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PREFACE

The Ecumenical Institute (E.I.) of Chicago developed from a
World Council of Churches initiative in the 1950s. In 1962, six fam-
ilies moved to Chicago from Austin, Texas, to form a community
that staffed the E.I. The Institute had three focuses: practical re-
search in society, culture, and theology; training in these same
areas; and demonstration projects in communities and organiza-
tions that applied the insights gained through the training and re-
search. In the mid-1970s the E.I. created the Institute of Cultural
Affairs, by which the Institute is now known.

Maureen and Jon joined the community in May 1968 and left
in 1988. Over that period we participated in all three areas of
work—research, training, and demonstration projects. In the sum-
mer of 1968 the Institute built a model it named the “New Religious
Mode.” The New Religious Mode was an attempt to understand the
vows and practices of traditional religious life as applied to con-
temporary life. It looked at the vows of poverty, chastity, and obe-
dience; the practices of meditation, contemplation, and prayer; and
what the Institute called the journeys: knowing, doing and being.
Each of these were looked at from a phenomenological perspec-
tive. The staff of the Institute experimented with a number of prac-
tices during the model’s development. This work has continued to
inform our life and work in the years since. This model has pro-
vided inspiration for the nine disciplines described in The 9 Disci-
plines of a Facilitator.

In conferences of the International Association of Facilitators
in Stockholm, Utrecht, Fort Worth, and Ottawa, and in our ongo-
ing advanced facilitation courses, we have led workshops in which. -
managers and facilitators told us about the personal disciplines
they follow in order to become more proficient in their roles as
leaders. We have been intrigued at the number of similarities in
people’s struggles across different circumstances, professions, and
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cultures. Although the contexts are different across different in-
dustries and cultures, recognizable themes recur. We have decided
in this book to share our thinking. We have attempted to share as
clearly as possible a number of disciplines we know, practice, and
have practiced to build personal discipline as facilitative leaders.

A key issue is the word discipline itself. Why is this a book about
discipline, rather than practices or attitude or something else? In
this we give the floor to Peter Senge, from his book The Fifth Dis-
cipline (1990):

By “discipline,” I don’t mean “enforced order,” or “means of pun-
ishment” but a body of theory and technique that must be studied
and mastered to be put into practice. A discipline is a developmen-
tal path for acquiring certain skills or competencies. As with any
discipline, from playing the piano to electrical engineering, some
people have an innate “gift,” but anyone can develop proficiency
through practice. (pp. 10-11)

We hope that this book results in more conversations about the
internal disciplines and practices of facilitative leadership. Perhaps
there are disciplines you have that you would like to share with oth-
ers. This could become an online discussion process or a Web site.
In any case, please feel free to contact us at jon@imaginal.nl or
maureen@imaginal.nl if you have thoughts on this matter.

May 2006 Jon C. Jenkins
Groningen, The Netherlands Maureen R. Jenkins
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INTRODUCTION

What takes place in the head and heart of an effective facilitative
leader? How do these individuals find the inner resources they need
to carry out their responsibilities? What is the source of their pow-
erful effect on people and situations? Where do they find their
strength? In this book, we explore these questions and enable read-
ers to develop their own answers.

As we all know, the nature of organizations is changing. There
is a call for new levels of personal commitment, creativity, and con-
tribution from organization members. Employees expect mean-
ingful work, significant participation, and quality of social
interaction in the workplace. A new way of leading is emerging: fa-
cilitative leadership.

THE FACILITATIVE LEADER

We use the term facilitative leader to include both facilitators who
find themselves in leadership roles and leaders who are more fa-
cilitative than directive in their interaction with colleagues. Facili-
tative leadership is not making people do things, but rather enabling
them to release their energies.

The most difficuit thing any facilitative leader can do is to mas-
ter himself or herself. Every leader experiences doubt, anxiety, cyn-
icism, and his or her own dark side. Facilitative leaders need to
restore their personal energy, maintain respect for both colleagues
and themselves, find new sources of ideas and inspiration, and bat-
tle the human propensity toward self-limitation, caution, medioc-
rity, and dependency.
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Facilitative leaders require from themselves personal dedica-
tion, imagination, and charisma. They also must call forth these
qualities from their colleagues. In order for this to happen, today’s
facilitative leaders require new kinds of self-mastery. This book de-
scribes nine ways to build self-mastery regarding others, yourself,
and the world.

Peter Koestenbaum, in an interview by Polly LaBarre of Fast-
Company, states

One of the gravest problems in life is self-limitation: We create
defense mechanisms to protect us from the anxiety that comes with
freedom. We refuse to fulfill our potential. We live only marginally.
This was Freud’s definition of psychoneurosis: We limit how we
live so that we can limit the amount of anxiety that we experience.
We end up tranquilizing many of life’s functions. We shut down
the centers of entrepreneurial and creative thinking; in effect, we
halt progress and growth. But no significant decision—personal or
organizational—has ever been undertaken without being attended
by an existential crisis, or without a commitment to wade through
anxiety, uncertainty, and guilt.

That'’s what we mean by transformation. You can’t just change

how you think or the way that you act—you must change the way
that you will. You must gain control over the patterns that govern
your mind: your worldview, your beliefs about what you deserve
and about what'’s possible. That’s the zone of fundamental change,
strength, and energy—and the true meaning of courage. (LaBarre,

2000, p. 222)
As Peter Block (1987) describes the choices we make,

“We choose between Maintenance and Greatness.
“We choose between Caution and Courage.
“We choose between Dependency and Autonomy.” (p. 11)

We tend to choose maintenance, caution, and dependency, even
when that is not at all what we intend.

Facilitation is the leadership secret. No one seriously expects
leaders to know everything. But we certainly do expect them, with
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their colleagues, to push their organizations to make intelligent
and courageous choices.

A great deal of attention is being paid today to what the facili-
tative leader does, to the role of ethics in business, to the need for
hard choices. Some facilitators are concerned with issues such as
self-mastery, ethics, and meaning of facilitation. The International
Association of Facilitators (IAF) has articulated a set of values for
the profession that are often discussed at IAF conferences. The
conferences provide a forum for discussion about values applied
in facilitation.

Although there are any number of suggestions about the sort
of courage a leader needs, not so much is said about how one
keeps on the path of courage. For many people, it is more difficult
to be courageous in front of the many dissenting voices of any di-
verse organization than it is to make courageous decisions alone.
This book is for you if, like so many, you find it hard to keep on
day in and day out, standing before declining margins, disaffected
colleagues, and demanding customers, choosing again and again
an appropriate way to move.

THE DEVELOPMENTAL PATHS
AND THE DISCIPLINES

In this book we are concerned with three developmental paths,
each of which has three disciplines.

The first developmental path relates to the facilitative leader’s
internal relationship with others, which includes the disciplines of
Detachment, Engagement, and Focus. The second developmental
path of disciplines is about the inward relationship with myself,
which includes Interior Council, Intentionality, and Sense of Won-
der. The third path is about the internal relationship with lifeitself,
which includes Awareness, Action, and Presence.

A model for the developmental paths and disciplines appears
as Figure L.1.

In Figure 1.1, there is a special relationship among the three
disciplines in each row. The left and right disciplines are in tension
with one another. The middle discipline encompasses the art of
standing in tension between the other two.
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FIGURE I.1. THE DEVELOPMENTAL PATHS AND THE DISCIPLINES

Developmental 3;3"!\'&%‘7:.
- = ‘g--———-—-b-
Path 'J""lnw\ji‘-i
Regarding % : : \
Ories Detachment Focus Engagement
Regarding Interior Sense of b
Myself Council Wonder Liteniondliy
Rega'rdmg Awareness Presence Action
Life

DISCIPLINES REGARDING OTHERS

In his book Good to Great, Jim Collins (2001) introduces what he
calls the “Stockdale Paradox,” to “retain faith that you will prevail
in the end, regardless of difficulties, AND at the same time con-
front the most brutal facts of your current reality, whatever they
might be” (p. 86).

Collins derived this paradox from an interview with Admiral
Jim Stockdale, the highest-ranking American prisoner in the Hanoi
prisoner of war camp from 1965 to 1973. In describing the years
of leading his fellow prisoners of war while all were exposed to con-
tinual torture, Admiral Stockdale pointed out that he never lost
hope that he would be free in the end. The men who did not sur-
vive the camp were the optimists, he said, those who carried on in
the belief that they would be freed within a specific time frame. Re-
taining faith that you will be freed, without holding onto a time, is
Detachment in practice.

Detachment

Detachment is maintaining one’s autonomy in the face of the de-
sire to be comforted in one certitude or another. Not only is it a
leader choosing her own autonomy, but helping colleagues to
choose their own autonomy as well.
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Authentic group decision making, innovation, and the im-
plementation of those decisions require a free flow of ideas. To
achieve that, an atmosphere of suspended judgment—detach-
ment—nhas to be created. This puts the power to make decisions
into the hands of the group. The facilitative leader starts with de-
tachment from things, ideas, need for control, power, and recog-
nition. The leader needs to be able to separate the leadership role
from his or her ego.

Engagement

The discipline of Engagement is developing the capacity to care,
to commit, and to be generous with who and what you are, with-
out knowing what the outcome may be. Engagement involves con-
fronting all the facts of your situation.

The facilitative leader intends that optimal decisions will be
made. These are the most effective decisions, the most innovative,
and those that the group has the will to carry out. While Detach-
ment enables the free flow of ideas among the group, Engagement
by the leader sparks willingness and enthusiasm on the part of the
group to select and carry out a new direction and to keep going in
the face of adversity.

Focus

The discipline of Focus is standing in the tension between Detach-
ment and Engagement. Focus is the only place where you can hold
these two together.

Focus increases the capacity to choose autonomy and commit-
ment simultaneously. It is concentrating the will so that the moment
is fulfilled and the future is also fulfilled, like two lenses that merge
into one clear image. Focus is the result of the combination of at-
tention to both immediate and future issues.

In any group interaction, there are all sorts of dynamics at
play—short and long term, things not related to the issue on the
table, politics, cultural differences, personalities, and so on. In
order for the group to achieve its purpose, the facilitative leader
needs to continuously balance the conflicting dynamics, and un-
derstand without thinking about it where things need to go next.
It is here that building the discipline of Focus becomes critical.
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D1SCIPLINES REGARDING MYSELF

Nelson Mandela was asked whether he didn’t in fact despise those
jailers who kept him in prison on Robben Island for twenty-seven
years. He replied:

Of course I did, for many years. They took the best years of my life.
They abused me physically and mentally. I didn’t get to see my chil-
dren grow up. I hated them. Then one day when I was working in

' the quarry, hammering the rocks, I realized that they had already
taken everything from me except my mind and my heart. Those
they could not take without my permission. I decided not to give
them away. (Nelson Mandela, quoted in Clinton, 2004, p. 877)

This second developmental path of disciplines has to do with
how you relate to yourself. On the one side is Interior Council, the
practice of forcing yourself to choose self-talk that helps you, as
Mandela demonstrated in his responses to his jailers. On the other
side is the discipline of Intentionality, continually willing what you
want to accomplish; as Mandela says, ie chooses what he does with
his heart and his mind—no one else can. What enables an ordi-
nary individual to do something like that? What is the source of
such a leader’s personal inspiration on the one hand and steely re-
solve on the other? We believe this has to do with the discipline of
maintaining a Sense of Wonder. In his autobiography, Bill Clinton
(2004) describes a rock on display in the Oval Office, brought back
by Neil Armstrong from the surface of the moon and reputed to
be 3.6 billion years old. Holding that rock reminded Clinton that,
“We’'re all just passing through” (p. 1065).

Interior Council
Our minds are filled with ideas, sayings, advice, images, and many
other voices that guide our thoughts and actions. Some of these
mental advisors are helpful and some are not. Interior Council is
the discipline of paying attention to and choosing the most creative
and enabling from among the voices that guide your day-to-day life.
Leadership is a profoundly draining activity. Inspiration and
sources of new ideas are continually needed to keep going. There
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are moments when the only resources you have are the ones you
carry in your head. Another dimension of the need for effective
Internal Council is that in working with internal mentors, you have
the opportunity to work through issues that you will have to man-
age in public. It gives you confidence to go ahead and do it, and
deeper appreciation for the issues involved.

Intentionality

Intentionality is developing the capacity to manage your desires,
to increase control over what you want. Standing as the facilitative
leader is standing in a position in which every aspect of your own
dark side and your own greatness is magnified. Intentionality is
learning to harness both of these energies.

As a facilitative leader, you hold an obligation to achieve what
the group intends. This can be exhausting. Building intentional-
ity is needed so that you can keep on wanting and wanting again
what needs to be done.

Wonder

A Sense of Wonder results when you are carrying out your best and
most authentic understanding in the service of your most power-
ful resolve for what is needed. It is only when you are working on
an arena for which you have forceful resolve and commitment that
you feel pressed to push your resources to the limit, to really listen
for the wisdom your Interior Council has to offer. In most every-
day activities we tend to go with what we already know. But when
you are working at your creative edge regarding both commitment
and know-how, you really are in unfamiliar territory, on a sort of
personal frontier. It is here that the Sense of Wonder is called for,
being prepared for the encounter with the unknown, be it in the
world, in your colleagues or in yourself.

By maintaining a Sense of Wonder the facilitative leader
evokes drive, commitment, and creativity. Having a Sense of Won-
der is a choice that one makes. It is looking at reality with all of its
warts and deciding it is worth the excitement. It brings together
your own best self and the greatness of the people you are work-
ing with.
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DISCIPLINES REGARDING LIFE

The third developmental path of disciplines is about the way you
relate to inventing your life. These are the disciplines of Awareness,
Action, and Presence. The joke is told of a newly rich Muscovite
who drives his new Mercedes into a tram and loses his arm. He
leaps from the car dripping blood, and passers-by ask if he needs
help. All he can do is scream, “Oh my car, my car!” “But sir,” says
one, “what about your arm?” The man looks at the bloody stump
at his shoulder and screams, “Oh, my Rolex, my Rolex!”

The humor is that the guy’s story about what is happening is
completely out of sync with the events themselves. The value frame-
work he has been applying to life before the accident does not sup-
port the present in which he is living, with a very serious injury, and
he is so out of sync as to be ridiculous.

The struggle with Awareness is building your understanding of
what is going on around you in a way that helps you live effectively
what is really happening. We joke about whether the glass is half-
full or half-empty, but everyone knows someone who has taken a
reasonable set of life circumstances and believed that it was inad-
equate and unfair. At the same time, anyone who watches the busi-
ness news hears day in and day out the effort of business leaders to
create Action that balances events in their companies with an un-
derstanding of the situation that frees everyone to move ahead.
The central development path for the leader is here. How you pre-
sent yourself—your Presence—has to do with how you explore the
life you have been given to live and how you understand and tell
about what is happening to you.

Awareness

Awareness is developing the capacity to confront the truth of a sit-
uation in all of its relevant dimensions. Being aware is having the
courage to be wise, sophisticated, and subtle. In the same moment
one holds a respect—even reverence—for others.

For a group to function effectively, all of the relevant informa-
tion about the situation needs to be on the table. Because of her
commitment to the truth, the facilitative leader pushes the group
to ensure that every bit of information needed is brought to bear
on their decisions. Just as a leader can permit a group to compro-
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mise its integrity, so also a leader can insist that a group bases its
decisions on the best truth it can muster.

Action
The discipline of Action is exercising the self-control needed to be
effective while assuming only the power to influence. This has to
do with finding the locus point at which the action is most effec-
tive. Action is discovering those things to do that transform the sit-
uation so that you can carry out your convictions.

The facilitative leader enables people to act in such a way that
the potential inherent in the moment is realized.

Presence

The final discipline of this developmental path is Presence. Pres-
ence is charisma, inspiring and evoking spirit in others. Presence
is the unique manifestation of spirit at a particular point of history.
At this moment in society’s journey, facilitation—enabling collec-
tive direct decision-making—is part of the spirit of the times, just
as nonviolent resistance was part of the spirit of the civil rights
movement in the United States in the 1950s and 1960s. An im-
pending future is sensed and its birth is assisted.

The discipline of Presence is when an individual stands be-
tween a profound understanding of what is going on in life, what
we call here the discipline of Awareness, and effectively acting out
that understanding with courage and creativity, as we call here the
discipline of Action. Awareness is challenged and refined in the
real world, and Action is informed and corrected by profound un-
derstanding and reflection. Martin Luther King Jr., for example,
was first a clergyman steeped in Christian theology. He then stud-
ied nonviolent conflict for years both in the United States and in
India and coupled that with careful analysis of the American racial
situation until he developed with colleagues a very sensitive view
of what the country needed to be able to change. He worked with
civil rights groups across the country, and as strategies succeeded
and failed, his understanding grew and his effectiveness improved.
Standing in that intersection, avoiding both irresponsible action
and paralysis by analysis, he was a figure to be reckoned with,
whether you agreed with him or not. This is where the discipline
of Presence lies.
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Usinc THIS Book

The 9 Disciplines of a Facilitator is divided into two parts. Part One,
“The Context,” contains four chapters about the spirit of facilita-
tive leadership, the employees’ perspective, the skills of a facilita-
tive leader, and some thoughts about what leaders can expect in
the future. Part Two, “The Disciplines,” contains one chapter for
each of the nine disciplines.

The chapters in Part Two each follow a similar structure:

® The discipline is described.

* Issues of the discipline for facilitative leaders are explored:
What are the concerns for facilitative leaders? How do people
experience this discipline? Why can this discipline be difficult?

® The four levels of each discipline are discussed: What are the
four ways people encounter this discipline?

* Practices and exercises for the discipline are suggested at the
end of the chapter: What practices and exercises can a leader
engage in to build his or her strength in this discipline?

To get the overall story, the book can be read straight through
from front to back. However, it can also be considered a catalog of
nine different developmental options. You may wish to find the
one discipline or trio of disciplines that intrigues you the most, or
intrigues the group you are working with the most, and focus on
that. The practical folks among you may wish to go directly to the
end of each of the chapters and try out the practices and exercises
you find there.

