceptions of what others ask of their ability to ‘be’ leaders. In
constructive-development theory, studies have found adults clustered at Third Order
(Kegan, 1982, 1994). Individuals at this level struggle to determine their own
expectations and to negotiate the expectations of others. For leaders in this study, high
use of active management-by-exception may find the leader attempting to meet
organizational expectations by assuring that followers adhere to the standards and rules.
This discourages repeat mistakes and allows the leader to hold past performance over
followers’ heads to encourage meeting expectations.

At the Third Order, leaders follow the known standards and expectations out of
loyalty to the organization. Leaders would feel they had let their superiors down if they

broke those expectations or standards. Leaders may perceive activities such as focusing
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on meeting standards and procedures provide significant support (individual

consideration) to others in the organization. By managing others closely based on the
rules (active management-by-exception), the leader works with followers to prevent them
from making mistakes in judgment. This close management of performance may seem to
the leader to be providing individual development and growth for the followers. While
the climate created by the leader, from their perspective, may be supportive through
coaching and teaching the rules, the focus is on meeting the standards and expectations
and not failing. This objective would not be considered developmental for the individual
but more for the preservation of the organization and its systems.

Leaders in this study believed that they provided stimulation to followers of their
organizations to be innovative and creative to solve problems in new ways (intellectual
stimulation). The development of teams in the workplace and in organizations may be a
way to ‘stimulate’ followers’ efforts to be innovative and creative. The leader
encourages members of the organization to question assumptions, analyze processes,
reframe the problems, and approach problem solving in new ways. While leaders believe
they provide followers with support for this activity, the raters in this study did not
support that perception in assessing leaders intellectual stimulation. One reason for this
finding may be in the final decision making that results from extensive work in teams.

Because most leaders operate out of constructive-development Third Order, they
look for a respected other to help them make difficult and important decisions. For
example, leaders can buy into the stimulation of new ways of thinking, innovating and
problem solving. However, if they are not ready to allow followers make the decision and

are dependent on those above them in the organization, the leaders are less likely to fully
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accept followers work. Thus, after expending the time and energy responding in

innovate and supportive ways, many followers believe their work is discounted leaving
them to do only what the leader (or the leader above) decides. The ‘who’ of the final
decision-making authority may be the culprit of the mismatch in perception of the

leader’s ability to stimulate innovations.

Servant Leadership and Leader’s Level of Meaning-Making

Studies in the area of servant leadership have few empirical findings at this point.
While scholarly writing on servant leadership is on the rise, a clear definition is needed to
focus on these behaviors. The scale development of the Servant Leadership Questionnaire
(Barbuto & Wheeler, 2006), shows promise to provide direction for more research.

The appeal of servant leadership is, in part, the selfless concern for the welfare
and needs of others. Developing a leader who seeks to serve others’ greatest needs is
generating a growing interest for scholarly research (Sendjaya & Sarros, 2002).

In this study, one finding from the five attributes of servant leadership behavior
was significant (Barbuto & Wheeler, 2006). Followers’ ratings indicated a leader’s
wisdom, (awareness and foresight), had a positive connection with the leader’s
constructive-development Order. A case could be made that wisdom, as defined in
servant leadership, was little more than the leader’s focus on the expectations of the
organization. While this may be perceived as wisdom, it could also be a leader’s ability to
be knowledgeable about the environment and culture of the organization. The Third
Order leaders are embedded closely with being loyal to the mission, purpose, and vision

of the organization. They find their leadership defined by the expectations of those above
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and below in the organization. Thus, leaders have a dependency to know (wisdom)

what is going on within the organization to have acceptance of his/her leadership from
supervisors and subordinates.

This study used a broad sample of subjects with a wide educational attainment
background (high school to terminal degree), wide age range (17 — 55 years of age) and
leader involvement in a broad range of organization and workplace environments. A
focused study of particular leaders in one demographic might yield different outcomes.
For example, a study of leaders 40 years of age and older, might find a more advanced

constructive-development Order overall.

Strength of Findings

The major strength of this study was that it is the first to test relationships
between leaders’ levels of constructive-development Order and leadership including
transactional, transformational, and servant leadership. Previous work suggested linking
cognitive and personality differences to the study of leadership (Kuhnert & Lewis, 1987,
Lucius & Kuhnert, 1999). This study moved beyond postulations to test these differences
empirically. Though the findings in this study were small, they achieved significance in
several instances. Building upon this research is necessary to determine if similar
demographic samples would yield different results.

Increased use of constructive-development pedagogy in the growing field of
executive leadership coaching has resulted in several researchers from varied universities
and companies utilizing the Subject-Object Interview (Fitzgerald & Garvey Berger,

2002). The potential for longitudinal research from this study exists with the 20
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college- aged leaders from this study as well as a sub-set of others. More research is

necessary to truly identify the long-term effect of constructive-development Order on the
field of leadership. The work in the area of adaptive leadership (Heifetz, 1994; Daloz
Parks, 2006) suggest that the complexity of developing a “way of being” in the world as a
contributing member of society springs from an understanding of individual ability to

construct meaning from one’s experiences.

Recommendations

Implications for Further Research

This study the first to examine the role of leaders’ levels of constructive-
development Order and leadership behaviors of transactional, transformational, and
servant leadership. While the findings were limited, the results provided opportunity for
replication to test the hypothesized model. Studies focused on more controlled segment
populations may yield different results based on demographics such as educational level,
age span, larger sample size, and additional measures of leader behavior. Additionally,
measures of followers’ constructive-development Order would strengthen the study.
Longitudinal study of leaders to document the transitions of their constructive-
development Order would help to better define the conditions needed to promote leaders’
development to higher levels. Another opportunity for future research would be to
identify Fourth Order leaders and their organizations and look at behaviors and outcomes.

A final implication for research would be to consider the ideology of
organizations, leaders, and members who make up the organizations. Ideology refers to

our basic and often unexamined assumptions about how things are or how they should be
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(Watzlawick, 1984). One study sought to explore the relationship between ideology

and organizational practices (Geist & Dreyer, 1993.) The study examined how people
and organizations define and control what is considered appropriate, professional, or
ordinary communication through leader and customer interaction. Ideology has powerful
influence linked to everyday organizations that structures our thoughts and controls our
interpretations of reality. This may be beneath our awareness unless we stop to reflect
upon our experience.

These powerful systems affect zow leaders and followers perceive leadership in
organizations as well as the way leadership is perceived. One of the hallmarks in
constructive-development theory is the individual’s movement from understanding Zow
they understand their experiences and the way they understand. The ability to reflect
upon the ideology that is within an organization comes from Fourth Order individuals
(Kegan, 1982, 1994).

In organizations, employees at all levels willingly adopt and enforce the
legitimate power of organizations, society, or a system with acceptance and often without
challenge (Habermas, 1972). The willingness to organize behavior or response around a
rule system, known as critical theory, often finds employees justifying their actions based
upon “just doing my job,” without consideration for the actions or accountability (a
Fourth Order ability). The simultaneous study of both the leader’s and follower’s
constructive-developmental Order may yield further understanding of our beliefs in

relation to leadership.
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Implications for Practice

Leadership programs could be impact by combining the understanding of the way
individuals develop over time and their leadership behaviors. One leadership model
intervention with long-term effect uses a model of assessment, challenge and support,
with a foundation of developmental experiences (McCauley, Moxley, & Van Velsor,
1998). While assessment of specific leadership behaviors has been common practice in
the management and leadership fields, the assessment of leader cognitive and
constructive-development Order may assist in the further development of leadership
capabilities. While the life-span development of humans has focused on birth to the
college years (Erikson, 1968; Kohlberg, 1969, 1971; Perry, 1970; Piaget, 1972; Baxter-
Magolda, 1992, 1999) a new wave of developmental theory for adults, grounded in solid,
empirical research, could further not only leadership in organizations, but leadership in

all types of human endeavors.

Limitations of the Study

There are several limitations of this study. The use of the Subject-Object
Interview method presents risk for the researcher as it is vulnerable to interviewer bias.
The structure of the interview has the researcher focusing on the material presented by
the participant and focusing on measuring their contribution connected with the
definitions of the various transition points. The risk of ‘grooving’ with the participant in
an empathic way can lead the researcher to unintended responses and interpretation.

The interview is subjective as control on the content revealed lies with the

participant and the ability of the researcher to draw out authentic response. The
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interpretation of the results involves careful review and attention to ‘voice’ of the

interview as not to mistake particular responses for one Order over another without
confirming them at several points throughout the transcript. The other limitation is the
time intensity of the Subject-Object Interview. The interviews, typically 60 minutes in
length, are recorded, transcribed, and interpreted. Interpretation can take as many as
seven to ten hours to determine results and ratings.

The interviews are rich as dialogic exchanges allow participants to discover the
ways they create their own understanding. The opportunity to increase understanding of
the way humans construct meaning is worth the effort to help leaders further invest in
their own developmental process.

An improvement to the methodology of this study would be a more seamless
connection between the web-based assessments for the raters. Stronger rater response
and the consistency of the same raters assessing a leader’s behavior on both instruments
would have been assured if the systems were connected. While paper surveys were an
option for this study, the advantage of web-based survey systems was the portability of
data to the software for analysis.

The research was presented to potential participants as a way to study leadership
behaviors and how leaders make meaning from their experiences. However, the Subject-
Object Interview protocol does not direct participants in that vein and guides response to
a broad view of their personal experience, rather than only as a leaders. Some
respondents had difficulty with the personal nature of the interview and the researcher
took time to assure the participants of the confidentiality and purpose to understand how

they think about their experiences. Many times participant would steer his/her response
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to very leader “centric” examples versus allowing themselves to explore all aspects of

their life through the protocol. While this may not appear problematic, it creates the
potential for response bias from participants discussing experiences that may have more
fully reflected their constructive-development Order.

One observation about those individuals chosen by most leaders to assess their
leadership behaviors found the raters to be heavily ‘above’ the leaders in the
organizational structure. Leaders identified if the rater was above, a peer or below them
in the structure. Future research should direct the leader to provide raters across these

three categories to provide a more balanced response for rating leaders.

Directions for Future Research

Empirical study is needed to test the relationship between transactional,
transformational, and servant leadership. While not a focus of this study, several
significant, positive relationships exist in the findings of this research that have
implications for furthering the understanding of servant leadership.

Future research testing constructive-development Order with other emerging
leadership topics such as on authentic, transcendent, and global leadership lends itself to
a promising line inquiry. The early writings in these areas indicate a connection to
leading in a post modern and complex world. These leadership concepts offer study into
the notion that leadership is not about power and wielding authority or about the
personality of the leader, but rather the presence the leader holds with others to foster

collective actions to respond in today’s complex world.
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Summary

This study examined the effects of a leader’s levels of constructing understanding
from their experiences and the way others experience their transactional,
transformational, and servant leadership behaviors.

One finding in this study was that followers rating of leader wisdom (servant
leadership attributed), had a positive connection with the leader’s level of meaning-
making (constructive-development Order). The leader’s wisdom (ability to be alert to
what is occurring around them) showed strength in this study.

Another finding suggests that a leader’s level of development may be in conflict
with managing others based on loyalty to the rules and standards of the organization.
Leaders at the constructive-developmental Third Order, are loyal to the organization
mission, purpose, and goals first. This finding has strong implications for assisting
leaders in understanding that the development of those around them does not need to
focus on meeting only the goals of the organization.

As one of the few known studies of leader’s behaviors and constructive-
development theory, this research holds promise for longitudinal study and replication to
increase the understanding of how leaders can rise to the behaviors as outlined in the
transformational and servant leadership theories. This type of study could provide
valuable information and insights for encouraging the development of individuals and

organizations who work on problems and processes in today’s complex organizations.
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Appendix A

Definitions of Key Terms

Altruistic calling Leader’s deep-rooted aspiration to make a positive

change in the lives of others.

Antecedents An experience or behavior that exists as a condition
before other behavior and may be used to predict

future behavior.

Cognitive development Active construction of knowledge adapted to fit
with the environment and the external world

through on going experiences through life span.

Constructive-development Theory that believes that systems by which people
make meaning grow and change over time, through

life span.

Contingent reward Provides clarification on what needs accomplishing

and exchanges rewards for services.

Emotional healing Leader’s dedication and skill to facilitate spiritual

recovery from suffering or distress.

Fifth Order

Self-transformational Very few adults (also referred to a Post-Modern
Mind) Ability to have own meaning-making system
and to realize that there are faults in even having
own meaning-making system. Sees the similarities

rather than the differences between systems. Likely





First Order — Impulsive

Follower

Fourth Order - Self-Authoring

Full-range leadership
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to help communities and leaders mediate

between the commonalities.

Young children — durable objects not understood,
cannot hold ideas in their head very long. Need

constant supervision and reminders of the rules.

A subordinate of the leader who makes a voluntary
choice to follow the leader; not a function of the

hierarchy in an organization.

Some adults (also referred to a Modern Mind) -
achieved what is obtained in Third Order and now
has a self that is defined outside of its relationships
to others. Previous opinions and desires of others
that were Subject to them, are internalized, and do
not have control over them and now Object. Able to
examine and mediate over these rule systems. Has
own self-governing system to make decisions and
mediate conflicts. At the Order feel empathy for
others and take others needs/desires into
consideration when making decisions. Unlike Third
Order, this Order does not feel ‘torn’ by conflict
because they have their own system to utilize to
make decisions. Literature often refers to this
people as self-motivated, self-directed, and self-

monitoring.

Ability to use the full range of leadership behaviors
(transactional and transformational) and is what

separates effective from ineffective leaders.





Idealized Influence

Imperial

Individual consideration

Information

Inspirational motivation

Instrumental

Intellectual stimulation

181

Leader provides vision for organization and
followers; inspires a sense of mission and instills
pride in the work. The leader gains trust, respect

and confidence from the followers.

See First Order.

Leader gives personal attention to followers;
coaches, advises and assists them, often assisting
those followers who may be neglected to become

valued in the organization.

In-form-ation is new knowledge that is added to
your current form of your mind — not sufficient for

growth in humans.

Leader communicates high expectations and uses
symbols to focus the efforts of the organization and
followers. The leader expresses the important
purpose in simple ways, resulting in enthusiasm and
optimism and assists followers in envisioning the

possibilities.

See Second Order definition

Leader promotes the ability to look at old problems
in new ways. Promotes intelligence and rationality
around problem solving. Creativity is stimulated

through careful consideration of the problem and





Inter-individual mind

Interpersonal

Intrapersonal

Laissez faire

Lens

Life span

Management-by-exception

Meaning-making

Modern mind
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open-ness to viewing both the problem and

solution in new ways — out of the box.

See Fifth Order for definition.

relationship dimension with in each Order of

constructive-development.

self-concept dimension within each Order of

constructive-development.

Absence of leadership, positive or negative from

Leader.

The focus on a particular experience, knowledge, or
other information that allows one to take a
perspective.

Period of time from birth to death for a person.

Active - Keeps an eye on follower performance and

implements correction when standards not upheld.

Passive - occurs only when standards not upheld.

The activity of how an individual makes sense of

experiences, knowledge, relationships, and the self.

See Fourth Order definition.





Object

Orders

Self-transformational

Organization Stewardship
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Things that are Object are those that one is

aware of, can reflect upon, can tend to, take control
of, internalize, and operate upon. Things that are
Subject have you, while you have things that are
Object. The more taken as Object in life, the more
complex worldview because one can see and act

upon more things.

Constructive-development changes will be referred
to as Orders” to signify the over 21 possible
transitions within the five dimensions outlined in
the theory. Literature utilizing constructive-
development theory identifies Order as a
dimensional quality level or Order rather than a

strict sequence (as in the term stage or level).

Achieved all involved in Fourth Order, but have
learned there are limits to own inner system and
limits to having a system. Less likely to see the
world in dichotomies and polarities and see the

various shades of gray.

The degree that leaders coach an organization to
make positive contributions to the greater
community through outreach, programs and

relationship development.





Persuasive mapping

Post-modern mind

Second Order — Instrumental

Self

Self-authoring

Self-transformational

Servant leadership

Socialized mind
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Ability to lead others to see the future and

prepare for the possibilities in a compelling and

motivating manner.

See Fifth Order definition.

Adolescents (age 7-10); some adults — discovers
that feelings and beliefs exist over time and aware
that others have beliefs and feelings that remain
constant over time. A rule today is a rule tomorrow
and pre-occupation with trying to figure out how to
get past the rule if it impedes their way. Empathy
not possible, though they know others have feelings
and desires. At this Order are self-centered and see

others as helpers or barriers to have own needs met.

One’s personality, experiences; self refers to the
conscious, reflective personality of an individual
which they are tied to, fused with or embedded in
(Subject).

See Fourth Order definition.

See Fifth Order definition.

Leader makes a conscious choice to serve others
needs as the defined by others, with leader chief

motive to serve first, then lead.

See Third Order definition





Subject

Third Order — Socialized
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Things that are Subject to someone can’t be

seen because they are part of the person and are
experienced as unquestioned, as part of the self —
taken for granted, taken for true or not taken at all.
Something that’s Subject Aas you (Kegan 1994).
Example: The leader who believes all people are
motivated in the same way — the way the leader is
motivated. When followers failed to be motivated
by the methods applied, the leader believes that the
followers are the problem, after all the motivation
method being utilized was such a great inspiration
to get the job done (at least in the leader’s eyes of
what is motivating)! The leader’s belief and
experience in motivation are Subject to them. Not
knowing there are different ways that people are
motivated makes the leader powerless to change
their style to meet the needs of the diversity of their
work group (self).

Older adolescents and majority of adults — (also
referred to as Traditional Mind) Developed the
ability to subordinate their needs to include the
needs of others. Their needs — Subject to them in
Second Order, now Object. Ability to internalize
feelings and emotions of others; are guided by
institutions that are important to them (school,
religion, political party). Able to think abstractly,
self-reflective on own and others actions, and
devoted to something greater than own needs.
When there is conflict between important others —

feel ‘torn in two’ and cannot make a decision. Self-





Transactional leadership

Transformation

Transformational Leadership

Wisdom

X(Y) Transition

186
esteem not possible at this Order, as there is no

‘self” outside of those around them, who define and

make up who they are at this Order.

Leader contracts with follower for services or goods
and once the transaction is complete, the two go

separate ways.

Beyond adding new information to current form of
knowledge; trans-form-ation changes the
‘container’ —larger, more complex, able to deal with
multiple perspectives; transforming occurs when
someone changes not just the way they behave, the
way they feel, but the way they know (not what
they know the way they know).

Leaders seek to elevate their followers to higher

levels of morality and encourage growth.

Ability to see a bigger picture and making
connections across the environment and

organization in anticipation of future direction.

Signs of Y Order attributes emerging — sign of
beginning to look externally. Example: 2(3) - hold
own perspective and perspective of another
internally and derive own thinking or feeling as
consequence of that point of view. Am now Subject

to Third Order meaning-making.





X/Y Transition

Y/X Transition

Y (X) Transition
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Two full Orders operating at the same time as

part of transition position; X - the early structure is
predominant. Example: 4/5 - experience of how to
stay open to reconstruction of one’s theory, so can
construct a better theory; cannot consult self or
others about the system because cannot take them as

an Object of reflection.

Two full Orders operating at the same time as part
of transition; Y — the transitioning to Order
predominates (Y ruling, signs of X still there)
cannot slip back to X/Y. Example: 4/3 —
experience a kind of violation when others make us

responsible for their feelings.

Structure Y fully dominating with X present but in
latter part of Order as strong protest of meaning-
making evidence by X structure. Example: 3(2) -
able to bring inside the self and other perspective —
creating capacity to consider two view points now
less of a struggle than before, but struggle still

present.
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Appendix B

Summary of Hypothesis

Transactional Leadership and Order of Constructive-Development

Hypothesis la:

Hypothesis 1b:

Hypothesis 1c:

Hypothesis 1d:

Leader’s use of contingent reward will be highest when leaders are
in transition between constructive-development Second to Third
Order.

Leader’s use of passive management-by-exception will be highest
when leaders are in transition between constructive-development
Second to Third Order.

Leader’s use of active management-by-exception will be highest
when leaders are in transition between constructive-development
Second to Third Order.

Leader’s use of laissez-faire will be highest when leaders are in
transition between constructive-development Second to Third

Order.
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Transformational Leadership and Order of Constructive-Development

Hypothesis 2a:

Hypothesis 2b:

Hypothesis 2c:

Hypothesis 2d:

Hypothesis 2e:

Leader’s use of idealized influence will be highest when leaders
are in transition between constructive-development Third to Fourth
Order.

Leader’s use of inspiration motivation will be highest when leaders
are in transition between constructive-development Third to Fourth

Order: 4/3.

Leader’s use of individual consideration will be highest when
leaders are in transition between constructive-development Third
to Fourth Order:3/4.

Leader’s use of intellectual stimulation will be highest when
leaders are in transition between constructive-development Fourth

to Fifth Order: 4/5.

Leader’s use of charisma will be highest when leaders are in
transition between constructive-development Third to Fourth

Order: 4/3.





191
Servant Leadership and Order of Constructive-Development

Hypothesis 3a: Leader’s use of organizational stewardship will be highest when
leaders are in transition between constructive-development Third
and Fourth Order: 4/3.

Hypothesis 3b: Leader’s use of persuasive mapping will be highest when leaders
are in transition between constructive-development Fourth and
Fifth Order: 4/5.

Hypothesis 3c: Leader’s use of altruistic calling will be highest when leaders are
in transition between constructive-development Fourth and Fifth
Order: 4/5.

Hypothesis 3d: Leader’s use of emotional healing will be highest when leaders are
in transition between constructive-development Fourth and Fifth
Order: 4/5.

Hypothesis 3e: Leader’s use of wisdom will be highest when leaders are in
transition between constructive-development Fourth and Fifth

Order 4/5.
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SERVANT LEADERSHIP QUESTIONNAIRE
Self — (Barbuto & Wheeler, 2006)

Name:

Please read each of the following statements and rate the frequency with which each is
true:

Never Rarely Sometimes Often Always
0 1 2 3 4

—

. I put others’ best interests ahead of my own

I do everything I can to serve others

|

I sacrifice my own interests to meet others’ needs

|

I go above and beyond the call of duty to meet others’ needs

|

I am someone that others turn to if they have a personal trauma

I am good at helping others with their emotional issues

I am talented at helping others to heal emotionally

I am one that can help mend others’ hard feelings

0 0 N kv

I am alert to what’s happening around me

—_
=]

. I am good at anticipating the consequences of decisions

—
—_—

. I have good awareness of what’s going on around me

—_
[\

. I am in touch with what is happening around me

—_
98]

. I know what’s going on in the organization

,_.
o

. I offer compelling reasons to get others to do things

—_
9,

. I encourage others to dream “big dreams” about the organization

—_
=)}

. I am very persuasive

—_
-

. I am good at convincing others to do things

—_
o]

. I am gifted when it comes to persuading others

—
O

. I believe that the organization needs to play a moral role in society

|

[\
)

. I believe that our organization needs to function as a community

|

\S)
—_

. I see the organization for its potential to contribute to society

N
[\

. I encourage others to have a community spirit in the workplace

|

[\
W

. I am preparing the organization to make a positive difference in the future
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Appendix D

SERVANT LEADERSHIP QUESTIONNAIRE
Rater — (Barbuto & Wheeler, 2006)

Name of Person You Are Rating:

This person is (circle one): My Supervisor Same Level My Subordinate Other

Please read each of the following statements and rate the frequency with which each is
true:

Never Rarely Sometimes Often Always
0 1 2 3 4
1. This person puts my best interests ahead of his/her own

This person does everything he/she can to serve me

|

This person sacrifices his/her own interests to meet my needs

This person goes above and beyond the call of duty to meet my needs

This person is one I would turn to if I had a personal trauma

This person is good at helping me with my emotional issues

This person is talented at helping me to heal emotionally

This person is one that could help me mend my hard feelings

Y N kv

This person always seems to be alert to what’s happening around him/her

—_
=]

. This person is good at anticipating the consequences of decisions

[
[

. This person has awareness of what’s going on around him/her

—_
[\

. This person seems very in touch with what is happening around him/her

—_
98]

. This person seems to know what’s going on around him/her

,_.
o

. This person offers compelling reasons to get me to do things

—_
9,

. This person encourages me to dream “big dreams” about the organization

—_
=)}

. This person is very persuasive

—_
~J

. This person is good at convincing me to do things

—_
o]

. This person is gifted when it comes to persuading me

—
O

. This person believes that the organization needs to play a moral role in society

|

\®)
)

. This person believes that our organization needs to function as a community

|

[\
—

. This person sees the organization for its potential to contribute to society

22. This person encourages me to have a community spirit in the workplace

23. This person is preparing the organization to make a positive difference in the future
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APPENDIX E

Subject — Object Interview Protocol

Subject-Object Interview
Interview Protocol for Telephone Interview

You have agreed to participate in a tape-recorded interview for the purposes of a research
study previous identified in a written letter or email to you.