These exercises and practices are not intended to be guidelines
or techniques that you can use without further preparation. If you
want to use the practices, we recommend finding a coach or col-
league to assist you. Alternatively, try working through exercises
and practices with a team, support group, or book club. The rea-
son for this is that all of this work calls for reflection, something
for which two or more people working together can stimulate one
another. This is not to say that you cannot enjoy and effectively take
things from the book as an individual reader—you certainly can,
but you can probably do better with a partner or two.
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- You may also notice that some activities are intended as individ-
ual life practices, such as meditation, whereas other activities, such
as the assessment of your personal values or building a life timeline,
could better be done with a group and reflected on together.

GETTING STARTED

If you'd like to work on one discipline, here are some suggestions
for getting started.

You can approach your selection either by assessing your in-
terest in the nine disciplines or else by your interest in the various
exercises and practices. To decide which of the disciplines you
would like to work on, look through each of the disciplines and
note down your experiences with them. Go back through your list
of nine kinds of experience and rank the disciplines one to nine
by difficulty for you. If you have the hardest time with Awareness,
put that as number one, and so on. Then go through the list and
choose one toward the middle of the list that will be a challenge
without being overwhelming. You can work on this one first, and
then move on to one that you find more difficult.

Alternatively, you may prefer to work with practices and exer-
cises. Look through the suggested practices, such as meditation or
journal-writing, at the ends of the chapters. Some of them work
with more than one discipline. Select a practice you would like to
try out and make a decision to go for it. If you wish, find a coach
or class to help you. Try it for one to three months. Any work with
the Disciplines requires regular practice. All of these practices
should be done on a daily basis, which is a pretty hefty time com-
mitment. As with art or physical fitness, you are always either im-
proving or declining, never standing still.

[F YOU'RE HAVING TROUBLE

You may not have gotten very far at the end of three months, but you
will have gotten over any initial resistance to the practice. Discuss
your progress with your coach to determine if this is useful for you.

If you fail one day (and it’s likely that you will fail on some
day!), just start again the next day. It is easy to stop doing your prac-
tice; the issue is starting again when you stop. Do not convince
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yourself that the objective is to have a perfect record—after all,
who is watching but you? It may take many starts and stops to get
into the rhythm of the doing of the practice. Somewhere it is said
that it takes three years three months and three days to learn to
meditate. You want to practice, so practice.

If you still have difficulty keeping going, you might look at the
conditions surrounding the practice. Is the time of the day appro-
priate? Do you do it regularly and at the same time? Are the con-
ditions under which you are doing it supportive of the practice?
For example, if you are meditating, are you physically comfortable
enough without putting yourself to sleep?

If after three months the practice is not right for you, try a new
one. If you don’t find a practice to your liking, try a different dis-
cipline. If you can’t settle on one, then you might reexamine why
you are doing the practice.

However you choose to use the book, we wish you a fine journey.
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THE CONTEXT



CHAPTER ONE

LEADERSHIP:
A MATTER OF SPIRIT

A great deal of literature has been dedicated to the questions of
leadership. What does leadership do? What are its characteristics?
What are its dynamics? Who are leaders? How can I be a better
leader?

For us, the key issue on which leadership centers is spirit. Spirit
Is nothing strange and mystical; it’s that spark that makes life
worthwhile, the “wow” factor, a force we encounter every day.
“Inspiration” is based on spirit. Spirit cannot be controlled or ma-
nipulated. It can be evoked, but it does not necessarily or auto-
matically appear. It can appear for a while and then disappear. It
seems always to be present, but we don’t always discern it. Some-
times it is overwhelming, and sometimes it is like antique lace that
crumbles the moment it is touched.

Spirit can be seen in organizations, teams, and individuals.
Walk into a company’s headquarters, and you can experience the
spirit of the place. Watch the Los Angeles Lakers basketball team
on court when being coached by Phil Jackson, when that certain
spark happens and you see it. Watch Serena Williams or Andre
Agassi raise their game when on the verge of defeat and you see it.

A great many books on leadership focus on how to do things,
how to communicate, how to lead, how to give feedback, and how
to motivate. This book is not about “how to.” It is about what hap-
pens inside the leader—what and how the leader thinks and de-
cides, and how he or she is a whole person. When leaders take
charge of their own interior they are working in the area of spirit.

15
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In this chapter we look at some of the challenges of leadership
in today’s environment, comparing the old and new approaches.
We briefly review some of the failures of leadership and look at the
necessity of strengthening the internal state of leaders as a way of
improving performance. Finally, we look at the facilitative leader
and what such a leader does.

TRADITIONAL VERSUS NEW LEADERSHIP

The difficulties with leadership in our times has several causes, the
most important of which is the fact that we are going through rad-
ical shifts in our thinking (a new paradigm), social relationships
(globalization), and the sources of meaning (values).

THE SHIFT IN THINKING: A NEW PARADIGM

The first of the three shifts—the shift in our thinking—can be de-
scribed as a change in paradigm. A new paradigm is coming into
being and an old one is dying.

To understand what is happening to facilitators and leaders,
one needs to understand the differences between the old para-
digm and the new one. A paradigm defines how we think and act.
Being in this transition period means that some of us function
largely in the old paradigm and some largely in the new paradigm.
Individually, we find ourselves shuttling back and forth from one
paradigm to the other.

The structure of the universe in the old paradigm was dualistic.
It is difficult to determine when this change in paradigm began. We
think a good beginning time is between 1900, when Max Planck
published his work on the emission spectrum of black bodies fol-
lowed by Albert Einstein publishing his work on the special theory
of relativity in 1905, and the end of World War 1. During these
twenty or so years much of the basis of the new paradigm was es-
tablished. We perceived things as good/bad, us/them, individual /
society. In the new paradigm, we perceive things as united. In the
new paradigm, there is still good and bad, us and them, and the in-
dividual and society, but there is difference. Good and bad is a single
unity. Good is defined by bad, not by a rigid, unchanging definition
of good. We know who we are not by some abstract definition but by
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understanding the many ways in which we are not the “others.” We
need those relationships with others to understand ourselves.

In the old paradigm from at least the sixth century, when
Hindu, Buddhist, and Jain thinkers developed the concept of
atoms, until our age, things were composed of “stuff”—of sub-
stance. All matter was seen to be composed of natural elements—
fire, earth, metal, water, and wood in the Chinese scheme, or water,
earth, air, and fire in the Greek version. The scientific paradigm
became more sophisticated with the development of modern
scientific methods in the sixteenth and seventeenth centuries, the
discovery of oxygen by Antoine Lavoisier in 1778, and Gregor
Mendel’s laws of inheritance, to name but a few. In the new para-
digm as it began to emerge in the early twentieth century, however,
it is no longer the substance but rather the relations that are im-
portant. Understanding the microcosm as a set of interrelated re-
lationships today explains more than does the substance paradigm.

In the old paradigm, things were static, everything had its sea-
son, and the seasons repeated themselves over and over. History
was seen as a wheel in which reincarnation followed reincarnation.
History was sometimes seen as predestined. It was all written in the
stars. In the new paradigm, history is dynamic. Nothing is fixed—
neither the future nor the past. Change is constant, and nothing
is ever repeated exactly the same way twice. The meaning of past
events is reexamined, recontexted, and reinterpreted.

The old paradigm was a mechanical one: the clockwork uni-
verse. Everything was built to purpose with engineer-like precision.
Parts were replaceable. Businesses were also seen as machines.
Work processes and the people who performed them could be un-
derstood from the point of view of input, throughput, and output.
If you do this, then that would happen every time. The new para-
digm is based on probability. If you do this, it is likely that this will
happen, but these other three things are also possible.

While this mechanical notion of organizations is changing, it
remains ubiquitous. Margaret Wheatley (1992) describes how busi-
nesses are viewed as machines:

Organizations-as-machines is a 17th century notion, from a time
when scientists began to describe the universe as a great clock.
Our modern belief in prediction and control originated in these
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clockwork images. Cause and effect were simple relationships;
everything could be known; organizations and people could be
engineered into efficient solutions. Three hundred years later,
we still search for “tools and techniques” and “change levers”; we
attempt to “drive” change through our organizations; we want to
“build” solutions and “reengineer” for peak efficiencies.

COMMAND AND CONTROL

In the command-and-control model, the company is imaged as a ma-
chine, the operator of the machine is the leader, and management
provide ongoing maintenance and repair. Acceptable standards were
defined and communicated; the various units were required to con-
form to them. The rules were fixed and enforced. Any sort of
change was relatively slow. The organization was designed to bring
information to the central command site and distribute and enforce
the decisions back to the edges of the enterprise. As enterprises be-
came larger and more complex, the number of intermediate steps
increased, as did the amount of information needing to be pro-
cessed. While electronic media have sped the passage of informa-
tion through these steps, and even allowed us to eliminate steps, it
has not decreased the amount of information that must be pro-
cessed or the number of decisions that must be made. Even with
the new technology, the central command-and-control paradigm
appears stretched to its limits (Telleen, 1996).

The control side of the paradigm results in more policing and
less negotiating between management and employees. Behavior is
monitored; e-mail is structured; and the use of the Internet is con-
trolled. Compliance is required. Rights and responsibilities are
given from the center to the members. Are the employees per-
forming per the annual targets? Are the volunteers doing what the
board wants them to do? Are the teachers delivering the curricu-
lum as it is intended?

Command-and-control systems centralize power so that deci-
sions regarding influence and benefits are centralized. In mult-
stakeholder agreements or projects, this approach becomes even
more complex. Stakeholders expect to be consulted and to exer-
cise relatively equal influence on the decisions and to receive eq-
uitable benefit from the results. In multi-stakeholder situations,
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then, the decisions about the way the central organ will operate
are very complex indeed, and can often lead to the breakup of the
relationship. The struggles within various alliances in European in-
dustries are evidence of these dynamics.

The assumption of the command and control paradigm of leader-
ship is that leaders are responsible for planning, organizing, and
coordinating other people’s performance and solving their prob-
lems. B&S [Sic Belasco & Stayer] claim this is a formula for failure
that breeds distrustful workforce and slow change. B&S propose
an “intellectual capitalism paradigm” where leaders get people to
be responsible for their own performance and solving their own
problems. (Boje, 2000)

There are a growing number of situations in which the com-
mand-and-control paradigm simply does not work. These situations
occur when independence of thought, use of intuition, and high-
risk activities are required. In a highly competitive and complex
environment, more than compliance is needed. When a problem
that is new or unexpected is faced, employees who are personally
committed to the goals of the department and company respond
differently. When difficulties arise, they tend to deal with them,
and if they can’t they will check with colleagues and create solu-
tions independent of management input.

SELF-ORGANIZING SYSTEMS

One of the consequences of the new leadership operating in the
new paradigm is the emergence of new ways of understanding how
organizations work. One understanding is that of self-organizing
systems, a term that was created in 1947 by W. Toss Ashby, a psy-
chologist and engineer. The concept came into general use in the
scientific community in the 1970s and 1980s.

A self-organizing system is one whose internal organization
increases in complexity without being managed or guided from
outside. Normally, there are four components of these systems, pos-
itive feedback, negative feedback, a balance between exploration
and exploitation of the environment, and multiple interactions be-
tween components of the system.
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You can experiment with one in a simple way, using a group
of from eight to fifty people. Give each person the following
instructions:

1. Choose two people to be your reference points, but don’t say
who they are.

2. When I say go, move so that you are an equal distance from
each of the two. You don’t need to be in a straight line.

3. Pay attention to what happens to the group while you are find-
ing your place in relation to your references. There should be
a great deal of movement. After a while the movement should
settle down. It may not be stable and it could flex back and
forth. This is a simple self-organizing system.

To manage these systems as they appear in organizations re-
quires a new kind of leadership. There is a move from the social
engineering of the old paradigm to the use of self-organizing
systems.

Self-organizing systems are being developed in a number of in-
teresting ways. Dee Hock’s (1999) creation of Visa, the credit card
company, as a self-organizing system is an obvious example. Every
participating company inside of the Visa organization is bound by
the same few rules, and how they fulfill their obligations is up to
the members themselves.

Even traffic is being directed by this same principle. An inno-
vative traffic manager responsible for traffic had a vision of using
self-organization principles in traffic control. In villages and small
cities in the northern part of the Netherlands, traffic that organizes
itself has been running as a very successful experiment. All traffic
signs and lights have been removed from the roadways. Cars,
trucks, bicycles, and pedestrians all share the same pavement. Peo-
ple pay attention because they are not being told what to do by the
signs. By paying attention, they are acting more safely (Lyall, 2005).
The concept is beginning to move to the United States. “In West
Palm Beach, Florida, planners have redesigned several major
streets, removing traffic signals and turn lanes, narrowing the
roadbed, and bringing people and cars into much closer contact.
The result: slower traffic, fewer accidents, shorter trip times”
(Hugh, 2004).
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A number of approaches to facilitating meetings are based on
self-organizing principles. Harrison Owen’s (1997) planning
process, called Open Space Technology, is based on self-organizing
principles. Jim Rough’s Dynamic Facilitation is also based on self-
organizing values (Rough, n.d.).

ADVERSARIAL RELATIONSHIPS

An effect of the command-and-control way of operating is that
institutions jealously guard the people they control and resist the
influence of other organizations. Businesses may see themselves in
an adversarial relationship with workers, government agencies, sup-
pliers, and customers. Churches are concerned that other con-
gregations will “poach” their members. Associations worry that
their membership will lose interest and go to other groups. In
today’s networked world, this adversarial stance can result in lost
opportunities.

Organizations and organization consultants are experiment-
ing with new forms that more closely reflect the new paradigm.
The emphasis on teams is one example developed by Katzenbach
and Smith in The Wisdom of Teams (1992). An effective team is not
a machine but more a set of interrelated dynamics that evolve as
they interact with one other.

The development of projects and project management
processes is also more suited to working with the new paradigm
than the old one. Virtual companies that come together to reach
a specific goal and then disband are more and more common.
Construction projects are often done this way, where a consortium
of companies forms a temporary organization for the length of the
Jjob. Teams, projects, and virtual companies are more easily created,
run, and abolished than are entire organizations. A few simple fac-
tors have to be set in motion, such as clearly defining the goal, set-
ting milestones, assigning responsibility, and performing periodic
checks on progress. The project teams go out of existence when
their work is done, making way for a new configuration.

In the old paradigm, objectivity was an important concept. The
scientist had to stand back and observe. In the new paradigm, the
very act of observing changes what is happening in the experiment.
How the question is formulated determines what will be observed.
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When Harrison Owen (1987) began his work in change processes
in very large organizations and communities, he recognized that
as soon as he started asking questions, he was changing these or-
ganizations and communities.

SOCIAL RELATIONSHIPS: GLOBALIZATION

As our way of thinking and conceiving the universe has changed,
so also have our relationships with others and with global society.
The space we occupy, the way we interact with time, the way we
care for others, and even our sense of destiny are changing.

Technology and urbanization are changing the way we relate
to one another. We are in instant contact with even the remotest
parts of the world. We communicate via the Internet, e-mail, sms
messaging, voice mail, conference calls, videoconferences, and
dozens of additional ways. New ways of communicating emerge
every month as third generation telecommunication adds to the
possibilities.

Transportation that is faster and more readily available is also
changing the way we act. Some years ago, in Hong Kong, Maureen
worked for HSBC. “The HSBC Group is named after its founding
member, The Hong Kong and Shanghai Banking Corporation
Limited, which was established in 1865 to finance the growing trade
between Europe, India and China” (HSBC Group History 1865—
1899, n.d.).

One of the traditions within the company was to have the Scot-
tish and English employees working in the Far East take “home
leave” every two years to recover from the rigors of tropical life.
The trip back to the United Kingdom took three months. The em-
ployees stayed in their home country for months. Another three
months were spent on the return to the Far East. It took months
to prepare for each trip: packing, selecting the right food, corre-
sponding with the people back home. These people lived wholly
separate lives in separate worlds, and it took a very long time to
move from one to the other.

Today, there is only one world to live in, and it is directly linked
together. Recently a plane powered by a scramjet (supersonic com-
bustion ramjet engine) was successfully flown at nearly ten times
the speed of sound, two miles per second. The SR-71 of the U.S.
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Air Force flies at 3.2 times the speed of sound. When a scramjet
engine is put into a commercial airplane, the 8,400-mile flight
from San Francisco to Hong Kong could be made in seventy min-
utes, less time than the drive from San Francisco to San Jose dur-
ing rush hour.

In the old relationships, we lived in a parochial world. For most
of us, the physical world we lived in could be walked across in a day.
During that walk it was possible that we might not see anyone. In
a real sense, our external world was huge. We had space to roam.
Our internal world was small. We had few acquaintances and were
exposed to few new ideas. There was lots of physical space to live
in, but we lived in a very small inner space.

In the new relationships, this situation is reversed. We are
crowded together in metropolises, in more than 290 cities with
populations of more than one million people. In the past one hun-
dred years, much of the world has become urbanized—there are
more people in cities than in rural areas. In the 1920s, more peo-
ple lived in cities than on farms in the United States and most of
the developed world. By 2030, most of the inhabitants of the world
will live in urban areas (Hodgson, n.d.).

More important than population density is the question, “Who
are these people, who live so close to us?” We are in contact in our
cities with the people of the world. Like it or not, our cities are mi-
crocosms of the globe. The food, entertainment, social groupings,
customs, values, and even the languages of the world are present
to some degree in all of our cities. The city of Los Angeles provides
translation services in more than 150 languages (Abbassi, n.d.).
Places of worship are being set up in small apartments, and when
the religious community is large enough and rich enough, build-
ings are constructed. In Brussels—and we assume this is true in
most big cities—you can find a traditional African healer who prof-
fers all of the requisite herbs and spells. The University School of
Medicine in the small European city where we live offers degrees
in Chinese acupuncture, and the local cable service delivers a
choice of channels, including all European languages but also Chi-
nese, Hindi, and Arabic. The university hospital is a leading inter-
national medical center.

In the new world, time is frenetic and the rhythms are complex
at the best. We—Jon and Maureen—live in a city of two hundred
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thousand people, and the choices of what to do for an evening’s
entertainment are nearly overwhelming. There are three cinemas
showing twenty to thirty different films, a theatre, an opera house,
jazz clubs, rock clubs, tango clubs, salsa clubs. Some 250 restau-
rants serving Thai, Cuban, Japanese, Moroccan, Turkish, and many
more cuisines are available. Our colleagues ask if it isn’t boring liv-
ing in such a small place!

The external space seems reduced, while our interior space has
become huge. We live in the globe, not in a village. When oil work-
ers in Nigeria go on strike, the price of oil increases. When you call
a toll-free number for information, you could be talking to a ser-
vice center staffed by people of almost any nationality and located
nearly anywhere. Understanding the world time clock, mastering
foreign customs, corresponding in a diversity of languages, keep-
ing abreast of diverse currencies and exchange rates, are no longer
specialist fields for exotic experts. For a growing number of us,
these are everyday business requirements. When we worked in
Brussels, our administrative assistant spoke Dutch, French, English,
and Spanish. The first three languages are required to work at
McDonald’s.

Selecting work is a continuing process in today’s world. The list
of potential jobs is nearly the length of a telephone directory, and
few of us expect to stay in one profession for life. Many people take
jobs that did not exist when they started their careers. For many
people, a career is most interesting in a new technology for which
the real applications are not clear yet.

The rhythm of our lives has also changed. In the old world,
time was slow and contained simple rhythms. Choices were few and
clear cut. There was the choice of what work to do, whom to marry,
and where to live. These choices were pretty limited. If you were a
boy, work usually was what your father did. If you were a girl, you
could expect to do what your mother did, be it housewife or farm
wife. Single ladies tended to be teachers, and there were accept-
able alternatives for second and third sons, like the ministry or the
military. Whom to marry was limited to a few potential partners,
and where to live was limited to a few locations.

Choosing marriage partners is difficult now. While there are
thousands of potential spouses, it is a challenge to meet and get to
know someone suitable. New industries for partner seekers try to
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meet these growing needs with dating agencies, speed dating, and
online dating. It is necessary these days to explicitly discuss values
with a potential partner. In former generations, there was nothing
to discuss—marriage and children was pretty much a known quan-
tity. Today, each one is a unique creation.

In the old paradigm, our relationships were few but intimate.
We lived in the same village or farm our whole lives. Our neigh-
bors knew nearly everything about us. We had an extensive support
network that we could call on if we were ill or just needed a little
pep talk. When we visited the general store, long conversations
would be held about community activities. Extended families took
care of the children if parents were away. Orphans were put in the
care of an aunt or grandmother, and children cared for their aged
parents. These forms of care were not professional in today’s sense,
but they were available for everyone. Everyone participated in pub-
lic works, helped one another, and even built one another’s barns.
The church or mosque or temple was built and maintained by its
members. This is not intended to sound idyllic; there were many
downsides to all of these traditional community relationships.

In our postmodern society, we live much more anonymously.
We often don’t even know our neighbors except to nod “Good
morning” to. Our support network is to a large degree profes-
sionally structured and controlled. We hire baby-sitters sometimes
without knowing them personally. Orphans are placed with foster
parents or put into orphanages by the state. Professionals care for
the aged. The state may determine with whom children will stay. A
municipal agency cleans the streets. We hire professional contrac-
tors to build our homes and places of worship.

SOURCES OF MEANING: VALUES

Our worldviews and the ways we relate to others are changing, and
so are where and how we find meaning in our lives.

In the old world, in order to understand how things worked,
we looked for patterns that were repeated over and over in exactly
the same way. These patterns, once discovered, were expected to
be eternal. The whole basis of science was being able to repeat ex-
periments that “proved” a hypothesis or theory. The truth could
be found empirically, and once it was discovered, it never changed.
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As the Industrial Age emerged, work was designed as repeating pat-
terns in a mirror image of the giant clockwork.

In the new world we use temporary models, knowing that bet-
ter ones will emerge. Most if not all problems have more than one
solution, and no one of them is best except from a limited objec-
tive or bias. Science still repeats experiments, but exactly the same
results are not expected. Results are tested against statistical prob-
ability. We are moving from knowing for sure to knowing what is
likely.

Certitude in the old paradigm was found in authority. Leaders
had authority because of their position in a company, community,
or family. They had authority because they had the right parents
or because they had acquired status—say, a university degree. Of
course these were interrelated. People got high positions in com-
panies by having the right relatives and friends. People got into a
university because they had the right father or mother. The law,
the scriptures, tradition all had authority. Today all of this is being
challenged.

Authority has given way to authenticity. People seen to operate
out of a high degree of integrity are seen as trustworthy. Work in
high-performance teams is being designed so that it is interde-
pendent rather than authority-lead (Katzenbach & Smith, 1992).
Specialists exist in these teams, and one individual may be desig-
nated the team leader. Some teams have rotating leadership. Other
teams change leaders when the work changes for optimal team ef-
fectiveness. Who does what work is flexible and fluid according to
the project, the client requirements, or the personnel.

Authority has also changed the way companies describe them-
selves to the public and to potential employees. Companies that
treat people well and are transparent in their dealings are growing
in authority. There still exists a Fortune 500 for American compa-
nies and similar lists in almost every country in the world, but today
there are also innumerable lists of the best companies to work for,
the most woman-friendly companies to work for, the most admired
companies for knowledge management, and so forth. What was
once a framework of authority is now a diversified range of values
for companies, including worker satisfaction, consistency between
public image and internal reality, and the success of clients.
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In the old paradigm, we looked to the past, and in the new we
look to the future. Today a person’s vision is often as important as
his or her track record.

FAILURES OF TRADITIONAL LEADERSHIP

The failure to develop effective leadership in the public, private,
and even voluntary sectors has been well documented. We briefly
review some of these failures, so that we can look at the necessity
of strengthening the internal state of leaders as a way to strengthen
their performance.

ETHICAL LAPSES

Are business and political leaders generally immoral and criminal?
Most are not. Some are, and the environment in which they work
seems to encourage this behavior. Leaders are often pressured to
produce short-term results or face the threat of losing their jobs
and in some cases their careers. They often feel they need to avoid
being candid when a remark about a shortfall in profits will result
in the loss of millions of dollars in the company’s value on the
stock market. Greed and power affect others.

It is not just a problem of business. There are scandals in
sports: the Olympic selection of venues, drug use, game fixing in
soccer and cricket, and bribery of officials. Beyond sports, there
are corrupt politicians, religious leaders, and artists. Many of those
people whom we respect and want to respect seem to behave in
questionable ways.

The roots of the problem are clear. Dr. Marilyn Smith (n.d.)
summarizes them accurately:

® Companies favor their own interests over the well-being of
their customers, employees, or the public.

* Companies reward behaviors that violate ethical standards.

* Individuals are willing to abuse their positions and power to
enhance their individual interests.

® Companies and individuals overemphasize short-term gains at
the expense of themselves and others in the long run.
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e Companies and managers believe their knowledge is infallible
and thus miscalculate the true risks and subject themselves
and others to excessive risks.

AVOIDING THE TRUTH

Facing the truth has always been socially difficult. Barbara Tuch-
man (1984) explores this in her book The March of Folly. She looks
at the fall of Troy, the break-up of the Holy See because of the Re-
naissance popes, the loss of the American colonies by King George
I11, and the Vietham War. In each case the problems were clear and
alternative courses of action were known at the time. Groups who
were responsible agreed to the actions. They were not individual
mistakes or errors of judgment. These policies were seen as coun-
terproductive at the time.

This propensity is in full swing today. In the 9/11 Commission
report (National Commission, 2004), several failures are noted.
The problems of terrorist attacks were not considered from the
perspective of the terrorists. This resulted in what the report called
“cultural asymmetry” that blinded the government to the possibil-
ity of the threat. The problem for the U.S. government was small,
but the desire to strike the United States was very large in the mind
of terrorists. Procedures were in place to analyze the information
but were not used.

The methods for detecting and then warning of surprise attack
that the U.S. government had so painstakingly developed in the
decades after Pearl Harbor did not fail; instead, they were not re-
ally tried. They were not employed to analyze the enemy that, as
the twenteth century closed, was most likely to launch a surprise
attack directly against the United States. (National Commission,
2004)

Leaders and managers seem to want to avoid looking at the
worst-case scenarios. Leaders ask their scenario planners for the
most likely one, often a continuation of the past, and reject the
others. Some organizations trap themselves this way into a culture
of the past.

NASA was an organization trapped in a culture of normality.
In the shift from lunar exploration to routine shuttle flights, the
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images of the risks involved changed. When an organization un-
derstands that it is experimenting, additional precautions are put
in place. By its very nature, experiments have a high likelihood of
unpredictable outcomes. They are riskier. Normal operations are
considered to be stable and have lower risks. At NASA, the change
in thinking from running an experimental project to being a stable
operation meant that many of the cautions needed in the higher-
risk experimental projects were set aside and the dangers were as-
sumed to be lower.

When the Columbia shuttle exploded, it was known that a piece
of foam had hit the wing during take-off. That had happened in
the past with no difficulty. Engineers requested more detailed
photos of the damaged wing to assess whether there was a prob-
lem. They were put in the position to prove there was one. “This
may sound like mere semantics, but it meant NASA exhibited an
overconfident, prove-it-wrong attitude rather than one that de-
manded engineers prove it right” (McGregor, 2005).

In many organizations that are under high public scrutiny, like
NASA, there is a culture of success. Having an unbroken string of
successful activities is seen as a way to gain in the world, and ad-
mitting that something has gone wrong is seen as a failure. Failures
are losers. To maintain a success rate of 100 percent, we report it
that way. When we can’t report it that way, we create a story about
how it was really a success.

BARRIERS TO COMMUNICATIONS

Not only is it difficult to face the truth, it is difficult to communi-
cate it. Another failure of leadership today is the inability to re-
move the blocks to communications. Many communications
problems are recognized but are largely ignored or dealt with in
superficial ways. Information is distorted, untimely, wrong, or miss-
ing because the social systems inside organizations make it so. The
structures through which communications flow are often con-
stricted. The processes filter out important information sent from
one part of the organization to another.

Communications is critical to businesses. A growing number of
products are intangible. Their very existence depends on the ability
to talk, write, and create images about them. Service industries are
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intangible. You don’t know if a stock investment is going to be
good until you have made it and made or lost money. We have to
find other ways to determine if it is worthwhile. We use indirect
ways of evaluating a service, such as the list of clients, the look of
the office, or the past track record, even when we know that past
records are not a reliable measure of future performance. Re-
sponse time to changes in the market needs to be quicker and
quicker. Both public images and images of the workforce are con-
structed by what is communicated and how it is communicated by
the company. One of the most common problem statements is that
there is a “failure of communications.” What is the failure?

One component of the failure to understand what is happen-
ing throughout an organization is the set of social barriers to com-
munications. Organizations that have a strict hierarchy or a great
deal of social distance between the levels make it difficult for dis-
turbing information to reach the top of the company. People lower
in the hierarchy exercise self-censorship, and those higher may lis-
ten only for information that confirms their own ideas.

As information moves through a hierarchy, filtering takes place
and is another cause of information distortion. The filtering often
eliminates important information. The top of the organization
often has no idea what is actually happening on the shop floor. We
(Jon and Maureen) have what we call “the 80-20 rule.” Because of
misunderstanding or miscommunications, 80 percent of the in-
formation a manager receives is passed on accurately to the next
person in line. The manager adds 20 percent of his or her own
ideas to the information without necessarily differentiating the new
ideas from the original information. Within a few layers, the in-
formation can lose a great deal of its accuracy.

The values used to interpret information are also a source of
problems. Frequently information within an organization is inter-
preted by a set of values aimed at protecting the managers. We
worked with an organization in which the standard practice for the
annual and quarterly evaluation of employees was to automatically
give them upper middle scores. This meant that everyone got scores
high enough to prevent them from being fired and low enough
that they would not be promoted or transferred. Any manager who
broke the practice was called into question directly by his peers for
creating unnecessary disturbance and extra work for everyone.
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THE CONFLICT FOR FACILITATIVE LEADERS

The issue facing facilitative leaders is the conflict between the old
and new paradigms. This conflict is taking place everywhere—in
business, politics, schools, and religious groups. Paradigm change
seemed wonderful during the late twentieth century. Joel Barker’s
training film Business of Paradigms, about paradigm change, is said
to be the best-selling training video of all time (Advanced Training
Sources, n.d.).

Today there is a backlash against the new thinking. Certainly
the frightening experience of the terrorist attacks on September
11, 2001, has made many people reconsider whether the new
world into which we have moved is such a good thing. Everywhere
you see leaders participating in this conflict of change, sometimes
longing for the old world and sometimes striving to participate in
the new. The paradigm out of which the world operates has
changed, however, whether we like it or not. Once you saw that
NASA photograph of the earthrise taken from space, taken in De-
cember 1968 the maps with all the borders and different colors for
countries just never worked the same way again. There is no way
back. The challenge today is to learn to live well in the new world.
The burden on anyone who dares to take a leadership role today
is especially great because the issues that arise are unprecedented.

LEADERSHIP IN THE NEW WORLD

Along with the shift in paradigm, the characteristics of leadership
roles are changing. Traditional sources of power, such as access to
information, control of resources, and positions of influence, are
eroding. Again and again it is clear that leadership today involves
consultation with colleagues both inside and outside of the orga-
nization. There are always moments when the leader has to stand
in front of the group and state the new direction. In today’s world,
however, those individually focused moments punctuate the more
continuous flow of the leader consulting, eliciting motivation, stim-
ulating creativity, and consensus building. Robert Greenleaf (1983,
1996) has spoken of the leader as servant. Jim Collins (1994) re-
searched qualities of leaders in a great number of very successful
companies, and described a characteristic called “clock building,
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not time telling”—leaders build a company that can tick along
without them, rather than feeding their ego by becoming indis-
pensable (Chapter Two).

We use the phrase “facilitative” to describe this style of leader-
ship. We also use it to describe facilitators when they are acting in
a leadership capacity. What the facilitative leader does is enable
groups from within and without the organization to produce their
best wisdom and to implement able directions.

The command-and-control paradigm of leadership came down
to us from the age of the king and his vassals. The vassals (read se-
nior managers and board members) are offered protection and a
degree of security in exchange for loyalty to the crown. Both re-
ceive a degree of security. In contrast to this is Robert Greenleaf’s
“Servant Leader” (1983), in which the leader serves the best in-
terest of the employees rather than the other way around. Harri-
son Owen’s (1990) image is that leaders evoke and nurture spirit.
In a similar vain, Dee Hock (1999) suggests that leaders are those
who remove obstacles to people’s creativity. Many new ways to lead
are emerging if we take the trouble to look for them.

WHAT LEADERS DO

Harrison Owen, the creator of Open Space Technology, describes
the function of leadership in his book Leadership Is . . . (1990). Ef-
fective leadership evokes spirit through a vision. It then grows that
spirit through storytelling. It channels spirit by creating structure.
It comforts spirit when things come to an end. Finally, it reinvigo-
rates spirit when the grief is over.

EVOKE SPIRIT WITH VISION

What is wvision? It is one of those popular terms that everyone as-
sumes they know what it means. Companies write vision statements
and mission and vision statements.

Vision has three qualities. It is big, attractive, and do-able
(Owen, 1990). Jim Collins calls these “Big Hairy Audacious Goals”
(1994, Chapter Five).

By big Owen means there is space within the vision for all of
those potentially involved in it to share their points of view, per-
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spectives, skills, and competencies. It has enough room for all of
the necessary spirit to function effectively. The vision needs to be
big enough to enable participants to grow. A great vision is a chal-
lenge and an opportunity for participants to fulfill their own deep-
est desires. It evokes awe in those who accept the invitation to
participate. If it is too small, timid, and tame, its power to gather
and to set loose all of the necessary spirit will be stunted. Tame vi-
sions are boring from the start; they go nowhere.

A great vision is attractive. It generates enthusiasm and com-
mitment, which cannot be coerced, legislated, or achieved through
deception. People must be invited, and that invitation must be an
exciting and attractive one. It offers the possibility of fulfillment of
the dreams of participants. Perhaps people only come to realize what
their dreams are when the invitation of the vision happens. These
dreams offer an opportunity for growth. If people are to grow, the
direction of growth needs to be striking and understandable.

A great vision is also do-able. It is in the first place technically
feasible, perhaps not at the moment of the first statement of the
vision, but realizable within the time frame of the vision. It must
also be do-able in the sense of being historically possible. The vi-
sion must be appropriate for the circumstances and capacities of
the people being addressed.

John F. Kennedy’s vision of putting a man on the moon by the
end of the 1960s had these qualities. The idea was bold and in-
spiring to millions of people. It was a continuation of the pioneer
myth of the United States. While not all of the technology was
available at the time, it was clear that it would likely be so over the
next ten years. It also was a Cold War statement to the Soviet
Union in response to the United States having lost the race to
space. Kennedy’s vision was an affirmation and continuation of the
exploring new frontiers aspect of the American myth.

There are two type of vision: one is evolutionary and the other
is revolutionary. Evolutionary vision reenergizes the existing vision
and revolutionary evokes a new vision.

Evolutionary Vision

In the evolutionary form of vision, leadership taps into the hopes
and dreams for the company or organization of the people they
lead. This is done by asking the right questions, listening to the
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responses, recording what is being said, and checking to see if what
they have recorded is an honest reflection of the group’s thinking.
In essence, evolutionary vision asks, What does the old spirit mean
in today’s situation?

We led or participated in a number of community develop-
ment planning consultations for the Institute of Cultural Affairs, a
research, training, and demonstration not-for-profit organization
created out of the Ecumenical Institute in Chicago. The consulta-
tions were in a variety of cultures and countries; the United States,
Canada, Italy, India, The Philippines, The Republic of Korea, Ja-
maica, Venezuela, and Peru. They were in urban neighborhoods,
small towns, and rural villages. Everyone in the community was in-
vited to participate in the workshop, and most came to the evening
sessions. People were visited in their homes and places of work dur-
ing the afternoons, and in the mornings a plenary was held.

The first day of the weeklong planning workshop asked in var-
ious forms, “What would you like to see in your community in the
next four years?” The assumption is that there was a latent vision
of the future of the community. It was mostly unconscious and
mostly needed only to be unleashed.

Several things surprised us in the process of leading these work-
shops. This unconscious vision was common to an extraordinary de-
gree among the residents. If someone said they wanted a voluntary
fire department, many others mentioned it also without knowing
that the other person had suggested it. At the same time these vi-
sions were inclusive of most aspects of the community. Visions in-
cluded health, education, commerce, infrastructure, plazas, new
churches or temples, among many other things. It was striking how
diverse the desires of a single community could be. Generally, they
were quite achievable. These visions were practical, even when they
verged on the overly ambitious. They were truly evolutionary.