The interview is about ways people make meaning of their own personal experience.

Y ou understand you will be asked about ordinary experiences (like being moved, or
being angry or conflicted about some decision, etc.)

You understand that you do not have to answer any questions you choose not to answer.

You understand that any excerpts taken from this interview, written or spoken, will
disguise all names of persons, and places so as to preserve your anonymity and privacy.

Y ou understand that although most people find these interviews engaging and interesting,
should you feel like discontinuing the interview for any reasons we may do so at any
time.

Thank you for your generosity in making time available for our learning.

Please complete the activity listed below as Preparation for Interview 20-30 minutes
prior to the agreed interview time.

At your appointed time, call 1-800-XXX-XXX
Conference Bridge number: XXXXXX

The interview on the telephone will take at least 60 minutes. At 60 minutes, we will
determine if there is any thing that needs to be finished before we end.
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Instructions for Preparation for Telephone Interview
Subject-Object Interview

Goal of session:
How you think about things. How you make sense of your own experience.

You don’t have to talk about anything that you don’t want to talk about.

Tools:
Five 5”x7” index cards or "2 sheets of paper

Write the following word or phrase, one per card:
Angry

Success

Strong stand, conviction, Important to me

Torn

Change

PREPARATION FOR INTERVIEW

These cards are for your use only. You can do whatever you like with them after the
interview. The cards are to help you jot down things we might want to talk about in the
interview.

Spend 20-30 minutes prior to the interview call with the cards jotting down on the cards
things that you choose to talk about. We do not have to talk about anything you don’t
want to talk about. The goal in the interview is to deeply understand what you are talking
about.

Let’s take the first card — ANGRY

If you were to think back over the last several weeks, even the last couple months, and
you had to think about times you felt really angry about something, or times you got
really made or felt a sense of outrage or violation-are there 2 or 3 things that come to
mind? Take a minute to think about it, if you like, and just jot down on the card whatever
you need to remind you of what they were.

Next card — STRONG STAND, CONVICTION, IMPORTANT

If you were to think of some time when you had to take a strong stand, or felt very keenly
‘this is what I think should or should not be done about this,” times when you became
aware of a particular conviction you held.... What is it that is most important to you?’ or
‘What do you care deepest about?’ or ‘What matters most?’
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Next card — SUCCESS

If you were to think of some times when you felt kind of triumphant, or that you had
achieved something that was difficult for you, or especially satisfying that you were
afraid might come out another way, or a sense that you had overcome something...

Next card — TORN

Felt really in conflict about something, where someone or some part of you felt one way
or was urging you on in one direction, and someone else or some other part was feeling
another way; times when you really felt kind of torn about something...

Next card — CHANGE

As you look back on your past, if you had to think of some ways in which you think
you’ve changed over the last few years—or, even months—if that seems right —are there
some ways that come in mind?

Part Il

At your appointed time, call 1-800-XXX-XXXX

Conference Bridge number: XxXxxxx

Modified from the Subject-Object Interview Protocol as found in

Lahey, L. L., Souvaine, E., Kegan, R., Goodman, R., & Felix, S. (1988). A guide to the subject-object
interview: Its administration and interpretation. Unpublished manuscript, Cambridge, MA: The

Subject-Object Research Group.
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Subject-Object Interview Analysis Form
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Appendix F

SUBJECT-OBJECT ANALYSIS
Formulations Process Sheet

Name or Code of Interview: Analysis Page #:
Bit# / | Range of Hypothesis Questions:
1 1(2) 172 271 2(1) 1) What structural evidence leads you to these
Interview hypotheses?
Page # 220 23 32 30 2) What evidence leads you to reject other plausible
3 3(4) 3/4 4/3 4(3) counter-hypothesis?

3) Ifyou have a range of hypotheses, what further
4 4(5) 4/5 5/4 5(4) 5 information do you need to narrow the range?
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APPENDIX G

Subject-Object Interview Overall Formulation Form
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Appendix G

SUBJECT-OBJECT ANALYSIS
Overall Formulation Sheet

Name of Code of Interview: Analysis
Page #:

A. Tentative Overall Hypothesis (minimum of 3 bits reflective of each hypothesis):

B. Rejected Tentative Hypothesis/Hypotheses and Reason(s) for Rejection:

1. Hypoth: Why rejected?

2. Hypoth: Why rejected?

C.SINGLE OVERALL SCORE (minimum of 3 bits reflective solely of this score)
(if interview not
scorable with single score,
enter range of scores™*)

D.Testing S.0O.S. If you have not already justified your rejection of scores on either “side” of the S.O.S,
do so here:

E. Interview “Power” (# of bits solely reflective of S.0.S):

* If unable to formulate single score, explain what further information needed to reach single score.
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Cover Letters to Participants
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Appendix H
Letter 1

Recruitment Email — Leader Participant

You are invited to be a part of a research project with the purpose of examining
possible relationships between the behaviors of leaders and their level of human
development. You were selected to receive an invitation to participate because you are a
member of <name of program> leadership program from the current and alumni
members of the program.

Participation in the Part 1 of study will take approximately 30 minutes to
complete assessment several assessments on your leadership behaviors with others. You
will also be asked to provide names and contact information for individuals you believe
would be able to rate your leadership behaviors. Part 2 of the study will require
approximately 90 minutes of your time in an interview with the researcher. You will be
asked about ordinary experiences (like feeling moved, or being angry or conflicted about
some decision, etc.) and be introduced to the topics for the interview and be allowed to
jot some notes or thoughts on paper prior to the actual taped interview.

You must be 19 years of age or given parental consent to participate in the
program. There are no known risks or discomforts associated with this research. You
many find the learning experience enjoyable and the information may be helpful to you
when you in your participation in (name community leadership program) or in your
volunteer and work life. The information gained from this study may help us better
understand the effectiveness of leader behavior.

Any information obtained during this study will be kept strictly confidential. The
information obtained in this study may be published in scientific journals or presented at
scientific meetings but the data will be reported as aggregated data. There will be no
compensation for participating in this research.

You may ask any questions concerning this research and have those questions
answered before agreeing to participate in or during the study. You are free to decide not
to participate in this study or to withdraw at any time without adversely affecting your
relationship with the investigators, the University of Nebraska or (insert community
leadership program name here). Your decision will not result in any loss or benefits to
which you are otherwise entitled.

You are voluntarily making a decision whether or not to participate in this
research study. Your signature on the enclosed informed consent certifies that you have
decided to participate having read and understood the information presented. You will be
given a copy of this consent form to keep.

Thank you in advance for your assistance in this study.

<name >Coordinator, <organization name> Office: (xxx) xxx-XXXX
Marilyn J. Bugenhagen, M.A., Principal Investigator Office: (414) xxx-xxxx
John E. Barbuto, Jr, Ph.D., Secondary Investigator Office (402) xxx-xxxx

Identification of Project: Antecedents of Servant and Transformational Leadership
IRB# 443
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Appendix H
Letter 2

Recruitment Letter — Raters of Leader Participants

You are invited to be a part of a research project with the purpose of examining
possible relationships between the behaviors of leaders and their level of human
development. Your name and contact information was forwarded to us by a leader who
is participating in this study and they desire for you to provide feedback on their
leadership behaviors. The leader <name> is a participant in the <name of program>
leadership program.

Participation in the study will take approximately 30 minutes to complete
assessment several assessments on your leadership behaviors with others. You will
complete assessments consisting of 45 Likert-type questions and 23 Likert type
questions, rating the leadership behaviors of the leader identified on the form. At the end
of completion of the assessments (on-line), you will submit them to the researcher (on-
line via the internet). Submitting assessments on line will be through a secured and
encrypted server.

You must be 19 years of age or given parental consent to participate in the
program. There are no known risks or discomforts associated with this research. The
information gained from this study may help us better understand the effectiveness of
leader behavior.

Any information obtained during this study will be kept strictly confidential. The
information obtained in this study may be published in scientific journals or presented at
scientific meetings but the data will be reported as aggregated data. There will be no
compensation for participating in this research.

You may ask any questions concerning this research and have those questions
answered before agreeing to participate in or during the study. You are free to decide not
to participate in this study or to withdraw at any time without adversely affecting your
relationship with the investigators, the University of Nebraska or (insert community
leadership program name here). Your decision will not result in any loss or benefits to
which you are otherwise entitled.

You are voluntarily making a decision whether or not to participate in this
research study. Your signature on the enclosed informed consent certifies that you have
decided to participate having read and understood the information presented. You will be
given a copy of this consent form to keep.

Thank you in advance for your assistance in this study.
Marilyn J. Bugenhagen, M.A., Principal Investigator Office: (414) xxx-xxxx
John E. Barbuto, Jr, Ph.D., Secondary Investigator Office (402) xxx-xxxx

Identification of Project: Antecedents of Servant and Transformational Leadership
IRB#443
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Appendix H
Letter 3
Sample Email Confirmation

Thank you for agreeing to be part of a research project to assist the in enhancing
the development leaders through <name of organization.> This study will look at the
behaviors of leaders and provide feedback to you for your professional and personal
development.

Part 1 will require approximately 80-90 minute block of time including 15-20
minutes of preparation before the 60 minute interview with the researcher on the
telephone. You will be asked about ordinary experiences (like feeling moved, or being
angry or conflicted about some decision, etc.) You introduced to the topics for the
interview and be allowed to jot some notes or thoughts on paper prior to the actual taped
interview. A toll-free number will be provided to do the interview. See the times below
and select 2 or 3 times that work for you and email those back to me. I'll contact you
within a day to confirm a time.

Part 2a of study will take approximately 20 minutes to complete assessment
several assessments on your leadership behaviors with others on a survey system called
SURVEY MONKEY. You will need your leader ID and password to access (see link
and information below). You will also have 3-5 others who will rate you on a survey in
the Survey Monkey system as well. I have prepared an email for you to forward to them
with the informed consent to ask them to rate you. All of your raters will use the same
rater ID#. (watch for that email).

Part 2b of the study will require approximately 15 minutes to complete a short
assessments on your leadership behaviors with others on a survey system called MIND
GARDEN — using the Multifactor Leadership Questionnaire. Watch for this email for
this survey. You will be adding the names and email addresses on this site of people you
desire to give you feedback on your leadership behaviors and you will be sending them
an email through that system to invite their participation.