In these situations, the old spirit was present. It was alive, per-
haps dormant and only needed awakening. Sometimes, however,
the old spirit is gone or never existed. When that is the case, some-
thing more revolutionary is required.

Revolutionary Vision

Revolutionary vision taps into the emerging future, and asks oth-
ers to participate in it. It asks, What tomorrow is being born today?
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Claus Otto Scharmer (2000) and others at MIT have been
working on what happens when leaders tap the future.

Leaders from around the world are facing a new kind of challenge:
coping with the various waves of disruptive, revolutionary change
that redefine the context of business. One wave has to do with the
rise of the Internet based “new” economy and its driving force, the
process of digitization (Castells, 1998; Kelly, 1998). A second has

to do with the rise of new relational patterns and their underlying
driving forces: the processes of globalization (of markets, institu-
tions, products), individualization (of products, people, and their
careers), and increasingly networked structures and web-shaped rela-
tionship patterns (Castells, 1996). For example, the “war for talent”
that most companies deal with is a typical challenge that arises
from the interplay of the above four driving forces.

A third and more subtle dimension of change has to do with the
increasing relevance of experience, awareness and consciousness
and their underlying driving force, the process of spiritualization
(Conlin, 1999) or, to use a less distracting term, the process of be-
coming aware of one’s more subtle experiences (Depraz, Varela,
and Vermersch, 1999). An example is the recent growth in interest
in topics like “flow” (Csikszentmihalyi, 1990) or personal mastery
(Senge, 1990) both inside and outside the world of business.

These three contextual changes present today’s leaders with a
fundamentally new world in which they must be innovators and
radical revolutionaries rather than agents of improving the status
quo (Hamel, 1997, 2000). The more the world of business moves
into environments of increasing returns, the more the primary
challenge for business leaders becomes developing a “precognition”
for emerging business opportunities before they become manifest
in the market place (Arthur, 1996). (Scharmer, 2000, pp. 3—4)

Both hope and dreams of the future and sensing the future are
fundamental to tapping into the enthusiasm, the inspiration of a
group. It is the collective vision that is important, not only that of
the individual leaders.

GROW SPIRIT BY COLLECTIVE STORYTELLING

The usual understandings of the word myth involve ancient sto-
ries about the supernatural like the Greek gods and goddesses,
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or modern people like Elvis Presley who are so well regarded that
they are “a myth in their own time,” or something that is untrue—
the myth of instant weight loss. A new understanding of myth is be-
coming part of contemporary organizational theory.

Organizational myths in this understanding are, first, usually
rooted in historical events. Second, they are rooted in the mean-
ing and values of being a member of the organization. Third, a
myth is a symbol of the organization. It tells of the beginnings and
endings. It is a stylized narrative of the struggles and successes in
the development of the organization. Heroes and heroines are re-
membered. Stories about times of difficulty are shared. Icons and
rituals support stories.

Companies have rituals of many kinds. Some celebrate the
amount of time one has spent with the organization, such as mark-
ing twenty-year anniversaries. Others celebrate promotions or
birthdays. Sales conferences take on a ritualistic tone at times. Day-
to-day events like colleagues greeting one another on arrival at
work are rituals. A weekly team meeting, a coffee machine con-
versation, the smokers going outside together for a cigarette, going
to a pub with colleagues on Friday afternoon—all of these have
some ritual aspects.

Icons, such as organizational logos and house styles, are a bit
more obvious. The displays of products or trophies are corporate
icons. When you walk into the Nike European headquarters, you
see lots of symbols. Pictures of the founders and of sports stars
speak to the visitor and staff. The architecture itself is designed to
bring to mind a rural college campus.

These stories, rituals, and icons are critical to sustaining the
spirit of an organization. Leaders who ignore this dimension of
people management do so at their own risk. Stories enable leaders
to communicate effectively, to build collective intelligence, to imag-
ine alternate futures, and to successfully introduce new ideas
(Kahan, n.d.; Denning, 2004).

Stories and storytelling enable a leader to communicate effec-
tively at many levels. Complex ideas are best communicated
through the use of stories. The story asks the listener to imagine
himself or herself as a part of the story. When they do, the story be-
comes their own. It becomes part of their identity and not some-
thing imposed from outside.
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Stories are being recognized by the world of knowledge man-
agement. Until recently, knowledge management has focused on
explicit knowledge, those things that can be documented. This
kind of knowledge can be stored in computers; it can be retrieved
by anyone who has access. It is convenient to manage. The prob-
lem is that most knowledge is not explicit. It is tacit knowledge, em-
bedded in the way things are done. Tacit knowledge is also
communicated by stories.

Imagine reading a manual about how to ride a bicycle. This
manual would describe balance and how to achieve it. It would dia-
gram the inner ear and how it helps a sense of balance. This pre-
tend manual would describe gyroscopic forces when the wheels go
around and how they help balance and stability. It would describe
how to steer and to peddle. Imagine now getting on a bicycle and
riding it. The way most of us learn to ride a bike is to get on and
try. Someone might help hold it up and run alongside. They might
make suggestions about how to improve. This might speed up the
learning process, but the learning is getting on and riding.

More and more knowledge management is about creating
communities of people who have this “knowledge in action” and
tell stories that capture in some degree this tacit knowledge. The
collective wisdom is stored in the memories of these people, cap-
tured by their experiences, and shared in stories.

Stories also enable people to imagine new futures. In a sense,
any planning is about storytelling. It is not often narrative in nature
but it is a construction about what the future could look like or,
given enough commitment, will look like. Some of the processes of
using stories to create future plans are formalized in strategic plan-
ning techniques such as scenarios and appreciative inquiry.

New ideas can be introduced through the use of stories. In
complex systems, people need to understand the connections be-
tween things and events. Stories help us understand what has
brought an organization to a particular place in its development,
why things need to change, how they are going to change, and how
the organization will benefit. New thoughts and ideas are con-
nected to the existing images and understandings of people. They
then become more acceptable.

We worked in a village in Peru for two years doing community
development work. Houses were constructed of brick or adobe or



38 THE 9 DISCIPLINES OF A FACILITATOR

plastic sheets on bamboo frames. Everyone was improving on the
places where they lived. They were either just finishing an im-
provement project, planning one, or in the midst of doing one.
When we first arrived we thought construction was going on all the
time. As we lived there for some months, we noticed that a lot of
the construction was not really going anywhere. A few hundred
bricks would be stacked against a one-third completed wall, the
only one in the new house. They stayed there over the months and
years. These incomplete and perhaps never completed structures
seemed more symbols of failure than of hope in the future.

The project received a grant to build a new schoolhouse. The
village had to supply the labor and expertise, and the organization
would supply the building materials, reinforcing rod, bricks, ce-
ment, and so on. One of the conditions of the grant was that the
building had to be completed in six weeks. The village decided that
it would conduct a series of workdays every Saturday. About a hun-
dred volunteers showed up the first day. We dug foundations and
cemented in the foundations. At the end of the day the women of
the village prepared a feast, and lots of the local brandy and beer
flowed. It was great. The next week we had about fifty-five people.
The third week we had three or four teenagers. We discussed it as
a staff and realized that we were in the process of producing an-
other symbol of failure. The next Monday our staff went to the site
and began work. After a while one of the informal leaders came and
asked what we were doing. We said we promised to complete the
school in six weeks, and we felt that we needed to put in an extra
effort to get it done in time. Slowly, more and more people joined
us over the next few days until on Saturday we had more than fifty
people working. The village did complete the school on time, and
it became a symbol of success and one of the stories that villagers
told about how they had transformed the community.

SUSTAIN SPIRIT WITH STRUCTURE

Unless spirit is given a pathway to express itself, it will dissipate.
That pathway is the structure of the organization, but structure can
stifle and kill spirit just as easily as conducting it. Most organiza-
tions have the process backward. They create an organization and
then try to kindle spirit in the thing, like bringing a robot to life.
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An entire industry of motivational efforts has developed to assist
this largely misguided process.

The sequence is to evoke spirit, enable it to grow strong, and
then create a structure to hold it in being. Structure is more likely
to be grown like a plant than to be built like a freeway. To under-
stand how the spirit is moving in an organization, a leader listens
to the stories that are being told and watches the way people in-
teract with each other and with their work. His or her work is to
create structures that support what is working in the organization.

The setup and style of an organization’s space effects spirit. It is
not only the architecture but also the décor and furniture. When
an organization moves its offices or a manufacturing plant, the
spirit can be dramatically affected.

This doesn’t necessarily mean anything so chichi as a Feng Shui
study. When the Navy commissions a new ship, careful considera-
tion is given to the first crew. Not only do they need to be highly
professional, but they also need to have the appropriate team and
working spirit. The Navy has learned that the experiences of this
initial crew can affect the culture of the ship for decades into the
future. Would that other organizations were so careful of their
newly commissioned spaces!

The space of an organization, in this approach, is created to
support the spirit. To do this a leader must be able to know where
the spirit is moving and to respond to it with some sensitivity. Pay-
ing attention to where the excitement is is the key to discerning
spirit. What do people talk about? Where is their energy for doing
things? These things will give indications of where the spirit is mov-
ing. Too often managers ask questions in a way that indicates what
employees should value, and employees too often give what is ex-
pected of them. The spirit dies.

The same things are true for the way time is structured in the
organization. The rhythms, the paces of work and changes in it,
the events that mark time all affect the spirit of the group.

We worked for a small company of about ten consultants in
Brussels. Most of the week we had little time to see each other, ex-
change ideas or report what was happening. Every Friday at 4 p..
everyone who could would meet at the Pax, a quiet neighborhood
café/bar. We had a few drinks, socialized, and told each other
about our week. If there were any special issues, they could be
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brought up and solutions found. Sometimes people would drift
home around 5 .M., and sometimes family and friends would turn
up and we would go on until late in the evening. The event
marked the end of the week and enabled a transition from the
workweek to the weekend.

Leaders who need to control will tend to kill the spirit. They
have a hard time understanding spirit and how it moves. When the
vision is clear and the collective story is grounded in reality and
well told, then the structures will coalesce easily and quickly. By let-
ting space, time, and relationships organize themselves as the spirit
moves them, they will reflect and support the most creative and ef-
fective dimensions of the company. This process of letting the spirit
shape the structure requires some sensitivity. If the structures are
fixed too soon, the spirit will be wounded. If the structures are
fixed too late, the spirit will dissipate. It is perhaps better to err on
the side of too late than on the side of too soon.

Organizations as Containers of Spirit

Scharmer (2000) discusses four archetypes of organization: cen-
tralized, decentralized, networks, and communities. All of these
can and do at one time in their lives act as containers of spirit. Yet,
spirit in our time seems to be moving away from centralized forms
toward community forms.

Centralized organizations are the typical hierarchical, pyramid
structures. They are relatively simple. They tend to operate out of
a machine metaphor and function as bureaucracies. Professional
bureaucrats manage them, and oligarchies lead them.

Decentralized organizations are a step away from centraliza-
tion but have most of the same attributes. They are simple in struc-
ture, with several miniature versions of the centralized structure.
They are hierarchical and pyramid. They are somewhat indepen-
dent machines run by decentralized professional managers.

Organizations as networks are a significant shift in operations.
They consist of networks of thinkers, brokers, and makers. These
networks activate when a task is required. They shift as the task
changes. Imagine the design and construction of a complex struc-
ture such as a harbor, a long suspension bridge, or a deep water
oil platform. Different functions come and go as progress is made
in the construction: the architect, the general contractor, the sub-
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contractors. The makers would come and go depending on their
specialty, steelworkers in this phase, electricians in that one, and
plumbers in another.

Organizations as communities are rare, but more are coming
into being. They are communities of reflection, commitment, and
practice. Communities of reflection are not simply discussion
groups. They reflect on shared experience and operate at a so-
phisticated dimension of dialogue. Communities of commitment
are based on a shared will. It is not common plans, as any group
can have these. These communities are built from the subjective
nature of shared experience; they care about the same things. They
discover connections between members and build on those con-
nections. The common connections then lead to connections to
the larger whole. Finally, objectives are discovered and moved to-
ward a shared body of collective will. Communities of practice are
just that, communities that practice. They may be groups who play
music together or trainers sharing teaching methods by trying
them out (Scharmer, 2000).

COMFORT SPIRIT AT THE END

All things come to an end. For some time, American society has
tended to avoid dealing with death, although there is some evi-
dence that this is changing. We sanitize the burial and grieving
process. Bodies are made up to look like the people are still alive.
Coffins are constructed so that they will last for centuries. Funeral
homes isolate those who are grieving to protect them from em-
barrassment and the others from having to deal with the pain
being expressed. The language we use softens the experience.

Departments come to an end, and much of the same grief and
pain is present. Companies fail. People are let go. Real leaders help
people through these ending times. The grieving process in all of
these situations needs to be supported. Unfortunately, the norm
seems to be avoidance of the human aspects of dying.

When a human system, particularly a business, or part of a business,
shows the unmistakable signs of ending, the sequence of behavior
at the top is unfortunately fairly predictable: (one) ignore it, per-
haps it will go away; (two) deny it, perhaps it isn’t so; (three) find
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somebody else to blame, so at least you do not get tagged with the
failure; and (four) bail out as quickly as possible with the largest
parachute available. (Owen, 1990, p. 122)

Of course, this is understandable in a culture of success that de-
nies death. It is precisely at these moments when spirit needs sup-
port. True leaders take on the unpleasant task of being there for
colleagues when this happens. It is at these moments that the great-
est insights and learnings can be gleaned.

The Grief Work

Much of the work on grief has been done for individuals, but it ap-
plies equally to organizations. Harrison Owen (1990) suggests six
stages of the grieving process. Stage 1 is shock and anger. This is a
manifestation of the organization’s own need to survive. Stage 2 is
denial and “if only.” Denial is pretending that nothing is happen-
ing. It is the belief that the organization won’t survive without our
contribution. Time spent discussing the “if only’s™: If we had done
this or if they had done that, it would all be different. This stage is
important because it is building the distance needed to be able to
move into stage 3, which is memories. Here stories are told about
heroes and heroines, the great things we did, the contracts we won
and so on. The fourth stage Owen calls “Open Space.” There is si-
lence, a time of reconciliation, not necessarily of a thoughtful sort.
[tis like the moment between breathing in and breathing out. It
seems that nothing can be done. The interesting thing about
human beings is that it is precisely in this situation, in which they fi-
nally realize that nothing can be done to continue the old situa-
tion, that new notions about what can be done begin to stir, and
the fifth stage, “Imagination,” begins. These stirrings are not sweep-
ing strategies but rather initial forays in wholly new directions. This
possibility comes from the freedom found in the open space.
Choices are not yet made, but new possibilities are being seen.
From those possibilities a new vision starts to emerge, the sixth
stage, “vision.” The vision stage is both the end and the beginning.
It is the end of the old and the beginning of the new.

Obviously no leader conducts an organization through these
stages, but the leader can be supportive of those individuals in-
volved when an organization or department comes to an end. This
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is the process of an organization coming to terms with the death
of its previous way of being. Effective leadership is able to be pres-
ent for the organization throughout the process and to support
what is, in fact, a fresh development of the new future.

What can a leader do? Attempts to intervene and redirect this
process can abort the process. These efforts often come out of the
image of the leader as a parent or a master, protecting people from
the pain of grief at exactly the moment when in fact they need to
experience it fully and take responsibility for their own futures, to
be able to move on. Leaders who assume that the organization is
incapable of healing itself often create a self-fulfilling prophecy.

Top management may leave the middle manager to carry out
the ugly work of downsizing, saving their own reputations for the
eventual rebuilding process with the survivors. The struggle to
stand with colleagues during the grieving process is much more
difficult for those who have to carry out the procedures that cause
the grief. The leader has to create his or her own way. Those who
are present and authentically care will contribute to the next
phase. It is a time of trial, which colleagues will remember—for
good or ill—for a long time to come.

Sometimes the grieving process works, and sometimes it does-
n’t. When it does not, spirit is not revived. When the spirit is dead,
a hollow organization continues without ever functioning effec-
tively, like a factory in which a caretaker maintains the facility but
production capability rusts away. Alternately, the organization dis-
sipates. There may be remnants that remain.

When the grieving process works, the possibility of something
new is created. The vision evokes spirit. Equally, spirit inspires vi-
sion. Leaders are attuned and present to spirit, and when the time
is appropriate enable the creation of vision.

CONCLUSION

A great deal has been written about leadership. How-to manuals,
ethics, qualities, characteristics, and more have been developed in
response to the problems of the leaders we seem to be inflicted with.

Leadership is about spirit; caring for others’ spirit and your
own. As Dee Hock (1999) says, the first person you need to man-
age, as a leader, is yourself. Taking care of yourself is not just the
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occasional massage; it is an essential component of being a leader.
Traditionally, a leader has had time to step aside to think through
a decision and to reflect on what is needed, but that option is less
and less available today.

The former mayor of New York City, Rudolf Giuliani, was in a
meeting when someone walked in and said, “There’s a fire at the
World Trade Center. They think a twin-engine plane hit the build-
ing . ..” (Giuliani, 2002, p. 4). He had no time to go aside and
reflect. He had to act immediately even though many of the emer-
gency plans were of no use. Giuliani acted, as we all do, out of the
character that he had developed over all of his years of experience
up until then. Caring for yourself is preparing the character you
want to have when difficulty arises. It will take more than an occa-
sional massage to do that.

Leadership is also about interacting with groups. The old de-
cision-making processes are dying. Frontline employees are nec-
essarily involved in the decision-making processes because only
they have some of the critical aspects of the information needed
to make these decisions. They are also expecting to be involved in
the decisions. You hear the occasional complaint that they don’t
want the responsibility for these decisions. “Managers are paid to
make decisions, not us.” The longer-term and stronger trend is
toward participation.

Decision-making processes are becoming more transparent.
Smoked-filled rooms are out, not only for health reasons. In-
creased transparency is being required legally and socially.



CHAPTER TwO

TRENDS IN EMPLOYEE
PARTICIPATION

Leadership today must take into consideration some dimension of
participation by those who are being led. While this has been the
case for some time, we live in an historical moment in which par-
ticipation is no longer one philosophical or cultural option among
many, but is a given, in some form or other, in every society and in
every organization. The involvement of participants in their own
decision making is part of the fabric of today’s world.

The facilitative leader is that leader who understands and applies
in her or his situation the skills necessary to gather the best infor-
mation possible from colleagues and employees, to generate the best
ideas, to develop optimal decisions, to enable commitment from the
group, and to organize effective implementation and evaluation.

We are convinced that there are two major reasons for this de-
velopment of a greater understanding of group dynamics and par-
ticipation in decision-making processes. One is historical, and the
other has to do with the changing circumstances of organizations
today. As a result, organizations themselves have begun to make
changes toward greater employee participation.

HISTORICAL PRECEDENTS

TO GREATER PARTICIPATION

The American and French Revolutions mark some of the earliest
inclusions of “the many” in the decision-making process. Until

these two revolutions, the prosperity of a country depended to a
large degree on the quality of its king or queen.

45
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The ending of slave trade and the abolition of slavery created a
legal framework of equality for nonwhite men. The right to vote
was granted to women in New Zealand in 1893, spread across
North America (the United States in 1920 through a constitutional
amendment), most of Europe (the United Kingdom in 1928), and
finally the greater part of the world, although women are still not
allowed to vote in some countries.

These developments increased the numbers of those individ-
uals who could participate in formal decision-making processes.
One result of their institution was the spread of individual re-
sponsibility and freedom of choice. Another is a doubling of the
number of those eligible to vote, dramatically changing the dy-
namics of elections throughout much of the world.

The civil rights movement in the United States took concepts
like the right to vote, equal access to public services, and other
legal rights and turned them into realities.

While the political world was shifting in the nineteenth and
twentieth centuries, the world of economics was changing as well.
The Industrial Revolution dramatically changed interaction in the
workplace. A key consequence was that workers were no longer in-
dividuals, but were now a collective body, part of the production
process. Individuals were replicable parts of a machine. During this
period there was enough surplus labor that finding replacements
was relatively easy. This gave a great deal of power and control to
the management of industries. In response to potential and often
real exploitation of workers through the use of this power, a move-
ment centered on the rights of workers emerged. This took a num-
ber of forms, from anarchism at the end of the nineteenth and
beginning of the twentieth centuries to socialist political parties, es-
pecially in Europe and to a lesser degree in the United States. The
individual worker had to surrender workplace freedoms for the sake
of the collective labor effort. This powerful new social entity—
workplace labor—needed organization of its shared interests and
goals, resulting in increased participation in decision making by the
collective labor force. Karl Marx and other socialist intellectuals de-
veloped the theoretical basis, and the implementation was done by
labor organizations such as unions and political parties. Not only
did collective labor increase the power of the working class but it
also developed skills in participation in decision-making processes.
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The right to participate is growing in other ways also. Children
have gained rights and even at times influence in decision-making
processes. The right to participate, while not a reality everywhere,
is recognized as something that should be allowed.

CHANGES FACING ToDAY'S ORGANIZATIONS

Three characteristics mark the circumstances of modern organi-
zations and their functioning. First, organizations are becoming
more complex in content, processes, and dynamics. Second, they
are required to be more attentive and responsive in order to
achieve their goals, whether social or business. Third, organizations
today need to be increasingly creative and innovative in order to
survive in the competitive and rapidly changing environment.

ORGANIZATIONAL COMPLEXITY

Complexity is part of our age. The amount of information neces-
sary to operate even a simple business is massive. The blueprints
required for constructing an offshore oil rig run into a million or
more drawings, each one of which requires that decisions be made.
Some of these decisions may require inputs from three or four dif-
ferent companies and any number of specialists. Added to this
huge technical complexity are things like stakeholder relations,
management of suppliers and subcontractors, government agency
coordination, and human relations issues. And this is just a con-
struction example; think of a school district reconsidering its cur-
riculum; an association adapting its bylaws; a hospital trying to
improve its service delivery.

The accepted wisdom in these complex situations is that the
situation must be broken down into manageable pieces. Decisions
in each arena are typically taken independently of each other, re-
sulting in less than optimal interfaces between the units. Doing
your bit well, tossing it over the silo wall, and letting those on the
other side deal with it as they will is a typical result of this approach.

While breaking tasks down simplifies each of the tasks, inde-
pendent specialist teams can increase the cost and complexity of
a job. Automobile designers, for example, might create dozens of
different specifications for various nuts and bolts, when in fact only
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five or six more generalized ones may be needed. The teams de-
signing the chassis, interior, suspension, drive train, and engine all
need bolts and nuts. Teams left on their own tend to create speci-
fications that meet their needs, without reference to the needs of
other teams. This makes manufacturing the car more complex and
more costly.

Organizations, realizing that this “silo behavior” is less than
helpful, look for ways to include people from the whole process in
their planning. The idea is that people working in each phase of a
project can develop a clearer idea of the issues, constraints, and
expectations of the rest of the process. In principle, pickup by the
next phase of workers is smoother and more trouble free, and this
saves time and money.

DYNAMIC COMPLEXITY

Peter Senge (1990, pp. 71-72, 364-365) describes “dynamic com-
plexity,” where the relationship between cause and effect is subtle
and the effects over time and distance are not obvious. Many orga-
nizations today work routinely with this type of problem. This is es-
pecially true any time an organization works internationally. When
the effects in the short term are different from those over the long
term, or when the effects of a change in one part of a system are
dramatically different from those in another part of the system, dy-
namic complexity is operating. A problem may take years, even
decades to work its way to the surface and become visible as an issue
that needs attention. Traditional planning, forecasting, and analyti-
cal techniques are not designed to deal with this kind of intricacy.
“Balancing market growth and capacity expansion is a dynamic
problem. Developing a profitable mix of price, product (or service)
quality, design, and availability that make a strong market position
is a dynamic problem. Improving quality, lowering total costs, and
satisfying customers in a sustainable manner is a dynamic problem”
(Lyneis, 1980). International organizations find that a policy that
is much appreciated among one segment of their membership may
be despised in another segment.

An example of actions having one effect in the short term and
another over the long term is the emergence of hypervirulent in-
fections that reside in hospitals. They have evolved from normal
infectious bacteria. As patients were treated with antibiotics for
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their infections, some of the bacteria survived and evolved so that
the antibiotic became ineffective. Hospitals then switched to new
antibiotics, resulting in the bacteria evolving further. The bacteria
began evolving faster than new antibiotics could be developed. The
short-term consequence is saving lives, and the long-term is the de-
velopment of virtually untreatable infections.

Gathering and understanding information across different
teams and over time are not typical command-and-control activi-
ties. This sort of complexity calls for a maximum of effort by all in-
volved, not only to deliver their own input, but also to understand
and adapt to the input of the others.

Organizations are also awakening to the fact that information
and knowledge is distributed throughout the organization, a rad-
ical shift from the belief that all relevant information resided in
management. For everyone to have access to distributed informa-
tion, new channels of communications and processes of decision
making are necessary. Facilitative leadership is an effective way to
deal with complexity that calls for a diversity of inputs, perspec-
tives, and experience to be understood and managed.

ORGANIZATIONAL RESPONSIVENESS

One nagging issue for organizations today is how to respond
quickly to ever-present challenges and demands. For businesses,
the capacity to discern and respond to a wide range of changes in
the marketplace, business environment, customer expectations,
and supplier information is a critical competitive advantage. In the
area of social services, there is the need to be ready to provide care
immediately, keeping bureaucracy and paperwork for recipients
to a minimum. Similar circumstances apply in many other fields.

In order to ensure increased adaptability, organizations have
tended to move their decision making closer to their corporate in-
terfaces: service recipients, customers, suppliers, and other stake-
holders. Greater decision-making responsibility is being given to
caregivers, salespeople, repair people, and service representatives,
so that whatever services are delivered, they are provided in the
most effective manner possible.

We worked with the U.K. sales office of a large European paper
manufacturer. There were inside and outside sales representatives.
Inside sales reps took orders over the phone based on contracts
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the outside reps had generated by visiting clients in person. Most
of the negotiations for price, delivery time, quality, and so on was
taking place in the phone conversations between the purchasing
agents of clients and the inside sales reps. When the inside reps
were given a limited band within which they could negotiate with-
out needing permission from supervisors, sales were completed
much faster, clients were better served, and the reps were more sat-
isfied with their jobs.

The development of new products and processes in response
to customer requests is being institutionalized. Product improve-
ments are closely tied to complaints and suggestions when the cus-
tomer interfaces with the company. Repairmen and women,
service desk operators, and sales people often have a better un-
derstanding of customer needs and expectations than do the prod-
uct designers.

For companies whose competitive advantage depends on min-
imal length of supply chains, the distance between companies and
their suppliers is so close that at times it is difficult to distinguish
the two organizations. The core suppliers of Dell Computers re-
ceive communications every twenty seconds. Deliveries to their
Austin plant from suppliers are within ninety minutes of order. In
another example, when selecting a new supplier, a Japanese car
manufacturer will send a manager to work inside the new supplier
for two years to learn the supplier’s strengths and weaknesses. Both
companies adjust to the needs of the other.

Responsiveness is a function of a number of strategic, tactical,
and operational systems, all of them based on continuous com-
munication across functional and sometimes organizational
boundaries. Leadership is not confined to delivering quality in
one’s own field, but it includes the ability to gather relevant infor-
mation from a diversity of sources and enable them to arrive at mu-
tually satisfactory ways of working together. Here again, the skills
of group facilitation are a critical component of leadership in
today’s world.

ORGANIZATIONAL CREATIVITY AND INNOVATION

In addition to coping with complexity and responding quickly and
accurately, organizations today also need to be creative and inno-
vative. Certain conditions need to be in place to do that: dissatis-
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faction with the current situation, perception that there are or
could be acceptable alternatives, confidence in the ability to
change, supportive and challenging environment, independent
thinkers, free-flowing ideas, information, and time.

[t seems obvious that for innovation to happen people need to
see the need for change. To generate creative solutions, people
need to believe that a solution can be found and that they can find
it. Leadership that supports creative thinking takes responsibility
for supporting this belief across the organization. If the situation
is seen as hopeless, it will be hopeless. Belief in the ability of the
existing organization to solve its problems turns an insurmount-
able obstacle into a challenge to be taken on. Leadership can sup-
port this belief by listening to and providing help as ideas emerge.
Not all ideas need to be supported forever, but the process of gen-
erating ideas does need support all the time.

Creative thinking begins with a quantity of ideas, not with qual-
ity ideas. It may be that 99 percent of what is proposed is not much
use, but without that 99 percent, the one good idea would have
never made it to the top. Itis a little like panning for gold. You put
a shovel full of sand in the pan, slowly swirl it around in water, and
the last few grains may be gold. Leadership appreciates the 99 per-
cent for that golden 1 percent that it produces.

The right balance between supporting creativity and challeng-
ing people to be creative is necessary. Creativity takes place in sit-
uations where the organization is challenged and there is no easily
perceived solution. Leadership needs to encourage, express, and
explore new ideas and take risks.

In 1997, the Central New York Regional Transportation Au-
thority (Centro) lost one-sixth of its operating income from na-
tional and local government cuts and a generally depressed local
economy. No new sources of income were obvious. The new gen-
eral manager, Joe Calabrese, stated:

“The job of leadership is to take people where they ordinarily
would not go.” Hence, he encouraged his employees 1o “Take a
chill pill” and not worry so much about the consequences of new
techniques. He backed that up by assuring them that there would
be no penalty for first time failures of new attempts to improve
service and agency efficiency. Mr. Calabrese believed that providing
his staff with a certain amount of “cover” was one of his primary
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responsibilities as General Manager. He always wanted to test new
ideas. “Let’s try—it could be fun,” was one of his mottos. (National
Center for Transit Research, n.d.)

Centro reduced costs, increased revenues, and received a three-year
emergency supplemental grant from the New York State Legislature.

Creativity requires that organizations have independent
thinkers. The processes of combining ideas in new ways, of seeing
things from new perspectives, and developing new applications
need minds that are unburdened by fixed ideas. Creative thinkers
live simultaneously in both the worlds of fantasy and of reality.
Many also have a wide range of peculiar, seemingly irrelevant in-
terests that may contribute nothing obvious to the creative process.
These interests, however, can be a rich source of metaphor, paral-
lel thought processes, and associations that lead to creative ideas.

People need to be stimulated if they are to think creatively.
They need access to ideas and information. Without some clear
understanding of what the actual situation is, even the most cre-
ative people cannot solve the real problem. One of the prerequi-
sites for a creative environment is an ongoing flow of ideas and
information. The effective leader in a creative organization is not
expected to come up with solutions to all of the problems alone.
Rather, the leader needs to build an environment that encourages
open dialogue in which people can risk sharing new ideas and
thoughts.

ORCANIZATIONAL MOVEMENTS
TOWARD PARTICIPATION

At the same time that historical trends have been moving toward
increased participation in decision making, and organizations have
sought more creative solutions to the challenges facing them, or-
ganizations themselves have developed ways of increasing em-
ployee participation.

In the 1930s, social psychologists in Europe and later in the
United States began researching the functioning of groups by ob-
serving their workings. Kurt Lewin (1951) pioneered this work and
influenced millions of managers over the world. Lewin and his fol-
lowers “developed a concept that became central to organizational
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reform: You cannot know an institution until you try to change it,
and you cannot change it without reflecting on its purpose. This
meant studying companies with full immersion in their cultures,
in partnership with those managers who wanted to make change—
typically managers of some pilot project within the firm” (Kleiner,
1996, pp. 30-31).

By the middle of the twentieth century, group methods as such
began to emerge. Many of these were influenced by the work that
had come to be known as Robert’s Rules of Order (A Short History,
n.d.), one of the early works on group decision making, originally
published by Henry Martyn Robert.

In 1941 Alex Osborn, an advertising executive, found that con-
ventional business meetings were inhibiting the creation of new
ideas and proposed some rules designed to help stimulate them.
He was looking for rules, which would give people the freedom of
mind and action to spark off and reveal new ideas. To “think up”
was originally the term he used to describe the process he devel-
oped, and that in turn came to be known as “brainstorming. . . ."
He described brainstorming as “a conference technique by which
a group attempts to find a solution for a specific problem by
amassing all the ideas spontaneously by its members.” The rules
he came up with are the following:

® No criticism of ideas

® Go for large quantities of ideas

® Build on each other’s ideas

Encourage wild and exaggerated ideas. (Infinite Innovations,
2003)

Such research and practical developments enabled social sci-
entists and managers to become more aware and more sophisti-
cated in their understanding of the way groups worked.

With the emergence of the computer-based workplace and em-
ployees working individual]y on networked personal computers,
organizations needed more than the command-and-control
model’s simple compliance by employees to a job description and
routine. A more powerful employer-employee contract became
necessary. Commitment cannot be ordered: it has to be freely
given. As knowledge workers have emerged as a significant force
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in organizations across the world, structured, measurable tasks
have become increasingly difficult to design and implement. Cre-
ative problem solving has become a required competency for
employees well below the management level. Judgment, respon-
siveness, and the need for the employee to “embody” organiza-
tional goals, values, and work processes calls for a new type of
relationship between manager and employee, among managers,
and among employees themselves.

WHY FACILITATIVE LEADERSHIP?

Facilitative leadership enables all of the relevant ideas to get onto
the table and creates an environment in which constructive dia-
logue can lead to innovative breakthroughs.

Facilitative leaders recognize that new ideas develop in stages.
Ideas don’t emerge fully matured. In the very early stages of de-
velopment, ideas are fragile and need to be encouraged. Ata later
stage ideas need challenges or they will not have the strength
needed to survive in the long term. Later, when the idea has ma-
tured a little, it needs both challenges and testing in the real world.

In the next chapter, we discuss types of facilitative leader-
ship skills and how they can be applied to specific organizational
challenges.



CHAPTER THREE

THE SKILLS OF A
FACILITATIVE LEADER

The skills of a facilitator can be divided into three types: facilitat-
ing the environment, facilitating diagnosis, and facilitating reso-
lution. Environmental skills are aimed at the question, “What
social/psychological atmosphere is needed to get this job done?”
Diagnostic skill is applied to answer the question, “What is going
on here?” Skill in collective resolution answers the question, “What
can be done to improve the situation?”

FACILITATING THE ENVIRONMENT

Facilitation creates a place and time of mutual trust. The reason
for this is not just that trust is a nice thing, but that a degree of so-
cial comfort is necessary for people in a group to interact effec-
tively. Being creative requires risk, and the right environment helps
people find the willingness to take risks.

Atan organizational level, the facilitative leader puts into place
policies that ensure employees that they can expect justice and cor-
porate support when they deliver their best efforts to the shared
enterprise of the organization. This means allowing enough time
and budget for people within the organization to know one an-
other. They need to be comfortable dialoguing outside of their
daily work groups.

When preparing to cope with a project or problem-solving sit-
uation, the facilitative leader creates a suitable environment. Here
“creating an environment” means building trust in the manage-
ment or project team. There is no group, no matter how senior or
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professional, that can ignore attention to personal relationships.
The facilitative leader ensures that the team learns to know and re-
spect one another even as they begin the important work of initi-
ating their project.

When working in a specific meeting, the leader as facilitator is
careful to create personal respect among group members. The par-
ticipants need to believe that they will be listened to and that their
ideas will be taken seriously. The facilitative leader is responsible
for creating such a place and time. In order for that to happen, the
leader needs to be committed to an enabling environment, to
model appropriate behaviors, to use group process techniques
effectively, and to intervene in ways that promote helpful group
dynamics.

FACILITATING DIAGNOSIS

At the organizational level, the leader, facilitator, or manager sim-
ply asks, “What is the challenge, opportunity, or issue the organi-
zation is facing? What should be done about itz” The ways these
questions are answered depend on the models, methods, and ex-
periences of the people answering them.

To discern the situation in an organization, the facilitative
leader begins with some model of what an organization is and how
it works. These models typically operate as unconscious underly-
ing assumptions. It can be less important what the model is than
that the manager or leader becomes aware of the model he or she
is using, so that he or she has the option of changing it.

A classic set of models or metaphors of organizations is pro-
vided by Gareth Morgan (1986). He describes eight different
metaphors of an organization: a machine, an organism, a brain, a
culture, a political system, a psychological reality, a system of flux
and transformation, and an instrument of domination. His analy-
sis can be helpful in clarifying one’s own assumptions as a leader
and the assumptions operating within an organization.