Please see the attached informed consent which outlines other information about
the confidentiality of your information and may answer additional questions you may
have about this study. You will be asked to confirm you acceptance of participating in
this study with the first survey system: Survey Monkey.

Survey Monkey information:
Weblink: http://www.surveymonkey.com/s.asp?u=<xxXXXXXXXXXXX>
Leader ID: xxxxx

Password: Leadership

Please let me know if you have any questions. I look forward to involving you in this
project!

Marilyn Bugenhagen, Principal Investigator, IRB #443, University of Nebraska - Lincoln

Times available (you'll need at least 20 minutes BEFORE this time for preparation)
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Appendix [
Informed Consent for Leaders
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Informed Consent for Raters
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This piece was written before the news of Covid 19 spread world-wide and the virus moved across country
boundaries. Though reality has experienced a disruption we could not anticipate, | do believe the message
of this piece — still holds meaning and hope.

Look beyond today. Be Calm. Be at Peace. All will be Well. Patricia Nunis, 1 December 2020

The Inclusive Lions of the Year of the Rat

On Chinese New Year morning, 25" January, 2020, | was privileged to be present at a Lion Dance to
celebrate the New Year. It was held in the compound of the Church of Divine Mercy, Glenmarie, Shah
Alam. Present were a few hundred people of all ethnicities in Malaysia- Chinese, Indian, East Malaysians
of various tribes, Eurasian, Caucasian ... etc., who were regulars of the parish as well as, visitors for the
holidays. The front porch had been prepared for the Lion Dance and people lined the entrance from the
gate and formed a circle 4-5 deep in the parking area and lobby of the church. The cultural practice would
take place outside the main hall or nave of the Church before the Celebration of the Eucharist. | found a
spot where my 4ft 10 in frame would not be blocked by a potted plant or a taller person and settled to
watch the Lions. It was always an energizing, celebration of life every year — to see the confidence and
daring of the young acrobats embodying the vigor of lions to welcome a new year.

The drum beats and cymbals announced the start of the Lions’ entrance and they pranced in through the
gate and made their way to the front of the lobby to acknowledge the presence of the Pastor, Rev. Gerard
Theraviam, and made their respectful bow before a quick display of their prowess — jumping and posturing
and showing their skills in “being” the Lions. | was less than 10 feet away separated by a railing around
the side overlooking the carpark. It was not the first time | had been so close to the performers —and |
delighted | had a clear uninterrupted view. What was new, was that the set up of the crowd in a circle
around the lobby area gave the Lions a circular stage and they took the opportunity to get up close to the
waiting crowd — much to their excitement and appreciation.

| watched these 2 Lions taking off in different directions so that they could greet everyone in the circle —
and | realized quickly that the dancing lions performed for every family and person there — irrespective if
they were Chinese, or Indian or Kadazan or any other category of person. These dancing performers were
being inclusive! Perhaps, the performers themselves, may have been intrigued by the mixed audience of
the CDM parish. Perhaps, they had been instructed to play to the crowd... perhaps, whatever it was, they
moved from families to groups and individuals playfully, and with grace. They even slowed down near the
elderly and wheelchair-bound, and, allowed them to caress their costumed back and touch their head.
This was new for me — in previous times when | witnessed a Lion Dance, the performers seemed almost
detached from the crowd, performing to their own rhythm. These Lions were playing with us...

| gave my place up to a child so she could have a better view and moved into the lobby area. | thought |
would take my seat in the Church and get ready for the service. | was surprised to realise that the lions
had come up the lobby steps and were now circulating among those of us standing at the entrance to the
nave. They made a slow progress among the group again, allowing each person who wished to give them
a pat or stroke, as they passed by. | was one of many who reached out to touch the red and gold robes
covering the dancing forms — who wouldn’t want to touch a dancing lion when its just in front of you
within arm’s reach?





As the lions moved on to another section of the building to greet others around the hall, | walked in to
take my seat and have a moment to myself. | could not have had a better experience of the Lunar New
Year —then the words of this title popped into my mind. These were the Inclusive Lions of the Year of the
Rat. | was complete.

The Lions were for me a metaphor of what this year could be, should be, needs to be — if we are to grow
as a nation. Though the Lion Dancers are clearly a Chinese cultural performance — on this day, at CDM,
these Lions chose to be inclusive and bring everyone into their celebration. The diverse gathering also
welcomed the Lions and enjoyed their presence — enjoying the moment of joy and the celebration of life.
No qualms were raised about the mix of culture and faith — just the acknowledgment that each had its
place in our life. The human psyche is complex and mysterious and rejoices in metaphors and rituals to
bring together the various strands of our history and experience. | can be Chinese and Catholic and rejoice
in both. | may be Indian and Christian yet, take joy in a Ponggol celebration or share my neighbor’s joy in
a Lion Dance. | may be Chindian or Eurasion and acknowledge that we are all uniquely same yet different
—and be joyous.

Whatever the dominant strand of news-bits in Malaysia today — it seems that there is a perverse wish to
sow division and dissension among our citizenry. Where we used to be proud of our diversity — we now
see seeds of suspicion being sown by individuals who should know better, some sadly, our elected
leadership. The inclusive dancing lions are for me, a sign of the resilience and groundedness of everyday
Malaysians. We can, and do, accept differences as part of our lives — even though, there are those who
would divide us.

Yes — | agree that there is much yet to be done in Malaysia before we can fully experience a mature
democracy. We are only 63 years old and 60 of these years have been in the hands of a party practicing
a feudal autocracy masquerading as a guided democracy. We have a long way to go and much to unlearn.

Those inclusive lions invite us to know our roots and be confident that we will find our way if we stay open
and listen to each other as we build a new society in Malaysia. The youth who look at the world with new
eyes, have no fear. They do not linger over the atrocities of 1969 or the nostalgic memories of the 50’s
and 60’s before race and religion were politicized. Talk to young persons — they will surprise you about
how they view Malaysia. They very likely will find the answers to their own questions and ours as well.
We would do well to provide them with our insights, share the history, and empower them to action based
on our shared values and principles. The future is theirs to explore.

So - at the beginning of this Lunar New Year — join me and the Dancing Lions, as we welcome the Year of
the Rat — the first year of the Chinese Zodiac calendar — promising to be a year of new beginnings and
growth.

Gong Xi Fa Cai!

Patricia Nunis
1 February 2020
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Harvesting Learning While Building Bridges

Dr Hamidah Marican Patricia Nunis

0oD Sp_ecial_ist _ N Certified Professional Facilitator

NTL Diversity & Inclusion Facilitator Technology °f Participation Certified Facilitator
Director, Harmony Works Sdn Bhd Founder Director, Harmony Works Sdn Bhd

My colleague, Dr Hamidah Marican and myself facilitate a dialogue of life experience called Building
Bridges, Connecting Communities. We began this in 2008 and have done this in various forms with
varying degrees of success. We do not measure success in numbers of participants or high-level press
releases — but in the significant changes in attitude and interactions of the persons who have
participated in these workshops. They become catalysts of change, bringing a more inclusive perspective
into their life and work when relating with others.

Deep Learning from My Journey
This is my experience of Building Bridges in the light of the words of Micah 6:8

He has shown you, O mortal, what is good.
And what does the Lord require of you?
To act justly and to love mercy
and to walk humbly with your God

For me, the key for Building Bridges is the last line — walk humbly with your God. There are activists and
groups clamoring daily in our current situation for justice and mercy and equality of rights and
representation. That is well and needed. However, not much is said about walking humbly. Here is my
take oniit

There are people who comment that a programme like Building Bridges is too wishy washy —ignoring
the real problems that divide society. | believe that there is more than enough airtime given to dismal
news. Also, there is limited time to interact face to face in seminars and symposiums that talk about





race, religion and various perspectives — it’s often, just a repetition of positions and perspectives with
some time given to questions. The same ground is covered again and again leaving listeners with a sense
of frustration about what needs to be done.

In the Building Bridges workshop, the key is to provide time and space for participants of different
ethnicities to interact, listen and share views in a safe space such that there is a real encounter with the
other. The result is shared perspectives and greater understanding. This is for me —a way of walking
humbly, with each other and with God. Can we really see our Creator in the being of our neighbor,
whoever that neighbor may be?

Each person needs to experience this walk as an individual journey. Hamidah and | experienced it as we
got to know each other from our first meeting in 2008.

| only developed real friendships with Muslim girls and women in my adult years —in university and
whilst working in a private hospital. There | met individuals who shared common views and
perspectives and we could enter into conversations about life and our common shared struggles at work
and at home. Prior to that time, | lived in a bubble of my Christian family upbringing, surrounded by
people of my own faith and beliefs. My Social Science background opened my mind to accepting and
appreciating difference -but it did not answer the existential question of why it was the way it was in
Malaysia. Though | had minimal negative perceptions of any community in Malaysia, | really did not have
a close friend who was also a Muslim. There seemed to be a barrier to that which all my training in
sociology and psychology could not overcome. In the 8 years | served as a religious, my spiritual
foundation taught me that all humanity shares the fatherhood of God and each of us is unique and
precious in His sight. Yet, it was difficult to see that in my communications with Muslims — especially in
the face of what | saw as unfair affirmative rights and practices in our society.

As | got to know Hamidah and we shared our personal challenges and difficulties, | realized that the
perceptions | had held earlier were too simplistic and tarred a whole community for the actions of the
few who would manipulate the system. Inequality and prejudice exist within a community just as much
as it exists across communities. When we come to know individuals as persons and friends, we then
truly see them and listen to them. We will find it much harder to typify every group by its stereotype
and instead we start to see them as individuals also having to deal with inequality and life challenges.
We will begin to see people as they are — and relate to them differently.

Since we started the workshops with communities in 2018, my world has been enriched with people of
all faith traditions, men and women who sincerely want to reach out to others and be more inclusive.
They come to our workshops as strangers to each other — often, from very different environments and
cultures. We have welcomed Muslim, Bahai, Hindu, Christian and Buddhist, as well as activists, LGBT,
Orang Asli, and other categories of Malaysians. They leave with a sense of knowing who we are as
Malaysians, and a realization and deeper sense of self awareness. We begin to know them, even as we
become known to them, as sharers in humanity. We begin to walk humbly with them, and in so doing,
walk humbly with our God who breathes life into persons.

| have entered my 6th decade and have developed a certain resilience to what life brings to my
doorstep. | am certain that the Lord holds all in His hands, and He will work it in His own time. We may
experience this as long waits or delays — but | have a sneaking suspicion that the delays are given to us
as opportunities to cleanse ourselves that we might be ready for Him.





| spend my waiting time, working and walking with my Muslim friend, building bridges and connecting
communities. We share an understanding of how our work links us to our faith and praxis. Yet, we live in
our different faith traditions, as we realise we are products of our upbringing and culture. We accept our
limitations of being bound in time and space. We realise too that in working together, we witness to
others that this type of partnership is a possibility for others too. We may be different — yet we can live
and work together for what we believe is important for our society and our beliefs.

My wish for those of you who read this is that you too may open your hearts and minds to welcoming
someone from a different faith tradition as a friend. You will find that your world opens, and you see a
whole new way of being. You too may find new ways to walk humbly with another, and in doing so,
walk humbly with your God.

Patricia Nunis
21 March 2020

20 July 2019 session @SFX

Representatives from Muslim, Bahai, Christian
and Hindu communities, across generations and
educational backgrounds.
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ALCHEMY & THE FACILITATOR

MASTERCHEF: THE PROFESSIONALS - LESSONS FOR THE FACILITATOR
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From the Mundane to the Mysterious.