Many facilitative leaders use more than one model or image to
understand the organizations they are working with. In fact, a sin-
gle organization may be operating with several different metaphors
in different departments or divisions. Morgan (1986) describes
McDonald’s outlets as machines. Very specific sets of processes that
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are to be precisely followed are taught to every employee at every
McDonald’s restaurant. Even behaviors such as “Smile at the cus-
tomer,” “Count the change out loud,” and so forth are regulated.
On the other hand, McDonald’s headquarters are creative and in-
novative. The atmosphere is more like an advertising agency.
Whiteboards on the hallway walls encourage people to put up
ideas. A quiet room is available for people to meditate.

In preparing for any project or problem-solving activity in the
organization, the facilitative leader is concerned with similar diag-
nostic questions about the challenge, opportunity, or issue facing
the organization and what should be done about it. In this case,
standard project management and needs assessment tools come in
handy. Concern with deliverables, budget, time required, and
processes to be followed are important.

For leading a meeting, the facilitative leader needs to be ready
for the specific realities of the day. No two meetings, even those
with the same agenda, are alike. The leader first needs to have an
understanding of the content of the meeting, not as the expert in
it, but to consider what the important discussion points will be, and
what information may be required to make needed decisions.
Second, the leader needs to have a process in mind for how to pro-
ceed, step by step in the meeting. Third, the leader needs to con-
sider the individuals who will attend, thinking through how to
approach the various issues on the table in light of the personali-
ties and values of those anticipated around the table.

FACILITATING RESOLUTION

Resolution is a combination of the promise of a situation, the so-
lution reached by the group, and the commitment to see these first
two brought to fruition. Enabling resolution of a group is the most
common form of facilitation—the ongoing decision making, im-
plementation, and discussion with colleagues. Flexibility is the hall-
mark of the effective interaction. Of course, that flexibility is the
result of having thought through very clearly both the objectives
and the human dynamics of the organization, the project, and the
meeting.

At the organizational level, interaction skill means that the fa-
cilitative leader is prepared to deal with the details surrounding
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any new direction. This means thinking through and managing
not only the big picture, but being prepared to work through the
ways that the big picture gets communicated and interpreted
across the organization.

In preparation for a new project or initiative, the facilitative
leader is prepared not only to present one approach, but to pro-
ceed with the numerous iterations and negotiations needed before
a shared approach can be agreed upon.

In a specific meeting, the facilitative leader is concerned to ei—
fectively manage content, process, and people.

MANAGING CONTENT

In dealing with the content of the meeting, the facilitative leader
is concerned that the group has all of the information they need
to make the decision or have the discussion that is intended. In
the first instance, this means that the group is clear on what the
topic really is. We recently led a workshop with a new department
that combined four aspects of information management. While
the participants were interested in their separate fields and emerg-
ing technologies, the issue at hand was the future organization of
these functions within the company. The content of the meeting
was the various issues the new department faced as it reorganized.
Important discussion topics were milestones for the new organi-
zation, next steps for the four teams, and who should be respon-
sible for what. Preparation for the workshop focused on devising
ways to allow the teams enough time to discuss their own tech-
nologies and interests, while also arriving at the needed depart-
mental conclusions.

The facilitator should never underestimate the importance of
definitions of terms, abbreviations, and key points of understand-
ing in discussion. A little point of information can make a big dif-
ference in what is going on. Maureen had a harrowing workshop
with a group who thought they were working on the same budget
until she happened to ask for clarification on what currency was
being used, only to discover that different segments of the group
were using the same numbers, but in different currencies!

Content-level interaction is most often made in the form of
clarifying questions. “How many people are regularly involved in
that work?” “Can you give an example of that process?” “What
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would be the consequences of that kind of action?” They allow the
group to look at the content from a different perspective or in a
more detailed way. A facilitator may simplify complex situations by
restating something someone said in simpler terms and check with
the person presenting the idea if the restatement is correct.

MANAGING PROCESS

Processes are the activities of the event, the way information is dealt
with, and the steps by which the group works. The difference be-
tween process and content is a bit like painting a wall—the con-
tent is the paint itself and the process is the method by which the
paint is applied, be it brushing, rolling, or spraying. Facilitation as
process means continually checking the extent to which the agreed
process is delivering the results the group intends. Process inter-
actions are the most common actions done by facilitators. They ask
the group to manage the content in some way. When, for example,
a group has discussed a list of options in such a way that the op-
tions are already prioritized, the facilitative leader may well state
what the priorities are, ask if the group agrees, and suggest that the
prioritization step is done and that the group may move on. Al-
ternately, when a whole-group discussion seems stilted, a facilita-
tive leader may suggest that people discuss the topic in pairs or
trios to warm up a bit.

The International Association of Facilitators Methods Database
(www.iaf-methods.org) describes three levels of process interac-
tions: Applications, Methods and Models, and Interventions.

An application is a facilitated process that is complete in itself. The
process produces a complete product, no other process is required
except using the results. Examples of this are scenarios, the critical
path method and the ICA’s project planning. . . .

Methods and Models are standardized processes that produce a

product but are usually used in conjunction with other Methods
and Models to create a final product. Examples of this are brain-
storming, paired comparisons, and gap analysis. . . .

Interventions are methods or techniques that are usually not
planned in the design and development of a group process event
but are used when specific situations present themselves. (“Level
of Process,” 2005)
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Interventions include things like techniques for dealing with diffi-
cult people or situations, with a group that is avoiding making de-
cisions, or with a group that is prone to discuss interesting but
irrelevant topics. For example, if a group cannot stay focused on
the topic, the facilitator might remind the group about the pur-
pose of the meeting, the process that is being used, and where they
are in that process. The facilitator then might say that it is impor-
tant to stay focused in order to achieve the goal of the meeting. If
that is not successful, the facilitator might lead a discussion about
the intent of the meeting.

MANAGING PEOPLE

Interacting with content and with processes deals with the group
as a group and not so specifically with separate individuals in the
group. For this reason, anyone working with a large meeting, some-
thing over thirty people, for example, tends to use more interac-
tion with content and process than with the individuals. With
smaller groups and with those coming together for the purpose of
personal interaction, attention to the people as individuals is crit-
ical. Here is where sensitivity to people interaction comes into play.

The facilitative leader needs to develop an understanding of
the group he or she is working with. If the facilitator knows the
group already, some additional thought is wise. We would ask our-
selves about a group we knew, “What concerns do they bring to the
meeting? What might they be interested in that is on the agendar
What might their opinion be?” We are not really interested in com-
ing to a conclusion about the group but to have a sense of where
they are coming from so that we can enable the meeting to work
more effectively.

If the facilitator is not familiar with the group, more time might
be spent on understanding the group. Normally, the most that can
be expected is a conversation with the manager or the person or-
ganizing the event. We would ask such questions as

How many people will be in the meeting?
What is their average level of education?
What is their age range?

What is the ratio of men to women?

e o o o
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* How much experience do they have in the topic?
What is your reason for asking them?

What is their reason for coming?

What do they expect from the session?

The best way of developing an understanding of the group is
to work with them. We find that a series of conversations about the
topic with as many members of the group as possible is a start.
When we need to have cofacilitators from the group, we would ei-
ther train them as facilitators or, if they have some experience,
have them help design the session.

At its most cognitive, sensitivity to people has to do with atten-
tion to inferences. Also important is attention to emotions. Spirit
of the group is often overlooked in dealing with the people part of
facilitation.

THE LADDER OF INFERENCES

The Ladder of Inference was developed by Chris Argyris, Robert
Putnam, and Diana McLain Smith (1985) and described in an op-
erational form by Rick Ross in Peter Senge’s The Fifth Discipline
Fieldbook (Senge et al., 1994). The Ladder of Inference is “a com-
mon mental pathway of increasing abstraction, often leading to
misguided beliefs” (Senge et al., 1994, p. 243). Different versions
of the ladder exist, and the one we use goes something like this
from bottom to top:

1. There exist observable “data” and experiences (as a videotape
recorder might capture them).

. I'select “data” from what I observe.

. Iadd meanings of my own based on the culture around me.

. I make assumptions about what is happening.

. I draw conclusions.

. I take actions based on my conclusions.

Sy O W 0O N

This is how an individual processes information. The process-
ing takes place instantly and largely unconsciously. One important
way for the facilitative leader to manage the personal interactions
in the group is by asking people to clarify their assumptions, moving
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“down the ladder” of inference. Group dialogue can ensure that
assumptions are brought to light in a systematic way. Of course, no
amount of pressure can get a person to reveal assumptions of
which they are wholly unconscious, but the discussion can be use-
ful at reaching new perspectives on the discussion.

ATTENTION TO EMOTIONS

A second point where the facilitative leader may interact with in-
dividuals in a group is with their emotions. Emotions are always
present and need to be dealt with, if for no other reason than that
emotions have such a powerful impact on the group. The issue for
the leader here is that groups and individuals differ greatly in how
comfortable they are with emotional expression. What would com-
prise normal dialogue in one group would include raised voices
and interrupting one another with emotional language (*I am ap-
palled at . ..” “Oh, wow, we were just so delighted when . ..”). An-
other group, feeling exactly the same way, might speak quietly and
take turns, using different language altogether (“It seemed inter-
esting that you . ..” “One wondered why . ..”). A third group with
the same strong feelings might insist on a break to discuss things
privately with their friends or just clam up altogether.

Expressing feelings of any kind in a meeting embarrasses some
groups. (“We are here to talk business, not all this fuzzy stuff.”) This
may call for permission to talk about the feelings themselves by the
facilitator. In another case, shouting and strong expression is wholly
appropriate, it gets expressed what needs to be expressed, and the
meeting moves on. (“Some of us are really committed to this asso-
ciation, and by God, we’re not afraid to show it!”) How groups han-
dle emotions is a particular point of attention in culturally mixed
groups, be those national or organizational cultures. What is nor-
mal dialogue for more emotionally expressive cultures may be scan-
dalous to members of another group. Culturally expressive
members may block out participation from their less expressive col-
leagues; the facilitator needs to be attentive to this risk.

For some facilitators, agreements on group behaviors are a way
of managing this arena. They are a good way of managing a group
that requires little risk or personal engagement. It is a different sit-
uation, however, when a group requires strong trust in each other
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and/or when very different cultures work together. Too often lists
of dos and don’ts take no consideration whatsoever for the styles
and cultures around the table. A rule, for example, about speak-
ing one at a time is perceived by many as a call to talk like an
Anglo-Saxon, not much welcome for Latin participants, especially
when it is linked to another rule about “participating fully.”

There may be cases where as leader you find that specific emo-
tional issues need to be brought to the group’s consideration. For
instance, when one individual seems to be persistently disrupting
another, the facilitator might say something like, “Bob, when you
snort like that when Fred makes a comment, I have the impression
that you are belittling him. Is that your intention or have I misun-
derstood?” There is any number of formulae for such interven-
tions; the key question is when and whether to do it.

There is no doubt that this sort of question will put Bob on the
spot, and that beginning a group dialogue about personal relations
with one another will take considerable time. You should do this
when you decide that three conditions are in place: first, it is clear
to you that dealing with Bob publicly is necessary for the group
(otherwise you may want to talk to him outside at the break); sec-
ond, the meeting is aimed—however tangentially—at dealing with
personal relationships; and third, you as facilitator have whatever
permission may be needed in the organization to raise issue with
Bob’s behavior. If those three are not in place, you may want to
deal with Bob more indirectly.

Any work done in understanding the group before the session
will pay off here. By the time the meeting has heated up, the facil-
itative leader understands the group dynamics.

A further consideration in very severe conflicts is whether you
as the facilitative leader are capable of dealing with what is being
done. You may not be up to managing some things, no matter how
gifted, committed, and well intentioned you are!

When the facilitator lacks the ability to deal with a situation, it
is often best to explain the problem to the group, suggest alterna-
tive actions, and ask the group what they recommend. We led a ses-
sion in which none of the participants wanted to be there. They
felt that it was a waste of time and the only reason they were there
was that their boss had forced them to come. When this became
clear to us, we explained what we were hired to do and why we
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thought it was important. We told the group that if they want to go
they could.

Quite apart from individual confrontations, there are many mo-
ments in the life of any group that require that the group members
look at their feelings. Even when no direct attention is paid to the
emotional dynamics in the group, the important thing is to re-
member that emotions are always there. Building a budget, evalu-
ating construction of a freeway, selecting a new secretary—all are
emotional processes; the question is how expressive the group is
and how relevant the emotional dynamics are to the process. In
every session, no matter how technical and goal oriented, a reflec-
tion here and there on the emotional tone of the work can help the
quality of people’s input without necessarily making the discussion
intrusively personal. Questions such as, “What went well for you
today?” “What do you regret about this past year’s performance?”
“What can we celebrate at the end of this day?” “What can we be
grateful for?” can be welcome in many different group situations.

OCCURRENCE OF SPIRIT

The last form of interaction that a facilitative leader deals with is
spirit. Spirit in a group is their capacity to will success, the degree
of passion and commitment in the group. Spirit results in what
Mihaly Csikszentmihalyi (1991) calls “flow.” It is what motivates
people to take serious risks and to overcome difficult situations.

Spirit cannot be managed in any traditional sense of the word.
Spirit happens when it happens. It cannot be controlled. A per-
son can be open to it, but it usually appears when it is unexpected.
[t can be evoked, but there is no guarantee that it will respond.
Spirit can be experienced. You know when it is present.

Itis present when awe is experienced. Rudolf Otto, in his book
The Idea of the Holy (1958), describes the occurrence of awe as an
event during which there is a precognitive experience of fear and
fascination. In other words, something happens, and before we
think about it, we feel both fear and fascination at the same time.
[t can happen in groups when a remarkable idea is expressed and
a kind of chill passes through the room. When that happens, spirit
is present.
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Conditions can be set that will maximize the chances of spirit
emerging in a group. Stress is one. Many people will argue that
there should be as little stress as possible in order for spirit to
emerge. But our experience is that one of the conditions of spirit
is a seriously challenging task. Csikszentmihalyi (1991) describes
Jlow as what happens when a person’s or a team’s peak ability meets
a challenge that is equal to that ability. If the challenge is too far above
or below the group’s ability, flow does not happen. Challenge
someone to fly or to pick up a piece of paper on the floor, and
there is certainly no flow—and no spirit.

Spirit happens when the group is connected to things that they
find deeply meaningful, even profound. It happens when the
group sees or experiences a connection to a meaningful purpose,
such as John F. Kennedy’s challenge to go to the moon. It happens
when a group experiences being connected to a powerful past.
Martin Luther King Jr.’s “I have a dream” speech connected peo-
ple to the past and to the future. Expanding the context in which
people see themselves working increases the possibility of spirit
emerging. Nike evokes spirit by having new employees visit the
places of'significance of the company’s founders. Leaders also can
use their own setbacks as sources of inspiration. In Steve Jobs’s
commencement address to Stanford University graduating stu-
dents in 2005 he said, “I'm pretty sure none of this would have hap-
pened if I hadn’t been fired from Apple. It was awful-tasting
medicine, but I guess the patient needed it. Sometimes life hits you
in the head with a brick. Don’t lose faith. I'm convinced that the
only thing that kept me going was that I loved what I did. You’ve
got to find what you love”(Jobs, 2005).

Spirit emerges in a special atmosphere, in which nothing is
“business as usual.” Facilitative leaders create this atmosphere by
paying attention to the significance of what people are doing.
Leaders take risks and ask that others do also. Greatness is demon-
strated, asked for and given. Trust is carefully maintained. Results,
even bad ones, are communicated with employees. When a failure
happens, lessons are learned and applied in the next attempt.
Goals are clear to everyone, and individuals are reminded regu-
larly how they contribute to those goals. Facilitative leaders take re-
sponsibility for failures and give credit to the team.
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CONCLUSION

Facilitation is often described as making group processes easy, but fa-
cilitative leadership is anything but easy. Watching Venus Williams
serve a tennis ball at 125 miles per hour may look easy, but no woman
had ever done it before she did. A great facilitative leader makes lead-
ing look easy, but she is in fact applying a great deal of knowledge,
skill, sensitivity, and responsiveness to the work she is doing.

In the next chapter we look at several issues that facilitative lead-
ers will be faced with in the future (and in some cases today). Then,
in Part Two, we look at each of the nine disciplines.



CHAPTER FOUR

THE FUTURE
OF FACILITATION

Before beginning our discussion of the individual disciplines, we
want to draw attention to current changes in the workplace that
put stress on facilitative leadership. These are online meetings,
communication through art, multicultural groups, and complex
systems. Each of these developments demands of the facilitator
new kinds of self-mastery.

ONLINE MEETINGS

More and more meetings are taking place online. Advances in
technology are making it possible to hold meetings that span sev-
eral time zones and include people in many locations. In May
2001, IBM held WorldJam, an online meeting of fifty thousand of
its employees, in a four-day workshop that generated more than
six thousand proposals.

A growing number of organizations use online communica-
tions as the medium of choice for conducting meetings of em-
ployees from diverse locations and for providing training. Shell’s
new learning center in the Netherlands has online facilities built
in to all of its meeting rooms and classrooms. Shell has discovered
that online learning is no less expensive than face-to-face classes,
but for its far-flung international employees, the effectiveness of
lessons that can be applied immediately in the home workplace is
a major advantage. For many international associations, e-mail and
free software like Skype make international communications that
were once prohibitive affordable.

67
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New technologies emerge every day, from video conferencing,
teleconferencing, chat, and video chat to online presentation sys-
tems and online decision-making software. Participants can hear
and see each other. They can read the same documents. They can
write or draw on a shared electronic whiteboard. They can watch
the same presentation. Employees can participant synchronously
(everyone online at the same time) or asynchronously (individu-
als participate when they have the time).

This is a wholly new environment for leadership. As in any sit-
uation, a facilitative leader wants to enable the group to make ef-
fective decisions, to develop as a community or team, and to share
learning. However, these processes are an unfamiliar terrain, both
for leaders and participants. The difficulty is that we try to apply
the same processes as in a face-to-face meeting, and find that they
are strangely off-kilter. Different dynamics exist. Less information
is available to the group and to the facilitator because of the lim-
its of technology. As one colleague put it, “You can’t smell the anx-
iety online.” It is not only the lack of the “cues” of face-to-face
communication. Online work demands much more frequent and
articulate communication than face-to-face processes do. Many ex-
cellent face-to-face leaders find this requirement of the online en-
vironment irritating and daunting. Self mastery is called for here
in the form of humility—even with decades of experience, one
needs to learn some things all over to develop the new skills called
for in the new world of technology in which we operate. It can be
a tough challenge indeed to risk looking foolish and incompetent
among colleagues who have come otherwise to respect you for
your wisdom and experience.

Another problem with the online relationship is the ease of
tuning out. Many of us continue to attend team meetings, continue
to join group discussion, continue to work through a project to its
end long after we have lost interest in the content because we feel
obligated to meet the expectations of friends and colleagues. In a
face-to-face team, we turn up even after the thrill is gone. Social
bonds are much weaker online. The rate of dropout from online
training is more than 50 percent, largely for this reason. How does
an online leader create sufficient excitement and commitment
among a team to keep colleagues involved? For those of us who in-
tend to continue leading into the future ahead, disciplining our-
selves to hear, see, and respond in the virtual world is a major
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challenge. The limited number of visual clues, even in a video-
conference, makes managing discussions much more difficult on-
line than face-to-face. In the videoconference, one tends to speak
not to one or another individual as in a face-to-face discussion but
rather to the whole group. The facilitative leader has to clarify
which messages are meant for individuals, which messages are for
part of the group and which are for everyone. Sometimes one lo-
cation is really having a meeting among themselves, witnessed by
other locations. Sometimes a teleconference is best run with one
speaker per location reporting what that location has already de-
cided among themselves in previous local gatherings. The online
facilitative leader has to think through a meeting structure for
these matters and be ready with a backup plan should technology
fail for some of the participants at the last minute. This work can
be more complex than the simple agenda that might serve for a
face-to-face meeting.

When the dialogue is by teleconference, the facilitator needs to
be much more explicit than in a face-to-face environment as to what
the structure of the dialogue is, because there are no visual clues at
all. A printed roundtable with names or pictures of participants can
be a great help in creating an image of who sits where at the virtual
table and who might follow whom for a roundtable discussion. A
list of discussion questions sent out beforehand can help. During
the meeting the facilitative leader needs to be quite active, to state
what the question is, how people can respond, actively summarize,
raise the next question, ask individuals for their contributions, and
then to move the group to a conclusion. Ground rules can help.
People may be asked to give their names at the beginning of each
comment. Controlling the number of teleconference participants
can help. A group over twelve can simply be too large to suitably
manage in a teleconference, especially if they are using what for
some people is a second language. It is better to hold regional sub-
group meetings and pull the results together. The lack of visual
clues means that the teleconference facilitator needs to ask specif-
ically for input, perhaps even to individual contributors, much
more frequently than would be the case in a face-to-face discussion.

When dialogue takes place through written, threaded discus-
sion, the group knows more easily than in the teleconference who
is saying what but the tone of voice is missing. Some participants
are more fluent in spoken language, and some are more fluent in
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writing. This is true both for native speakers and for those work-
ing in a second language. Consider also that written dialogue has
the advantage of reflection time. Some of us like to be able to
think and edit before we join a dialogue. The online written dia-
logue is in fact a more comfortable medium for these folks than
is a face-to-face discussion, because there is time to think your re-
sponses through, check your responses with colleagues, edit, and
then submit a well-reflected comment. For those who like the pas-
sion of off-the-cuff exchange, this may be irritating. The facilita-
tive leader has to be ready to return often to the discussion to
clarify and summarize points and move the dialogue further. We
do this easily in spoken face-to-face dialogue, but it is more time-
consuming for the online facilitator, and written fluency is an im-
portant skill.

COMMUNICATION THROUGH ART

There is a trend today among facilitators and managers alike to use
art in meetings, planning, and problem-solving processes. These
applications include graphic and visual facilitation in meetings, sto-
rytelling about individual and social situations, and the use of po-
etry and music. Some facilitators use art as a source of ideas or
inspiration. Others use art as a way of capturing not only the ideas
being presented but also the context and feelings connected with
the ideas. This can include images produced by the group leader,
images drawn by the participants, or even images chosen by par-
ticipants from photographs and postcards. Accelerated learning
facilitators make powerful use of different tempos of music for cre-
ating different learning environments in groups. “Appreciative In-
quiry,” first developed by David Cooperrider (1999), is a method
used in workshops that involves people telling stories about their
best experiences with the area of the question. Another use of sto-
ries includes story-telling exercises as energizers. The Institute of
Cultural Affairs has a myth-creating exercise used in their strategic
planning workshops.

Some planning processes have participants give poetic titles to
the strategies developed in addition to the more traditional titles.
Songwriting workshops can capture the enthusiasm of a team
newly committed to a plan and also encapsulate learnings in a way
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that the team can remember. A participant in a workshop in Italy
spontaneously wrote an aria for the closing of the four-year plan-
ning session.

The use of art in group discussion can add dimensions to the
process that are not available otherwise. John Seely Brown, the for-
mer chief scientist at Xerox Park, describes the use of stories in
solving problems that couldn’t be dealt with in standard ways. His
research was with photocopy machine repair people.

When the repairmen have a machine that they can’t figure
out, “they call their buddies, and together they . . . socially con-
struct an understanding of that machine. How do they socially
construct an understanding of that machine”? They walk around
it, and “they start to spin a story. . . . Finally they are able to ex-
plain every piece of data, every piece of this complex machine.
When they have constructed the narrative that explains [the prob-
lem], they have actually figured out the machine. And now they
can fix the machine” (Brown, 2001).

In all of these situations, art is used to contribute richness to
the dialogue, to increase understanding among a group. For the
leader this means willingness to risk encountering more detail than
he or she may be prepared to manage. This means accepting dia-
logue that may touch upon deeper levels of awareness than a
group has discussed before. An individual who has to be in charge
of the direction of the discussion will find this process uncomfort-
able. This openness is an issue of internal discipline, not technique
or procedure.

Any leader can strengthen his or her work by considering in a
given meeting or workshop at least one way in which the task could
be strengthened by the addition of an artistic medium. Consider
asking a group to draw an image (or choose from pictures you pro-
vide) of the past month in the department, or of the material they
are working on. Even people who may find the prospect of drawing
something quite impossible may well be prepared to choose from
among a stack of magazine photographs, art postcards or symbol
cards to indicate a choice of images. Questions can be along the
lines of, “What have we accomplished this month?” “What is it like
to work with this team?” “What would the future of this community
be like when we finish the project successfully?” “Draw a machine
(or animal or robot) that could solve the problem we have here.”
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You can see that in all of these cases the art work is a way to begin
a dialogue, not an end in itself.

As you conclude a meeting, you might ask people what they
might title the meeting if it were a film or a book, or what music
the meeting was like.

You can also consider literally playing music as your partici-
pants arrive or as they work. Is your meeting or workshop some-
thing that needs a peppy, rock and roll feel to it at the beginning,
or a reflective event that could benefit from a Mozart start? The
feel of the room, and the quality of the group’s thinking, changes
according to the music you play.

For many leaders, attention to the artistic side of things is a
threatening walk into the non-rational. Taking up this challenge
can be frightening, but the rewards in increased motivation and
commitment from the team can be surprising.

MULTICULTURAL GROUPS

A third pressure on today’s facilitative leaders is the increasingly
multicultural nature of today’s groups. Global businesses, inter-
governmental organizations, and nongovernmental organizations
have always worked with culturally diverse situations. For many
leaders today, however, a local group or a comfortable national or-
ganization has become intercultural without the leaders being pre-
pared for it. Globalization in the marketplace, greater ease of
international communication, and streams of international mi-
gration mean that many of us participate in very diverse cultural
groups without ever having planned or intended to do so.

A facilitative leader today may need to develop wholly new skill
sets to understand and respond appropriately to their teams. This
involves not only attentive communication, but also being pre-
pared to create innovative approaches to decision making and
team building. The difficulty with intercultural groups is that
everyone has to be prepared to set aside their trusted maps of the
universe and open themselves to new approaches. The challenge
to the facilitative leader is to find within oneself the generosity of
spirit to learn all over again things that you believe you know
already.
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It takes a great deal of courage to create a discussion in an ex-
isting team about how decisions should be made, or what group
guidelines should be followed. Many of us have used the same ap-
proaches for years under the slogan “if it ain’t broke, don’t fix it,”
and yet we can be surprised and invigorated to hear new ap-
proaches proposed by colleagues.

Many facilitative leaders have been surprised to learn that a
new group has a wholly different set of values than they are accus-
tomed to. Task-oriented output of a meeting may be the expecta-
tion of the Western manager, who finds that an Eastern team values
the personal sociality that takes place between colleagues more
than task. Both sorts of groups may well achieve their ends with
equal efficiency, but they require very different types of attention
and different activities from their leaders.

Even things such as body language can be confusing. During a
discussion in the Czech Republic about body language, we were
showing different pictures. One was of a young woman wearing
jeans, and she had her thumbs in the front of her belt. We thought
that she was saying that she was determined and proud. The whole
Czech group said no, she was saying that she is a prostitute. Our
Polish cofacilitator agreed with the group. It appears that this is
true throughout Central Europe.

COMPLEX SYSTEMS

Some business and social situations are so complex that it takes
days of presentations to simply understand all of the factors at play.
A strategic plan may have four or five hundred activity clusters rep-
resenting thousands of specific actions.

As organizations need to deal with complex situations in some
depth and breadth, facilitative leaders will need to develop meth-
ods and skills to do the necessary analysis and planning. Leaders
will need to develop the tools required for the very complex net-
works and alliances that are involved. This requires attentiveness
to content far beyond what most facilitators are now prepared to
deliver. But the old saying, “The devil is in the details” is supremely
true in large, complex projects. In complex situations, the devil is
also in longer time frames and distant locations. Facilitative leaders
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who will move with the trends of the future need to be prepared
to take on these new intellectual challenges.

In a very complex project, it does not help to scrimp on the
time needed for everyone to understand the background. Sum-
mary documents sent out beforehand, which in other situations
may go unread, can be extremely useful here.

A systematic and methodical approach is important. Frequent
reminders of where the group is in the process and what content
has been covered are useful. Minimizing distraction is critical. It is
easy to reopen discussions that have already been resolved. The fa-
cilitator needs to remind the group that the group is beyond these
discussions. When things get confusing, stop and summarize what
just happened and begin again where the confusion started. Watch
for clues of people being lost and ask.

Do not underestimate the importance of specific expertise.
One meeting held when all the relevant players can be present can
be more useful than three partial meetings in which the partici-
pants cannot answer key questions.

Any means by which all players can keep track of progress
using a shared tool can help a team working on a complex project,
whether that is a timeline, a checklist of deliverables, or a series of
shared milestones. Be aware, however, that not everyone has to
share everything.

The art of leadership here is determining what level of detail
is needed by all and what level is only needed within specialist sub-
groups. Complexity is a personal intellectual challenge to many
leaders, keeping track of more detail than one has ever before had
to manage. For many others, the personal challenge is one of
renouncing control. In a situation in which no one individual can
understand or keep track of all of the details in a project, the
leader who is prepared to fully trust his specialist colleagues can
accomplish more than the one who has to have his or her hand in
every detail.

We have mentioned here a few of the important trends that in-
fluence the way leaders work today. New ones are turning up every
day. In all of these situations, facilitative leaders are required to
achieve ever-greater sophistication and subtlety in their work. Man-
aging the self is the key to these developments.
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So how can one maintain greatness in challenging times as well
as easy ones? We explore this in Part Two by looking at each of the
disciplines. Chapters Five through Seven (Detachment, Engage-
ment, Focus) are about the facilitator’s relationship with others.
Chapters Eight through Ten (Interior Council, Intentionality,
Sense of Wonder) describe the relationships the facilitator takes
toward his or her own self. The final three chapters, Eleven
through Thirteen (Awareness, Action, and Presence), have to do
with the facilitative leader’s relationship toward life.

Developing internal disciplines is not a theoretical or intellec-
tual exercise. It is doing the work. The whole process is a journey
that has many steps. You will run into detours, plateaus, rocky
places, hills and even mountains, beautiful woodlands, and rivers
to cross. The journey is one of fresh discovery, even though many
have taken it before us.

We believe that these nine disciplines, however they are prac-
ticed, create the paths to effective facilitative leadership.



PART TwWO

THE DISCIPLINES



CHAPTER FIVE

DETACHMENT:
STEPPING BACK

All of us have had the experience of detachment. It is very much a
part of the human experience. We learn as small children to accept
the fact that we can’t always have what we want, and of course learn-
ing to accept this continues as adults. We lose jobs or tasks or
friends or roles that were important to us as technology or the or-
ganization changes. We move to a different part of the country and
leave behind friends, favorite places, and familiar surroundings. We
find ourselves having to let go and turn our attention to the present
and the future. We get a new role or we learn to use our time in
other ways. Sometimes when we have had a relationship for a par-
ticularly long time and we have put a lot of effort and spirit into that
relationship, losing it is extremely painful. We seem to carry it
around with us for a very long time. This process is for the most part
a combination of grieving and building a new set of relationships.
Sometimes the process is difficult, especially if you have little expe-
rience with having to give up relationships. When we moved from
Peru back to the United States, our oldest son had a difficult time
giving up his relationship with the village we lived in. Once, a few
months after we had moved to Chicago, our son and we met a
Maryknoll priest who had helped us in starting the project in Peru.
The priest greeted our son in Spanish, a language he had learned
in Peru. Our son ignored the greeting. The priest greeted him
again. Our son screamed that he hated Spanish and never wanted
to speak it again. His way of detaching himself was to refuse any re-
minder of the relationship. We could have done a better job of en-
abling the grieving process that he was going through.
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Some years later when we left Rome and closed the office
there, we created a ceremony of departure. We acknowledged the
great things that had happened there, what we liked about it and
what was difficult about living there. We celebrated the fact that we
were leaving a place we loved very much and going to a place that
we had not yet learned to love in Portugal.

People who move a great deal especially as children cope with
these sort of changes in ways different from those who only move oc-
casionally. They tend to have two specific characteristics: they make
friends very quickly and move to some depth in their relationships
quickly. They also seldom or never have very deep relationships. This
is perhaps their way of avoiding the pain of separation from more
profound relationships.

Only when we put those things that had meaning for us into
perspective can we enjoy the memories without the loss or the de-
sire driving us. This is everyday detachment.

As we mature, we find that we also need to self-consciously step
back from something we want and let it go. We might be relaxing
at home when our child is seriously hurt. We know that if we give
in to the emotions that well up inside of us, our child will not be
adequately cared for. We set aside our fear and pain, perform the
best first aid we can, and rush the child to the hospital. For that
moment, we have self-consciously and deliberately set aside our
needs for the sake of the needs of the child. This, too, is everyday
detachment.

The capacity to step back, to set aside, to suspend our imme-
diate thinking and emotions is not only an everyday experience,
but also a key to facilitative leadership.

WHAT IS DETACHMENT?

This discipline begins with the awareness that everything is tran-
sitory, that whatever plans or decisions are coming into existence
will also go out of existence. Secondly, one learns the capacity to
step back from what's going on, to become detached, disengaged
from the situation. Then you realize that you need nothing what-
soever from this group. You then find that you have all the capacity
you need to do what is needed. This is an ongoing process, which
is rediscovered in every new situation you confront. (Jenkins &
Jenkins, 2002)
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Elizabeth Harris (1997), in her work on early Buddhism, talks
about it this way:

Non-attachment or non-grasping would therefore flow from the
awareness that no possession, no relationship, no achievement is
permanent or able to give lasting satisfaction; from the discovery
that there is no self which needs to be protected, promoted, or de-
fended; and from the realization that scarching for selfish sensual
gratification is pointless, since it leads only to craving and obses-
sion. Phrases which overlap with attachment in this context and
which can help to clarify its meaning are: possessiveness in rela-
tionships, defensiveness, jealousy, covetousness, acquisitiveness,
and competitiveness. Through non-attachment, these are attenu-
ated and overcome. There is nothing yet in this description which
points to a lack of concern for humanity or the world. The empha-
sis is rather on inner transformation so that destructive and divisive
traits can be destroyed, making way for their opposites to flourish.

Detachment is not doing without, but rather refusing to allow
these things to have control over you and your decisions. Detach-
ment is an interior state. The problem is that sometimes we think
we are in control but in fact we are not.

THE FOUR DIMENSIONS OF DETACHMENT

Traditionally, people are detached from four things: goods, work,
relationships, and self. The following examples point to various as-
pects of detachment.

Goods

While we were working on a development project south of Lima,
we made contact with a number of executives and local managers
of multinational companies to ask for support in the project. One
of them was the president of Southern Peru Copper, one of the
largest copper mining companies in the world. Hanging on the
wall of his office in Lima was a picture of a typical junkyard found
on the outskirts of Lima. Seagulls were flying above it and rats
crawling through it. Men and women were picking through it
searching for anything that they could use. The picture seemed
out of place and somewhat disturbing.
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After we had gotten to know each other a little, we asked why he
had the picture in his office. He said that it was too easy to forget the
real world of Peruvian life amid the surroundings of a multimillion-
dollar company in an office high above the street, where none of the
dirt or poverty was visible, and with all of the perks his position pro-
vided, including a driver and luxury apartment. The picture was his
way of reminding himself of how fleeting these benefits are.

Work

In The Ronin (Jennings, 2001), the novelization of a myth from
southern Japan, the protagonist digs a tunnel through a mountain.
Villagers will then be able to avoid the long trek around the moun-
tain. It is for the Ronin an act of penance for his previously violent
and destructive life. At the end of decades of digging by hand, he dis-
covers that he has miscalculated. The only solution is to cut a stair-
way down the face of the cliff. He walks away. Like the Ronin, leaders
must have the capacity to walk away from their own accomplishments
and their own failures. Walking away from a failure is different from
transferring blame to others. It is both acknowledging the failure and
also refusing to let it determine what is done next.

Jim Collins in his book Good to Great (2001) suggests that one
of the characteristics of great leaders is willingness to share credit
with their teams. This is the strength of realizing and admitting
that any corporate change is the work of many people and not
solely to the credit of any one individual, no matter how powerful.
This is one way of maintaining detachment from our own work.