Life has given me the luxury of a year of reflection and growth. It has enriched my capacity to
review, reflect and transcend from the ordinary to the extraordinary in moments of insight that

surprise and mystify me. | take the opportunity to share one aspect of these with you, my
colleague facilitators.

In my facilitator journey — | have found that one of my challenges is that of holding the space free
of my own perceptions and hopes for the group and navigating the group to find its own
solutions. This is especially so when the group is in trauma or conflict over deeply felt issues and
are looking for a solution or quick fix — and look with hope to the facilitator to provide some
insights for them to build on. Of course, this is a deep trench that the wise facilitator would do
best to step lightly and avoid. The group must find its own way to discover and articulate its
purpose and vision, and how that translates to actions.
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Happy the facilitator and the group when the facilitator navigates this pathway with skill and
grace.

Another challenge which emerges more frequently is that of the facilitator’s attachment to
processes and methods that are comfortable and favored by the facilitator, or using the group to
practice new processes learnt and using the group event as an opportunity to demonstrate a new
skill or practice. Let’s face it — we have our comfort zones and a human tendency to work within
our comfort zones.

Happy the facilitator and the group when the facilitator is focused on putting the needs of the
group first before her own inclinations to play safe within her comfort zone.

What does Masterchef: The Professionals have to do with this?

For those who have not followed the reality series Masterchef: The Professionals, this is a contest
to discover the top professional chef amongst the competitors who are all working chefs either
in restaurants or hotels, cruise ships, pubs or personal chefs. Like all professionals, these chefs
have found a place where they are comfortable in their practice and have developed their skill
sets to suit the needs of their regular clientele. They are taking a risk indeed to enter a contest
where their skills will be challenged and tested against that of their peers from various fields. To
add to the challenge, the classically trained chef judges set a skills test which is usually based on
some French classic cuisine which may have been long forgotten by some or not even learnt by
those who developed their practice without the classical training.

As | watched these professional chefs battle through the contest and struggle to keep their
composure in the face of no-holds barred judging — | realized that the lessons they were learning
— were also lessons that are relevant to me in my professional practice.

The Dreaded Skills Test

Thefirst challengeis a skills test is designed to stretch the contestant’s basics against a framework
of Western culinary traditions — making sauces, preparing dishes developed in French culinary
tradition, etc. The chef contestants who were not classically trained in French cuisine — were
doomed to make a mess of it. Yet knowing this, contestants took the bait and signed on — risking
their professional reputations for that chance at the title “Professional Masterchef”. | wondered
at their gumption. And | learned from their handling of failure and embarrassment. Basically,
grab the opportunity to make your mark, draw a line after a disaster, pick yourself up, get focused
and give your best in the next challenge.

More than that, some discerning individuals admitted that the nerves got the better of them —
and they had known what to do — but did not get it done as they were rattled by the pressure of
being observed and evaluated as they worked. The rueful faces and disappointed looks indicated
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a sense of dissatisfaction with themselves —and a sense of resolution to do better with the next
challenge. For me, it echoed those times when a session did not meet the expected outcomes
due to some unanticipated development — times when | realized | could have done better for the
group, if things had been different. And, the realization that what transpired — was the best that
could have been given the circumstances.

On the question of skills, | am reminded that there is no short cut to skill development — and
years of practice does not translate to great skill automatically. As a professional, | am called to
stay relevant in my practice, continually learning and exploring both the tradition and the
evolution of facilitation — so that | do not lose the intrinsic core of facilitation which is assisting
groups to their expected outcomes, whilst learning to layer the various models, approaches and
technology developed over the years, that may contribute to developing an effective process.

The Signature Dish

This is when the chef gets an opportunity to do what they do best — and showcase their skills.
Simple as it sounds, only 3 make it to the final round. More than a few contestants fault by doing
too much. Viewing the challenge as an opportunity to show off their breadth of skills and trying
to redeem themselves from a bad performance in the skills test, contestants produced plates
that were over-done, pretentious and lacking in finesse. The challenge was pressure and time.

As a professional facilitator, often | am also faced with the challenge of pressure and time.
Groups often expect much to be done in the least amount of time possible; and, | am challenged
to curate my resources and choose the most appropriate process that will bring the best out of
the group —and no more. At times, | face a similar temptation to showcase my skills, or, pick a
favorite process for which | have a particular strength, and stay in my comfort zone, rather than
study the group well and devise a process that meets their needs. Watching the chefs struggle
to produce a fine dish with an economy of frills, | am reminded again that less is more —and the
need to be focused rather than frantic about staying with a method; to remember always that
each group would have its own journey.

The best chefs, the winners, develop a way to communicate with their ingredients, almost
instinctively deciding on the best possible ways to present their food such that the produce speak
for themselves. The best chefs facilitate fine food production, as it were.

As a facilitator, it would be a signature event when the group comes to a resolution of their
guestion —and realise that the answer was theirs to formulate, it had only to be revealed through
dialogue and collaboration. The facilitator’s role of navigator of the process would then be fully
realized.

Pat Nunis 3






Thoughts on Facilitation

Being Grounded in Order to Take Flight

Among the many contestants in Professional Masterchef, let me share 3 stories. The Chef judges
for the show are Monica Galleti and Marcus Wareing who are both celebrity chefs and
restaurateurs. Both classically trained with years of experience in top restaurants, they set the
standards high. The diverse contestants are young chefs in their twenties and thirties of various
ethnic origins, working in the UK. They are drawn to the contest as a means of developing their
skills, profile and exposure. Occasionally, some contestants may be older, in their forties - taking
an opportunity to challenge themselves and open new pathways.

In the latest series, Season 12, Malin, aged 36 is a head chef who grew up in Sri Lanka and learned
the use of spices from his mother. Now working in a gastropub in Pembrokeshire UK, he
demonstrated a fine ability to display his particular style incorporating Sri Lankan spices in his
signature dish. The judges were intrigued by his style, but, working on the boundaries of Asian
and Western cuisine proved risky for him and he did not make it to the final round. He was
disappointed but undaunted — accepting the experience as part of his development.

Andrew, aged 33, is a Royal Navy chef who came to Masterchef Professional with the intention
of stretching himself and his capabilities. He wanted to prove that a Navy chef could do more
than hearty servings for the crew and compete at the professional level. His crowning dish was
revealed when he drew from his personal history and used his Thai wife’s recipe for Tom Yam,
re-inventing it to become a delicate consommé soup with trimmings.

In Season 10, Louisa, a 22-year-old chef in a restaurant was determined to make it to the finals
and win the event. Though only 22 years old, she had technical abilities that put her ahead of
many — and her organised work methods and focus made her a tough competitor. Season 10
saw a final round with 3 young chefs in their early 20s, all producing great dishes and high levels
of skill. They were fearless, original and determined. The judges were faced with a task of
choosing from the best. Craig Johnston, the Champion Masterchef Professional won his place
because he had moved beyond skill and perfect execution and taken his cuisine to a different
level, incorporating what he had learnt from his exposure in the Masterchef journey, and
producing dishes that left the judges speechless due to their originality and inspiration.

These chefs provide a window into the diversity of the contestants and their different levels of
challenges faced. Each of them responded to challenges differently, depending on their
character, training and openness to committing to producing a dish according to the
specifications. Malin showed a pride in his origins and a determination to develop a style
incorporating the cuisine of Sri Lanka and Europe. He was prepared to receive both positive and
negative feedback, realizing that not everyone would appreciate this fusion style. Andrew was
determined to prove a point, and keen to demonstrate his flexibility of style — he did his best
when he searched within himself to find an authentic expression of his experience of diversity.
Louisa was eager to show off her technical skills and was often pressed for time as she
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incorporated many elements in her dishes — sometimes losing focus. Over the course of the
competition, she learnt to do less, with more intent and purpose, which made her a finalist in
Season 10.

Each chef had his or her individual journey, and a different experience of becoming a chef. Each
wanted to become a leading chef and excel in their chosen profession. Entering the competition
put their skills and professionalism on display — which took great personal courage. | learnt the
most from the reflections of the individuals who had failed specific challenges and, as a result
were dropped from the group. It was significant for me that each of those who were dropped,
attributed the result to their own lack of focus or the nature of the game. No blame, no excuses.
Also, it was evident that for each individual, there was a deeper self-awareness.

It seemed that whether a chef stayed the course until the final or not — there was great
opportunity for learning and growth, both as a chef and as a professional.

Gleanings & Alchemy

Studying what makes a chef a professional has helped me to see what would make me a better
professional facilitator. More than collecting a variety of skills and methods under my belt, the
mark of the professional is to be able to select the right resources to use in different groups for
specific purposes. This practice of inner curation of abilities and processes to select what fits best
is very much an internal discipline which builds on the core competency of self-development and
integrity. It requires a full awareness of the group’s needs and the individual facilitator’s
capability and flexibility. As | enter my second decade as a facilitator, this reminder convinces me
that the journey is far from over. With every group and situation, there is an invitation to go
deeper within to find the key to what works well for the group and what will be the best practice
for myself as the facilitator. As | respond to this, my world view expands broader and deeper and
| am continually being surprised by insights and Aha moments.

Both the chef and the facilitator need to foster and nurture a relationship with ingredients and
group respectively. Though the chef’s ingredients may not speak vocally, they do interact with
each other and become more than a sum of their parts. The talent of the chef in bringing these
separate ingredients into a cohesive dish decides who becomes a Champion Professional
Masterchef.

Facilitators work with groups that are dynamic and interactive and vocal about their
expectations. In fact, the more vocal the group, the greater the chance of the facilitator
connecting with their expectations and working with them to achieve their desired outcomes.
Sometimes, with certain groups, there is a need to evoke more vocal contributions, especially
when individuals may be harbouring varied agenda or opinions and hesitate to surface them. This
is a real challenge and the facilitator must be able to sense when and if there is permission to go
beyond what is comfortable for the individual and the group. Very much like the chef, the
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facilitator purposefully works to bring the group to a cohesive whole as intended by the
stakeholders.

There is some degree of alchemy in the work of both the chef and the facilitator — at their best,
both work in the realms of reality and mystery. Mastering the science of it enables them to
function at a high level, but it is in the practice of the art of it, that their efforts are memorable
and have significance in the lives of all whom they encounter.

These thoughts capture my attention and impact my development goals in my facilitator
journey. | am called to focus deeply and work on this alchemy as | facilitate groups in
communities and corporations.

Patricia Nunis
CPF (2008 -)
Malaysia
February 2020
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2010 – A YEAR OF EXPLORATION 

This was a time of walking the less travelled road yet again in the winding adventure that has been my life journey. 


Believing that all things happen for a reason, 2010 was a year of reduced corporate work and financial gains, and a heightening involvement instead in community work with non-governmental agencies, youth and special interest groups.  It was a rich exposure to working with multiple stakeholders, activists, religious groups, educationists, community leaders, young women beginning their careers, and business owners.  

HarmonyWorks has sprouted a new arm HarmonyWorks Facilitation which is the joint effort of Dr Hamidah Marican and Patricia Nunis, in our work with diversity and interfaith issues. 

This was also the year of the 1st Country Conference for the Malaysian Association of Facilitators, in which I played a key role as founder member and VP, Professional Development. 


In another sphere, I became a grand aunt and had a nephew marry into the Bidayu community in Sarawak.  I also developed my breadmaking and baking abilities to a point where I can be justly proud of it. 

Here are some projects completed in 2010 


HarmonyWorks Working with Youth


The Montfort Girls Centre provides vocational training to girls between 17-22, giving them an opportunity to learn marketable workplace skills and set them off on a career path.   The residential centre houses between 80-100 girls from all over the country whilst they complete their education.  A joint project of the Gabrielite Brothers and the Canossian Sisters, the Centre offers a second chance to boys and girls who may have had earlier difficulties in the school system or in their personal lives. 

On 17th July, working with Sisters In Islam, HarmonyWorks designed and delivered a youth forum titled Malaysian Youth: Changes & Challenges, offering young people between 18-25 an opportunity to meet and share ideas on how they are meeting with change and challenges.  It was an eye-opening event for many allowing them free space to voice their concerns and suggestions for better living and work opportunities.  

Sunday afternoons at the Montfort Girls Centre, once every month to talk about friendship, values, family, work ethic, love, and marriage.  These sessions, with some input from Patricia,  were open, heart to heart encounters encouraging  the girls aged 17-21, to share ideas, questions, concerns in small groups and come to a better understanding of the issues involved.   


The 5th National Congress on Integrity 2010


The NCOI is a yearly event conceived by OHMSI (Oriental Hearts & Minds).   The Congress focuses on a current area of concern for Malaysia every year.  In 2010, the focus was on Integration with Integrity exploring issues of unity and diversity in Malaysia.  The Congress is held in 2 sessions, Part 1 on 13 May and Part 2 on 16 September.  


Patricia and a select team assisted in facilitated table discussion for Part 1 where the 120 participants were asked to consider problem issues and challenges facing Malaysian society with regards to unity and diversity.     The September 16 event was geared at providing perspectives on solutions and steps taken in implementing effective changes. 


 Patricia also facilitated group review sessions for selected non-governmental groups like Sisters in Islam, Nur Damai, and a few others.  These sessions were for small groups of leaders focused on their team mission and wanting to review their work and plan for the future. 

In the corporate work area, session on Influencing Skills and Assertiveness for Shell Brunei formed bulk of the work.  Pat also offered 3 public workshops in facilitation and leadership skills, which were offered at special rate to non-governmental agencies. 


2 roads diverged in the yellow wood.  



And sorry I could not take both, I took the one less travelled by.



 And it made all the difference. 



                                                                           -Robert Frost-
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The Art of Focused Conversation
Brian Stanfield

“Once a society loses this capacity [to dialogue], all that is left is a cacophony of voices
battling it out to see who wins and who loses. There is no capacity to go deeper, to find a
deeper meaning that transcends individual views and self interest. It seems reasonable to
ask whether many of our deeper problems in governing ourselves today, the so-called
“gridlock” and loss of mutual respect and caring might not stem from this lost capacity
to talk with one another, to think together as part of a larger community.”

Peter M. Senge, in “A New View of Institutional Leadership” in Reflections on
Leadership

One might think conversation is a relatively simple thing. And it is, since we do it
all the time: at the dinner table, with fellow travelers in the bus or car, at the water
fountain in the workplace. We exchange comments about the weather, about
what we did on the weekend, the latest show we went to, how our favourite
sports team is doing.

Some conversations don't last long:

“Hi.”
“Hi.”

“‘How are you today”
“Fine. Yourself?

‘Fine. Great weather we’re having, eh?
“Yes, beautiful.”

That’s a three-beat conversation. Actually, it's hardly a conversation at all, just
passing the time of day, a kind of caring or checking on the life of the other.
Other longer conversations are more like a reporting or interchange system,
where everyone gets a chance to say what they have been doing, what they are
into. There is no attempt to orchestrate it.

Some conversations are a bit more organized. One thinks of the philosophers in
ancient Athens strolling through the Lyceum holding animated conversations
about life. Or one thinks of the literate coffee-house conversations in Samuel
Johnson’s London, or the salon discussions in Madame de Stael’s Paris.

© ICA Canada

ICA Associates Inc.
Web: http://ica-associates.ca/ - - Phone: 416-691-2316






ICA

Associates Inc.

Somewhere between the learned conversations of the gentry and the
interchange between folk in the street is the guided conversation focused on a
topic, sometimes referred to as the “artform conversation,” or the surface-to-
depth conversation. For the genesis of this, one has to go back to Socrates and
his use of conversation as a method for seeking deeper understanding...a way of
seeking the rock-bottom truth in what was being discussed. 2500 years ago,
Socrates taught Western civilization the art of asking questions as a tool for
discovering reality. For Socrates, “the unexamined life was not worth living.” To
find meaning in life, one had to dig constantly, and to keep naming what one was
finding. As we know, not everybody liked what Socrates was digging up, and, so,
he was disposed of. Asking questions can be a dangerous business.

Now, in our time, the depth conversation in the Socratic mode is coming into its
own again. As more organizations are shifting into management through
participation and consensus-making, more managers are learning the Socratic
way of processing information through asking questions, instead of making
pronouncements and giving orders. As an initiator of many conversations the
boss is becoming a facilitator, a leader of real discussion.

The art of orchestrating conversations is useful for consensus-making in small
groups, for problem-solving, trouble-shooting, coaching, research, and
interpretation of all kinds of data. What we constantly hear is that the more
people practice using structured dialogue, the more opportunities they find for it:
processing office flare-ups, reviewing the day, quarter, or year, for evaluations,
for making group decisions, even for office celebrations. If it is true that solutions
to problems reside in the collective intelligence of employees at all levels, then
structured conversations are stellar problem solving tools. In any Learning
Organization, they provide ways for teams and groups to reflect constantly on
their experience and learn from it.

The Focused Conversation Method developed by the Institute of Cultural Affairs
(ICA) as part of its Technology of Participation (ToP™) has helped people reflect
on everything from poetry and movies, to the latest office blow-up, to how to build
better widgets, tractors and hamburgers, and even how to give better health
care. It is a relatively simple process that enables a conversation to flow from
surface to depth. A facilitator leads the conversation through a series of
questions at four levels:
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Type of question

Purpose

Example

Objective Begin with data, facts, “What did you actually
external reality see, hear or read?”
Reflective Evoke immediate “What was your gut level

personal reactions,
internal responses,
sometimes emotions or
feelings, hidden images,
and associations with the
facts

reaction?”

Interpretive

Draw out meaning,
values, significance,
implications

“What new insight did
you get from this?”

Decisional

Bring the conversation to
a close, eliciting
resolution and enabling
the group to make a
decision about the future

“What do you think we
should do?”

This elegant method has helped millions of people round the world. It has
changed how people converse with each other. Instead of bawling out
subordinates, managers have engaged them in a conversation which became a
learning experience for both. The method has given people ways to share their
common concerns and experiences in depth, rather than reacting with negative
criticism. It has resolved conflicts between people, and dealt authentically with

issues of value.
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Imagine a Conversation about Legislation

One wonders what would happen in a large Parliamentary committee if the
members broke into groups of eight, each led by a skilled facilitator, in a surface-
to-depth conversation on the proposed legislation.

Imagine the questions:

What is in this bill?

What precisely does it propose?

What does it not propose?

What’s your gut reaction to this bill?

What parts make you want to cheer?

What parts make you mad? Why?

What are the advantages of the bill?

What are its disadvantages?

How could we make it better?

What priority should this bill have?

How important is it compared to other bills?

What do you hear as our recommendation on this bill?
What decision have we just made? 13. Is this what we will recommend?

Imagine the parliamentary cameras trying to zero in on dozens of these
conversations going on at the same time. Quite a few other institutions would
have to change to accommodate such a revolution in procedures.

Discussing a Presentation

We have all attended terrible public meetings or lectures where someone
standing high in front pontificates to those below. After the talk, questions “from
the floor” are entertained, and a few people line up behind a microphone while
the rest wait silently, hoping to hear a valuable tidbit. Just imagine the impact, if,
after the lecture participants broke up into groups of ten to discuss the
presentation, with the help of questions like these:

What words or phrases do you remember from the presentation?
Where were you surprised?

What came through clearly?

Where did you disagree?

What new questions have emerged for you?

What is the underlying question we all seem to have?

What would it take to try to answer this question and act on it?
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The high level of participation and action generated by such focused discussions
have a dramatic impact on the participants of such conferences. Often they learn
more from the discussion than they ever could from the speaker.

In the workplace we find many situations where this learning tool can be used.
Here’s an example.
Conversation with an Ineffective Employee

A supervisor has become aware that an employee is not working effectively and
constantly misses deadlines. In the past, the supervisor would call the staffer into
an office and deliver a good bawling out. Suppose, instead, the supervisor
designs a conversation to hold with the employee to bring home the seriousness
of the situation, to hear the employee’s perspective on what happened and to
develop clear actions to be taken. What follows is a conversation actually used
by a supervisor in such a case.

Conversation Opening

It worries me that deadlines have not been met so the quality of your work may
have deteriorated. | want to understand what is happening so we can deal with it.

Objective Questions

What have you been working on recently?

What deadlines are you aware you have missed?

What happened from your point of view?

What can you tell me about what’s been happening with your work?

Reflective Questions

How do you feel about the work you do?

What has been most difficult for you in your work?
Where have you experienced pressure or frustration?
What part might | have played in causing this situation?
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Interpretive Questions

* What would you say are the underlying issues behind these
difficulties?

* How have you noticed that other people deal with these difficulties?

* What practical means could we take to enable you to complete your
work on time?

Decisional Questions

* What can you and | do to make sure your job is done effectively?

* What is the first action we need to take?

* When can you and | meet again and check signals on these
decisions?

Conclusion

This is helpful and | believe this will work. Thanks. If you start running into
difficulty again, please come and see me and I'll see how | can help.

Note that the supervisor has made no statements; there are no accusations. The
employee gets the opportunity to confess any lapses, and at the same time to
express how he experiences his work. Next, he gets the opportunity to do his
own self-analysis, and then decide what he needs to do to remedy the situation.
However, at no stage is he let off the hook. Real accountability is going on here,
emphasized by the follow-up meeting. In short, the reality of the situation has
been honoured—even if the employee has erred, his dignity and creativity are
used in finding a solution.

Deciding about Work Priorities

This conversation is between several members of a department deciding about
work priorities. The situation is that they have just received several contracts all
of which must be completed by the end of the month. They feel overwhelmed. An
old, traditional solution would have been to give a big pep talk, play on their guilt,
confront them with a carrot or stick, or blackmail them psychologically to work
harder. Instead of that approach, a focused conversation helps by drawing out
the whole group’s concerns and ideas for completing the contracts on time.

Opening

“We have quite a challenge before us in the next few weeks. Let’s look at what it
will take to successfully accomplish our assignment.”
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Objective questions

Let’s review each contract.
* What are the main components of this contract?
* What products are being called for?

Reflective questions

* What is relatively easy for us to deliver?

*  What will be difficult?

* What similar experiences do we have with creating these kind of
products?

* What skills do we bring to this contract?

* What skills or resources are we missing?

Interpretive questions

* What are the main tasks involved in fulfilling this contract?

* What people from our team need to work on this contract?

* What skills or resources will we need to bring in from other teams
or organizations?

* What issues will need to be resolved ?

Decisional questions

* |If we have three weeks to finish this contract, what are the main
tasks of week 17?

* What about week 2 and week 37?

*  Who will work on each task?

Closing

Well, this is a good start. Let’'s meet back a week from today and see where we
are.

This conversation helps the team acknowledge the challenge, see their
advantages and vulnerabilities, and strategize how to complete the job on time.
The Focused Conversation Method has enabled the team members to be their
own best coaches.
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Celebrating an Employee’s Retirement

A staff person is retiring after many years of service. Several people feel that
“something should be done” to hold up her achievements and express the staff’s
appreciation. The staff decide to hold an event to celebrate the retiring Susan
Cartier, and hold a conversation on her contribution to the organization. Two
different conversations could be appropriate at the event: one is with Susan while
the rest of the staff listens on; the second is with the whole staff while Susan
listens. This example deals with the second.

Opening

It's a real pleasure to be gathered here in honour of Susan Cartier’s retirement.
We want to have a conversation about Susan and what she has meant to all of
us. I'm asking these questions to everyone here. Anyone can answer. Please
feel free to just join in. No need to put your hand up or anything like that.
Objective Questions

Who can remember when Susan first came?

How long has she been around here?

When did any of us first run into Susan on the job?
Who has a quick story of an encounter with Susan?

Reflective Questions

What has always surprised you about Susan?

When you think of Susan, what do you associate with her?
What funny incidents do you remember?

What tasks do you remember her involved in?

What is something that Susan said to you that you will always
remember?

Interpretive Questions

What has Susan’s presence in the organization meant to us all?
How would we talk about Susan’s contribution to the organization?
What difference has Susan made in your life?

What will we miss when she’s not here any more?
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Decisional Questions

* What do we wish for Susan as she leaves us and goes into
retirement?
* What promise would we claim for her future life?

Closing

Well, I think we have said from our hearts what Susan means to us, and how
valuable she has been to this organization. Susan, we wish you all the best for
your future. (Make any presentation that needs to be made)

While the traditional gold watch does express appreciation for Susan Cartier’s
contribution to the company, it does not highlight the uniqueness of the
contribution, or the quality of her relationship with the quality of her relationship
with her colleagues. Susan Cartier will remember this conversation for the rest of
her life. She may feel blessed and graced by the group’s statements.

Hints in preparing to lead a Focused Conversation
No right answers

The leader has nothing to teach. There are no right answers hidden up a secret
sleeve. Although we were brainwashed during school exams that right and
wrong answers are important, they do not exist in a Focused Conversation. We
ask questions to find out what actual answers might arise.

Use open-ended questions

All questions are open-ended and cannot be answered with a simple “yes” or
“no.” Yes and no answers do not make for lively conversation, not do they
actually tell you very much. For example “What did you like about it...or dislike?”
is infinitely more interesting than “Did you like it?” Creating open-ended questions
is more difficult than it seems. To think up open-ended questions and arrange
them in the most helpful order usually requires a good deal of forethought.

Trust the group’s wisdom
In order to ask questions, you have to trust that the group has wisdom. The best

conversations confront the group seriously with a topic, but do not reach a pat
conclustion.
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Be specific

Specific questions get better results. For example: “What points did Jim make?”
rather than “What do you remember about Jim’s speech”. Ask for specific
illustrations and examples when people answer. If someone makes a broad
abstract statement, e.g. “Jim made vague observations about our sales trends.”;
ask for a concrete example, “What was one of them?”

Determine the intent

To prepare a conversation, decide the intent; then brainstorm questions, and put
them in the objective — reflective — interpretive - decisional order. It often helps to
write questions on little post-its and then put them in order, or to create four
columns of questions (O-R-1-D) and move questions around between them.
When the draft is finished, rehearse it through in your head, imagining some
answers you might get. This may suggest better ways to ask the questions.

Advantages of Using the Focused Conversation Method
There are many advantages to using this method in the workplace.

It is extremely versatile, which means that focused conversations work as well
with groups of strangers, as with long-term colleagues., It works with people of
mixed backgrounds and age, as well as with more homogeneous groups. It
works as well with people of mixed backgrounds and ages as with more
homogeneous groups.

It provides an excellent way to focus people on a topic long enough to determine
what direction is needed. This kind of focus is a time saver, and often a saver of
psychological energy.

The process has a way of sidetracking politicking and power plays. It pushes
people to be creative rather than critical.

It provides room for real listening. People don't have to yell and fight for the floor
to be heard.

It sidetracks negative thinking. Each person's comments are received, and none
are disqualified or struck from the record.

The method applies a structure to the thinking process, which prevents a
conversation from drifting aimlessly along. It saves time by reducing meeting
times through a disciplined group thinking process.

© ICA Canada

ICA Associates Inc.
Web: http://ica-associates.ca/ - - Phone: 416-691-2316






ICA

Associates Inc.
It allows honesty: People who know that their responses will be accepted like

everybody else's feel free to say what they really think and feel. The experience
of such honesty is often releasing, surprising and refreshing.
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FACILITATING FOR THE FUTURE ___________________________________________2008



TRAINING OR FACILITATION?


We use the term training inaccurately – there is the learning of repeated actions and skills that may be legitimately termed training – that seems fine.  What about the various workshops and sessions that are geared towards shifts in attitudes or perspective changes – which, for want of a better word, we also term as training? That is a misnomer … - we cannot train individuals to change their attitudes or modify their behaviours – not unless they want to – Perhaps the more accurate term would be that we facilitate change.   So – here I am – not a trainer – but A Change Facilitator …. 

THE CHANGE FACILITATOR  

Everything changes. The universe is in a state of flux.  If for some reason I chose not to change – that does not mean I can influence my environment or convince my contacts to stay the same – hence, as they change – my relationship with each of them inexorably will change too.  Should we have a pact and all decide to stay the same… we can only do so if we isolate ourselves from all other stimuli and yet, still have to cope with the march of time that will lead us to change.   Change is inevitable. Deal with it.


Yet very many people fear change.  There is great comfort in doing things the same way, day after day; dealing with people the same way, relating to people who have the same way of thinking.  It leads us to a false sense of security – everyone does it – so it must be right.  And, if there are some who act differently – they must be wrong. And so,  – we come to the tyranny of conformity.   Add to this sad development – the fact that, most times,  great discoveries, new approaches, daring advances are the fruit of those who just cannot stay the same – they are born of the creativity and uniqueness of those gifted to dare to be different – we see the paradox of every society since time began:   

· Do we encourage sameness – and build strength in unity of thought and purpose?


· Or do we foster variety and differences to allow for new input that will move us forward with time and space and new beginnings? 


The wise leader finds the balance. 

The change facilitator assists individuals and organisations in developing the skills and thought patterns that help them discern the balance.  

Friday, 9 May 2008
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Creating a Wall of Wonder with The ToP™ Environmental Scan

The Wall of Wonder is a poetic name given to a process more functionally named The
Environmental Scan, It is often used at the beginning of a conference or retreat to seta context
for strategic planning, or team development. The focus of the gathering can vary from that of the
organization to a mere diffuse topic such as the future of assisted living in a geographical area.
For the purpose of simplicity of writing, this paper, I will use the organizational focus most of
the time. You can substitute the words topic, issue, or focus of concern in most instances, tisa
powerful way for a group to quickly become familiar with the history and background of their
organization or issue. It provides an historical context for the sessions te follow. The participants
can look toward the future with greater understanding of the events that have brought the
organization to the present point. It functions as-a way for the group to look at “where we’ve
come from” before planning “where we want to go.”

The Wall of Wonder is one of the many facilitative methods and techniques developed by the
Institute of Cultural Affairs (ICA) in its work with communities and organizations over the past
thirty years. In this paper I have written a general description of the design and process of this
method, identified some results and benefits of using it, shared a brief story of its origin and
development, and highlighted some of the dynamics that are foundational to this and other
ToP™ methods. In the session on this topic we will demonstrate the process using the field of
facilitation as the focus. Participants will become familiar with the growth of facilitation as a
profession and the histery of the IAF. They will experience the methodology as participants and
then learn how to facilitate the process using detailed procedures. They will participate in
discussions on the process and various applications,

The Design of the Process

The process utilizes variations of the ToP™ workshop method and the ToP™ focused discussion
method to create and dialogue about a wall of events and trends in their shared environment.
Participants brainstorm events from the past, present, and future in three categories: the global,
the regional, and the local. The global represents the largest perspective needed for the
conference. Most often it is “the world”, but could be the largest geographical, political of
professional unit of the people gathered. The regional category represents the general arena of
focus for the work or concern of the group. This is often the industry, profession, state, county,
or city. The local category involves the personal perspective such as the organization, company,
department, community, family or self.

On the front wall of the meeting space is a chart framework with a timeline across the top and
the three categories down the left side. The time span often reaches back into the past to the
beginning of the organization or other appropriate starting point, and-moves forward by years or
decades as apprepriate in to the future in an equal amount of years. The brainstormed events,
written on cards, are placed on a timeline under the year or decade in which they occurred and in
the appropriate category. The facilitator then leads the group through a series of questions that
guides the group in discussing the events, the connections between categories and timeframes,
the trends, and the significance of the data and relationships between them to the organization.

The design of the Wall of Wonder consists of





L. Individual and small group BRAINSTORMING events occurring over
time in each of the categories, which are written on cards and placed on
the timeline.

2. Observing CONNECTIONS between categories and exploring answers to
a series of questions about the relationship of the information in each of
the categories:

3. Looking over the entire wall and observing MAJOR SHIFTS that have

occurred over time in-each of the categories, and giving a title to each of

the major divisions of the chart.

Naming TRENDS in each of the categeries:

Looking at IMPLICATIONS of the TRENDS for the future of the

organization, and reflecting on the learnings from the content and process

of the exercise.

6. Giving an QVERALL TITLE to the “wall” that has been built with the
memories, imaginations, and creativity of the group.

el o

Results and Benefits

This powerful activity enables new members to get on top of the histery and background of the
organization very quickly. At the same time, “old hands” reconnect with the original vision that
birthed the organization and that they carry within them. It-affirms their perspective as it brings
new people on board. When there is time to do so, it provides a marvelous opportunity for newer

group members to hear the stories of the struggles and victories of the early days. Newer and or
younger members bring their fresh perspective to the current years’ events, events of the future,
-and discerning trends.

An Asian publishing group had just moved its headquarters out of Hong Kong and into their
Manila office in 1996. New technology was changing the way they did their work and the
potential for expansion by leaps and bounds. After a year in the new locale, there still remained
a gap between the corporate staff from Hong Kong and the local staff from Manila, and between
the old hands and the new hi-tech media experts. The owners engaged my company to facilitate
a series of teambuilding sessions with the company. Key objectives were to integrate the newly
relocated staff with the Manila staff, develop a clear understanding of the overall business
process, and increase awareness of each individual’s and each department’s contribution to
achieving continued success. We began our two-day session with the Environmental Scan that
we called the Historical Overview of the Company. Long-term employees told about the
beginnings of the company in the late 60°s. They told fascinating and dramatic stories of the
struggle for survival and later expansion against the backdrop of floods, typhoons, volcanoes,
martial law and revolution. The energy in the room rose as the young, high-tech media experts
heard about the vision and struggle for survival from the older print salespersons. Corporate
staff got a different perspective on developments in the field. At the close of this exercise, the
group had already begun to sense new connections among themselves, which began fo establish
the trust needed to explore together their mission, vision and business processes.

In experiencing this process it is, for some employees, the first time they have seen the big
picture of the organization and how it grew out of the events in the past. This activity is often
the beginning of a powerful story about the organization. They begin to see how the social





environment, the events and happenings in the world have 1mpacted their lives and the life of the
organization. People see connections between what is going on in the world, the field in which
they work, and the organization they are part of. They discern relationships between events that
occurred over time as well as current events. They weave the historical events into the fabric of
the organization.

In working with a large department of a pioneer in the HMO field, I used the Environmental
Scan as part of the orientation session for the participants. Here the participants pieced together
the fascinating story of the birth of the company as an outgrowth of one of the structures
supporting the huge workforce building the Hoover Dam. Titles of the various sections of the
whole chart tell the story of the growth of the company as “A Journey From A Time of Control,”
when they were the only game in town, “Through A Time of Struggle,” during the growth of
competition, “To A Time of Partnership,” linking with communities and organizations to provide
‘customer-focused service. They noted the changes occurring in the events of the world
impacting the business, both in their innovative past and in the current evolution of the highly
competitive health care industry.

The Function of Enlarged Perspective

The Environmental Scan has been used with communities and with interest groups, The
dynamics are the same, though the conference focus differs. The process provides the group
with an enlarged perspective from which to look at their current situation. Wheh a-group comes
together to develop shared vision, develop mission, purpose, and values, or strategy, they bring
with them the issues, concerns, problems and crises with which they have been dealing in the
immediate past day or week. Their minds are focused on the particular arenas of their work and
life. They wonder about how beneficial will it be to invest their time in this meeting when there
are so many things they need to be doing elsewhere. They are concerned about how the meeting
will be run. They may not trust the people from other departments, branches, or geography, or
interest groups. They may be remembering other planning events that didn’t accomplish their
purpose because of arguments, unspoken and competing agendas, or too much time being
“talked to” by experts that left little time for discussing the really important issues together. So
the participants are understandably anxious and curious at the beginning of the conference.

The participants need to work on a task together before they work on the issues that brought
them together. They need to see that they share enough common ground and life experiences to
convince themselves that they can focus together on their issues and plan together for a common
future. Focusing on something larger than their individual responsibilities, larger than the
organization they work with, and something far enough removed from their daily work can
breakthrough their hesitancy and assumptions about what this meeting will be like. I prefer the
task to be related to the focus of the conference, but not specifically-planning or-problem solving,
Not yet!

I use the Wall of Wonder to accomplish these objectives. Creating a shared picture of the world,
working and talking together about the events, the significance and the impact on the
organization begins to create a sense of community, not just a collection of people in the same
room. They can set aside their particular issues and positions for a moment, and work on
something together that is both enjoyable and illuminating, The process encourages “out of the





box” thinking and looking at the organization from different perspective than usual. Everybody
gets involved and participating right away, responding with simple contributions to the whole
picture being created. They enjoy putting the picture together and seeing it develop. It’s fun to
remember events in society that have impacted everyone, no matter where they lived at the time.
It connects them at a global level, they know they live on the same planet! It’s illuminating to
hear the stories of what happened in the industry or the region. And it’s fascinating to hear the
stories of the development of the community or company. As they reconnect with events from
the past they are amazed at how much change they have lived through together. As they
dialogue about its meaning and significance to the organization they create a shared context for
their work together. This participative activity sets the tone of the meeting, begins to build trust
among the participants, and signals that this meeting is not going to be “business as usual.”

Marv Weisbord introduced me to the criteria for effective dialogue developed by Solomon Asch.
The criteria, framed by Fred Emery and used in his work with groups are:
“(a) all parties are “talking about the same world,” meaning that people back up
their generalizations with concrete examples;
(b) all human beings have basic psychological similarities, e.g. “laughing, loving,
working, desiring, thinking, perceiving, etc., and if (a) and (b) happen, then —
(c) “the facts of one person’s world become part of the other’s” and they develop
‘a shared psychological field.” ‘At that point, people become capable of a genuine
dialogue on what to do. A successful dialogue depended on how much the parties
perceived increased freedom of choice along with greater understanding. If they
did, reasoned Emery, then we could assume that -
(d) they will experience their common dilemmas-and/or shared fate and plan
accordingly.” (Weisbord)

This dynamic happens as people develop the Wall of Wonder. People remember events in their
world, their profession or locale, and organization, and see the picture through each other’s eyes.
Discerning shifts within the timeline and titling them, creates another level of shared meaning.
Identifying trends impacting the organization creates another. Reflection & dialogue on the
whole picture is another. In the first two hours of work together they have created enough of a
common context-and shared meaning to develop a willingness to take on the next phase of work
together with more curiosity, excitement and comfort than when they began.

Origin and Development of the Method

This process grew out of the work of members of the Research Department of the Institute of
Cultural Affairs. In 1977-78 they were working on historical trends in human development and
curriculum development. a huge montage of historical events was created on a wall of their
meeting room to give a broad perspective to their daily work. Pictures were gathered from many
sources, including TIME magazine “Man of the Year” covers back to 1946. Colleagues began to
call it the “Wall of Wonder.” It became a central piece of office décor and the precursor to the
ToP™ method, “The Environmental Scan.” (Wiegel; Griffith)

It was used at the Global Symposium on Human Development sponsored by the ICA 1 1980.
The wall was six feet long and the timeline ran 160 years, from 1900 to 2060. In addition to
events, the participants named historical figures, the style and mood of different periods,





events, the participants named historical figures, the style and mood of different periods,
inventions and innovations, and dominant images. The information was discussed from the
perspective of what it revealed about the years from 1900-1980 and 1980-2060, 80 years
backwards into the past and forwards into the future. The group divided the timeline by deciding
major events that catalyzed turning points. Each division was given a title as a holding image for
that time period. Then an overall title was created to describe the full 160 years. Since that time
the process has been refined to include naming and analyzing trends. S

The method is flexible and has been adapted to different size groups and in various room
settings. It incorporates visual, verbal, kinesthetic learning. Some groups draw images or
pictures representing different phases. Groups can suggest music that represents different time
periods. Some groups have created songs for each section; some put the whole story to song.

Six Dynaniics

The Environmental Scan process incorporates six dynamics that are key to its success
1. Expand the Context: People often focus on issues only as they relate to their
particular situation without considering how they are related to the past, the
future, and to the larger organization. Expanding the context means giving people
a larger picture within which issues are considered

2. Stimulate the Imagination: People often anticipate nothing new will come out
of meetings. Stimulating the imagination means encouraging new ideas and new
ways of thinking and enabling people to sense new connections.

3. Beckon Participation: Many meetings assume only the experts have wisdom
that needs to be transferred to other people. Beckoning participation means
designing processes that allow dialogue and sharing of ideas to happen across the
whole group. It gives everyone the opportunity to take responsibility for the
outcome of the meeting.

4. Focus the Issues: Meetings often go around in circles, go off on tangents and
get nowhere. Focusing the issues means having the meeting objectives and focus
in front of the group, and keeping the conversation on target and moving forward
to the point of decision and resolution.

5. Encourage Depth: People often never expect to have their own thinking
pushed to new levels. Encouraging depth-thinking means enabling peoplc to use
‘their capabilities to reflect, interpret and discover depth meamng in issues,
situations, and decisions. S

6. Acknowledge the Significance: Meetings rarely engage people at the level of
their deep concerns and cares. Acknowledging the significance means enabling
people to recognize the profound meaning of their work to their lives. (Tuecke,
based on Powell)





These dynamics have emerged out of the work of hundreds of colleagues as we developed and
refined the ICA methods in our work with groups. They are present in any meeting that
embodies inclusive participation and profound respect.

© Patricia Tuecke
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THE TECHNOLOGY OF PARTICIPATION
Environmental Scan a.k.a. The Wall of Wonder Procedures

Set -up:

A large wall chart holds a timeline that begins the year the organization began. The present is at the center
of the timeline and the future is projected as many years forward as there are in the history of the
organization. Down the left side of the chart are 3(4) categories: WORLD, INDUSTRY, ORGANIZATION
(YOURSELF). At the right of the chart is a column entitted TRENDS. The three sections across can be
divided by narrow tape. Each of the three section titles on the left is written on a different color half-sheet.
Evertts are written on half-shests of the same color.

EVENTS PAST PRESENT FUTURE TRENDS
1975 1985 1995 2000 2005 2015 2025 2035 |

WORLD

FACILITATION

IAF

I Brainstorming Events
“WRITE DOWN ONE EVENT THAT IMPACTED THE WORLD FOR EACH YEAR ON THE TIMELINE".
If the org. is very old, the years are grouped into 5 or 10 year increments. For future years
the group is encouraged to ‘use its imagination & write predictions, vision, guesses, hopes,
dreams."

"STAR YOUR 3 MOST EARTH-SHAKING EVENTS ON THEIR LIST. "WRITE THEM ON CARDS, LIKE
THIS" -BIG BLOCK LETTERS, ONE EVENT PER CARD, 3-6 WORDS.
If group is large, small teams of 3-4 can be formed. The team reviews each member's key
events and selects 3 events from among them. The year the event took place is marked on
the back of the card & passed forward to front as the facilitator asks for them.

IT Developing the Chart
The facilitator reads out the event on each card & places it on the wall under the year in
which it occurred. (Alternately, depending on size of group & time available, people can
place cards on the wall themselves.) When all the cards are on the chart, facilitator asks
reflective questions like:

“WHAT STRIKES YOQU AS YOQU LQQK AT THIS CHART?”
“ARE THERE ANY EVENTS YOU HAD COMPLETELY FORGOTTEN ABOUT? *
“WHAT SURPRISES YOU ABOUT THE EVENTS IN THE FUTURE?”

Process is repeated for INDUSTRY. Participants write events on different color hatf-sheets.
Ask the reflective questions.

Repeat for ORGANIZATION. Participants write events on different color half-sheets.
Depending on your objectives, you might ask participants to also list important people,
accomplishments, changes, quotes or sayings, etc. in the life of the organization. Ask the
reflective questions.
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III Discovering Relationships and Turning Points
Then, lead a reflective conversation on the whole chart.
“I OOKING OVER THE WHOLE CHART, WHERE DO YOU SEE GREAT CLUSTERS OF EVENTS WHEN
A LOT SEEMED TQ BE GOING ON ALL AT ONCE?”

“WHERE ARE THERE GAPS, OR SLQW PERIQDS?”

"WHAT RELATIONSHIPS DO YOU SEE BETWEEN WHAT GOING ON IN THE WORLD AND THE
INDUSTRY?“

» BETWEEN THE WORLD AND THE ORG.?

«  BETWEEN OUR ORG. AND THE INDUSTRY WE'RE PART OF? HOW DO WE RESPOND?
“WHERE DO YOU SEE MAJOR SHIFTS OR TURNING POINTS?” Mark these on the chart.

WWHAT WOULD YOU SAY THIS IS A MAJOR SHIFT FROM AND WHAT WAS IT A SHIFT TO?” From
fo

“AS YOU LOOK AT THE TIME RERIODS DELINEATED BY THE SHIFTS WE JUST IDENTIFIED, WHAT
NAMES WOULD YOU GIVE TO EACH PERIOD? FINISH THE PHRASE, "THIS WAS A TIME OF—"
Write the name above each time period on a different colored shest of paper or strip of paper.

IV Discerning the Trends & their Implications
“NOW LOOK AT THE BOARD FROM LEFT TO RIGHT. WHAT TRENDS DO YOU SEE EMERGING IN
THE WORLD? INDUSTRY? ORGANIZATION?” List these in the TRENDS column.

WHAT ARE THE IMPLICATIONS OF THESE TRENDS FOR QUR ORG.7 “
Get a few answers from the group. There may be time for discussion here, people will have
different perspectives on the impact of the trends and may also have suggestions of what
the arganization can do to maximize/minimize the impact of the trends on their work.

“WE HAVE USED OUR MEMORIES, IMAGINATION & CREATIVITY TO CREATE QUITE AN ART FORM
HERE. WHAT NAME WOULD YOU GIVE TO THIS WORK OF ART?"

V. Closing Reflection
“MAGINE YOU ARE OUTSIDE THIS ROOM WATCHING US WORK THIS MORNING. WHAT DID YOU
SEE GOING ON? WHAT DID WE DO? *©

“WHAT HARRENED TO US AS A GROUR AS WE DID THIS?
“ IF SOMEONE YOU KNOW ASKS YOU WHAT YOU DID HERE, WHAT WILL YOU TELL HIM OR HER?”

TOTITDTITITD

MATERIALS NEEDED:
1. Blank solid wall on which to place chart. A ToP “Sticky wall” works very well. Can be done without the sficky wall using
“masking tape loops” or “blue tac™ for placing half-sheets on the wall. Masking tape or biue tac.

2. Namow masking tape to mark off the divisions of the chart

3. Hall-sheets of paper in 3 different colors, one for each of the sections (world, Industry or region, organization or locale). The
dates can be in another color or white.

4. The four “tiles” or labels for the left side of the chart WORLD, the name of the INDUSTRY, the name of the
ORGANIZATION, & TRENDS written on cards in large print

The dates for the organization or topic, by year, or by 5 or 10 year increment, written on cards.
Strips of paper for the section & overall titles, Can use flip chart pages, cutin half or thirds,
7. Wide tip, dark colored markers for people to write with.
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