When CEO Joe Cullman reviewed the decision by his company
Philip Morris to buy 7UP in 1978 and sell it 8 years later at a loss,
he admitted that it was his mistake and it could have been avoided
if he had listened better to the people who challenged the idea at
the time.

When they do go well they attribute success of their companies to
external factors, their team or luck. (Jenkins & Visser, 2003)

Relationships

In every situation of leadership development, coaching, or training,
there is a phase in which the teacher, coach, or trainer moves from
directly advising and guiding the learner to having that learner take
over the activity himself or herself. This occurs, for instance, when
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the driving teacher gives the wheel to the student and stops using
the auxiliary pedals to control the car. It is the day that the new
leader chairs a meeting instead of watching the expert. At this
point, both learner and coach are faced with a change—they must
both let go of the familiar student-trainee relationship and form
something new. No longer can the experience and judgment of
the coach take precedence. Here both face the need for detach-
ment from their personal relationship in order to create a new
one, in which control moves into the hands of the learner. The
same struggle can be seen between parents and children as the
children move to become independent adults.

Self

Sometimes the need to be detached is only an interior one. When
we become aware of the fact that we are too attached to an idea or
a plan, the ability to become detached is needed. Bernie DeKoven
put it this way:

Letting go of a plan that I have invested in, especially if I have
already announced it. Getting out of my “planning mind” and just
letting things happen or select their own course. My practice is

to think of these times as opportunities for sharing the planning
mind, getting the group to take on part of the burden and per-
spective. (discussion with author)

Another way of making the same statement is described by
philosopher Peter Koestenbaum in an interview in FastCompany:

Taking personal responsibility for getting others to implement
strategy is the leader’s key polarity. It’s the existential paradox of
holding yourself 100% responsible for the fate of your organiza-
tion, on the one hand, and assuming absolutely no responsibility
for the choices made by other people, on the other hand.
(LaBarre, 2000, p. 222)

Detachment is not a way of avoiding responsibility. It is operating
out of the freedom you have and allowing others to operate out of
the same freedom. Another dimension of the discipline of De-
tachment is not letting your own needs, your status, your plans, or
the need to get credit for the quality of the decision control the
choices you make.
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Lao Tsu (1994) says, “[T]he sage puts his own person last, and
yet it is found in the foremost place; he treats his person as if it
were foreign to him and yet that person is preserved” (p. 7).

This self-denial is not for the sake of glory. It is not for the sake
of the gesture, a sort of “at least I tried” when it was clear to all that
failure was the only option. James Kimsey, founding chief execu-
tive officer of America Online, has said, “If you have to lay off thou-
sands of people from your company, there’s no excuse. You should
have seen it coming and done something about it” (Hammonds,
2001, p. 106).

THE ISSUES OF DETACHMENT
FOR FACILITATIVE LEADERS

Detachment is not easy to achieve. A number of issues make this so.

Aspects of our self-understanding make it difficult. We invest a
huge amount of our selfhood into the roles we play, whether as
teacher, steelworker, leader, or whatever. This makes it difficult to
separate our role from our self.

The individualism of Western culture in combination with the
command-and-control paradigm (discussed in Chapter One) can
lead us to believe that decisions are best taken alone. We may fear
the loss of power or control in turning decisions over to a group.

The competitive nature of organizational life and the fear of
not being recognized or being seen as foolish make it difficult to
share ideas, particularly nascent ideas, with others and with groups.
The environment of trust in which risks can be taken is lacl\mg in
many organizations.

When 01‘ganizations‘ do invite groups to share in decision-mak-
ing processes, it is rare that the groups have the opportunity to
mal\L mistakes and to grow from their failures. When a decision
seems to be going into a dangerous direction, it is not uncommon
for leadership to take power back from the group and move the
decision in the direction the leaders prefer.

Aspects of the way we think make it difficult to be detached. As
we try to understand a problem or generate a solution, we tend to
take the first idea that comes to mind as the right one, and stop
trying to understand the problem any further. This inability to sus-
pend judgment is a weakness in solving complex issues.
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We may believe that what is important in thinking about a topic
is the content. It is becoming increasingly clear that how we think
about a topic is more important than what we think about it. Learn-
ing to be concerned about group process in place of content alone
is difficult.

In the next sections of this chapter, we explore each of these
siX issues: Separating self from role; transferring power to the
group; creating an environment of trust; enabling growth through
learning from mistakes; suspending judgment; and focusing on
process.

SEPARATING SELF FROM ROLE

In an interview of Harvard’s Ronald Heifetz, William Taylor points
to the problem of separating self from role.

I'm working on this question with a Kennedy School colleague,
Martin Linsky. We’re writing a book for leaders that will be called
Staying Alive. To sustain yourself over the long term, you must learn
how to distinguish role from self. Or, to put it more simply: You
can’t take things personally. Leaders often take personally what is
not personal and then misdiagnose the resistance that’s out there.

Remember: It's not you they’re after. It may look like a personal
attack, it may sound like a personal attack—but it’s the issues that
you represent that they’re after. Distinguishing role from self helps
you maintain a diagnostic mind-set during trying times.

There’s a second point: Because we get so swept up in our pro-
fessional roles, it’s hard to distinguish role from self on our own.
That’s why we need partners who can help us stay analytical. And
we need two different kinds of partners. We need allies inside the
organization—people who share our agenda. And we need confi-
dants inside or outside the organization—people who can keep
us from getting lost in our role. (Taylor, 1999, p. 130)

Jon Katzenbach and Douglas Smith (1992) point to a similar
problem with what they call “teams at the top,” such as boards of
directors and executive teams. Such groups can have a great deal
of difficulty with separating their mission as a team from the mis-
sion of the whole organization.
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Many people go through a crisis when they retire. They now
have to confront the question of who are they once their role in
the working world has finished. Willy Loman in Death of a Salesman
(Miller, 1998) understood himself as having a single role, that of a
traveling salesman whose success depended on his ability to be
liked. He could not conceive of himself not being liked. As the play
goes on, he is fired; he witnesses his sons’ failures. When these
things that give his life meaning are gone, Willy can find nothing
left of his self and commits suicide.

Everyone knows that the inability to separate self from role is
a problem, and yet it remains a very difficult one to deal with.

TRANSFERRING POWER TO THE GROUP

One of the more difficult aspects of detachment for the facilitative
leader is found in turning over decision-making power to the
group. Most managers and executives are taught that their most
important role is that of making decisions. It is hard to see why it
is important to renounce this power. The power to decide is seen
as the responsibility of the job.

Managers often fear that they are losing power when they trans-
fer responsibility for decisions to groups. They are. Members of the
workforce also resist being given influence over decisions. Not in-
frequently, they don’t want this responsibility. They say that deci-
sion making is the responsibility of management.

Perhaps even more important for managers is the fear of losing
control of decisions, of the direction of the organization, and of
their influence. The old paradigm and the command-and-control
culture promise control, and while it may not be perfect, it is seen
as a lot better than lack of control.

Group decision making has two advantages over the normal
command-and-control approach: the view from many perspectives,
and easier implementation of the decision.

Multiple Perspectives Bring Better Information

The first advantage is that the decision to be made can be seen
from a number of perspectives, many of which are not available to
any single individual. Organizations often believe that the more
abstract and often more distant view of managers and executives
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is sufficient to respond effectively when decisions are needed. In
today’s complex world, the manager is rare who can grasp all of
the consequences of a decision. International impact, software
impact, operational impact may all be involved in a single simple
decision. The management view of the organization is one per-
spective of many that need to be taken into account to succeed.

By involving people who represent the many different func-
tions of a department, plant, or even a whole company, the work
of the whole is present in the process. Managers have an abstract
“overview” of their areas of responsibility; they can see the issues
the workforce deals with, and yet even then they only see part of
the way things are done. The employees bring their own perspec-
tive, but not necessarily the view of other parts of the organization
or the overview of management.

Any group includes diversity beyond that of job functions.
Awareness of the differences in backgrounds, education, lifestyle,
religion, culture, and much more can enrich a discussion both in
understanding the situation of an organization and in creating
solutions.

By involving these perspectives in the dialogue and by encour-
aging people to share ideas, problems can be discerned earlier. Dif-
ferences in perspectives can also help an organization to learn what
the problems are in a deeper and more inclusive way than when a
single viewpoint dominates the analysis.

Differences in perspective can also assist when generating so-
lutions; they offer a rich mix of possible ways of solving the prob-
lem. When the diversity of perspective stems from a variety of roles
in an organization, differences also offer a better perspective about
what is feasible and what is not.

Implementation Is More Successful

The second advantage of group decision making has to do with the
implementation of decisions. The problems involved in communi-
cating the decision to the whole organization and gaining commit-
ment to the results are reduced. Because the whole organization is
present through the representatives of every function, the lines of
communication are shorter. The way the decision is described can
be adapted to the audience more readily by those individuals from
that audience.
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The levels of commitment by participants in the process to the
success of the decision are greater than when the decision corre-
sponds to one organizational perspective. By being directly in-
volved in the decisions, participants want it to be successful. When
things go wrong, there is a tendency to solve the problem in such
a way that the overall goal of the plan is preserved even if the tactic
and operational levels are completely reworked by those imple-
menting them.

CREATING AN ENVIRONMENT OF TRUST

The third issue is the problem of developing and maintaining trust
in organizations. In order for an organization to function effec-
tively and creatively, a minimal level of trust between management
and the workforce and among individuals is mandatory. The same
is true in society at large.

A great deal is being written about the need for social trust and
the erosion of social capital. D. Cohen and L. Prusak (2001) put it
succinctly:

Social capital thrives on authenticity and withers in the presence

of phoniness or manipulation. As many failed experiments in social
engineering have shown, even well-intentioned and intelligent plans
for model towns and cities and countries founder on people’s re-
fusal to do exactly what is expected of them, no matter how healthy
or sensible that expected behavior is. In fact, the enormous dan-
gers of social engineering might be considered one of the major
themes of the twentieth century. Even efforts driven by noble mo-
tives have sometimes had dire results—unintended consequences
run amok. “Rational” human engineering frequently seems to kill
the life it tries to “improve.”

The consequences of a lack of trust are many. Organizations in
which social trust is limited tend to block the free flow of ideas.
Some have cultures in which contributions by the majority are not
expected and naturally are not given. In some organizations, indi-
viduals fear being ridiculed, punished, or having ideas stolen by se-
nior people, and so tend to not suggest ideas. Some organizations
make it frustratingly difficult to get new ideas heard. Some focus on
delivering immediate results to the exclusion of any improvements
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in quality. Because of these and other situations, employees may
choose to channel their creative thinking outside the workplace.

Central to enabling creative thinking at work is developing
means by which an atmosphere of trust is created. This might be
ata special time and place, such as when Japanese managers take
all of their reports out for noodles and a night of drinking to-
gether. Criticisms can be freely given without fear of punishment.
Some organizations have creativity spaces, “away days,” and plan-
ning meetings or retreats where ideas can be shared openly and
without worry. For these kinds of activities to generate trust, those
leading the sessions need to be open to the suggestions and dis-
play a willingness to change; that is, they need to be detached from
their own ideas and their need to control the situation.

The facilitative leader is responsible for creating such places and
times. In order for that to happen, the leader needs to model cer-
tain kinds of behavior, use certain kinds of group process techniques,
and intervene in certain ways that promote these kinds of dynamics.

Ideas can be compared to seedlings. They need protection
while they are germinating and in their early growth stages. As they
mature, they need exposure to the rigors of their environment.
Without increasingly difficult challenges, they do not prepare
themselves adequately for the dangers of life in the world. Ideas
need protection early in their development and increasing chal-
lenges as they develop.

Not only do people need to trust that their ideas will be taken
seriously, but they need to know that their contribution will not
Jeopardize their position or the work of the organization as a
whole. Creativity is sometimes discouraged, and it is often lost
through self-censorship.

ENABLING GROWTH THROUGH
LEARNING FROM MISTAKES

The quality of the decision is another concern. A leader can be
preoccupied with the notion that his or her own decisions are “bet-
ter” than other people’s. That is, after all, what leaders are paid
for—making good, successful, effective decisions. Here's where de-
tachment comes in. In this example the detachment is from the
“superiority” of their ideas.
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“In addition to the content, the direction of the group’s deci-
sion can be an issue. Facilitators quite often find themselves lead-
ing meetings wherein they disagree with the decision they have
enabled a group to reach” (Jenkins & Jenkins, 2002). The two ques-
tions the facilitative leader has to answer go something like this, “Is
the long-term development of the group’s decision-making com-
petency worth more than the cost of a decision that I disagree
with?” And “Will the enthusiasm and commitment of the group in
the implementation recognize and overcome defects in the plans”
This question requires that the leader step back from the immedi-
ate and look at the longer-term future. It also requires the maturity
to realize that he or she may be wrong about their ideas.

A community in which we worked in Venezuela was convinced
during a development planning consultation we helped to lead
that the village could become a tourist center for weekenders from
Caracas. In preparing for the consultation, we had had no litle dif-
ficulty in convincing advisors and supporters to drive out into the
country as far as the village. Naturally we strongly discounted the
idea of this village as a community of weekend homes, when it
seemed so very difficult to get people there even for a good cause
like a planning consult. We had to reexamine our assumptions a
few years later upon seeing a portion of the village redeveloped
with holiday homes for weekenders. Once the village had the other
facilities that the project developed, weekenders found it a charm-
ing place to visit.

“Group decision-making processes are often part of the jour-
ney the group is making. Learning to come to better decisions is
part of that journey” (J enkins & Jenkins, 2002).

SUSPENDING JUDGMENT

As Edward de Bono (1973) points out, human beings have a re-
markable and necessary capacity to reach conclusions with little in-
formation. We discern patterns with surprisingly little data. We see
part of a word and recognize it. Two small lights close together, at
waist height on a dark road, slowly becoming larger and moving
even more slowly apart look like a car coming toward us. It could
just as well be two motorcycles or an illusion. This capacity to dis-
cern patterns has advantages and disadvantages. One disadvantage
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is that when considering information or a problem, we tend to stop
searching once we see a pattern or a solution. The first conclusion
is not necessarily the optimal one, but tends to be the one chosen.

In order to continue searching, we need to be able to suspend
Judgment. This works at the group level as well as the individual
level. Thus, the same thing is true when brainstorming as an indi-
vidual. We need to shut down our internal critic in order to gen-
erate ideas. When our critic is operating, we censor our thinking
without even knowing it.

The facilitative leader suspends judgment when new ideas need
to be generated and uses critical capacities to evaluate the merit of
an idea when it is time to make choices. These are two different in-
tellectual processes, and they do not work well simultaneously.
There is a time of creativity and there is a time of evaluation, and
both are served when done separately.

The facilitative leader needs the capacity to give up their ideas
as better ones emerge from the group. Sometimes they may need
to give up their ideas even when better ideas do not emerge.

The facilitator needs to be able to suspend his critical thinking
about individuals and groups he is working with. This is part of the
process of suspending judgment about ideas. For example, if you
are convinced that employee James never comes up with anything
worthwhile, then you will never hear the worthwhile ideas that he
does come up with.

Facilitators can be external to the organization, hired as inde-
pendents or from facilitation companies. Internal facilitators come
from within the organization. Some companies have facilitation
departments and some have networks of facilitators who have other
primary jobs. These networks are usually coordinated by one or
two individuals.

“Facilitators are hired as neutral parties, to enable group
processes, whether that is to arrive at a decision, to create a plan,
to build a model, or perhaps to improve the group dynamics or
communication skills of the group members. The substance be-
hind the image of neutrality is the discipline of detachment”
(J enkins & Jenkins, 2002).

While all facilitators have the issue of detachment, facilitators
from within an organization tend to have a more difficult time with
this than those hired from the outside. Detachment is particularly
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difficult for facilitators leading their own department’s sessions. In
these cases the facilitative leader is already involved in the decision-
making process. He or she often originates the discussion. She is
responsible to her bosses for the outcome of the decision-making
process. He has definite ideas about what the outcome should look
like and how it can be achieved. The facilitator’s capacity and will-
ingness to suspend judgment enables the development of creative
ideas within the group and enables the capacity to judge ideas at
another point in the process.

The external facilitator usually has detachment from the deci-
sion because whatever it is it will not affect them in the same way
as it will the participants in the workshop. What the external facil-
itator often needs to develop is commitment to the successful cre-
ation of the decision.

FocusING ON PROCESS

Another struggle for the facilitative leader related to detachment
has to do with the difference between content and process. What
is meant by content is the topic or ideas being dealt with by the
group. The process is the way the content is handled. For example,
a strategic plan can be done in a number of different ways: sce-
narios planning and strengths, weaknesses, opportunities, and
threats (SWOT) analysis are familiar processes to many managers.
What is included in the plan, including the finances, product de-
velopment, changes in corporate capacity, the way markets are
developed, and so on, is all content. The way these are treated and
the steps used to reach the plan are process. Different methods
have different sequences of steps, different activities the group
does together to reach their conclusions. The facilitative leader,
while facilitating, must be primarily concerned with process.

Most leaders believe that what is important is the content of
the session. This belief is what makes it difficult to focus on the
processes. We often do an analysis of meeting dynamics for clients
using four categories: content, process, emotion, and group spirit.
By far the greatest number of inputs from participants is in the
areas of content and emotions. Process and group spirit are less
frequently addressed in meetings, and yet it is in these areas that
the power of leadership comes into play.
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Maintaining content neutrality and process concern is made
more difficult by the fact that sometimes issues or ideas come up
that the leader feels should not come up. Some issues are irrele-
vant, some are embarrassing, and some make the decision more
complex. Sometimes important issues just don’t come up. The
need to maintain neutrality in these situations is one of the reasons
that the discipline of Detachment is necessary.

THE FOUR LEVELS OF DETACHMENT

Like all disciplines, Detachment has levels of intensity or stages of
development. While it is actually a continuous process, it can be
divided into four levels. (We use this device of four levels for all of
the disciplines.) In the case of detachment it begins with being sen-
sitized to the reality of detachment. Next comes the willingness to
sacrifice what you have, who you are, and what you do to some
larger good. The third level is renouncing all of these things. Fi-
nally, once they are given up, you experience a surge of power, re-
lease from all of those things that have taken power from you. At
any given moment you can find yourself at any of these levels.

THE SENSITIVITY

This first level is becoming sensitive to the reality of detachment.
This seems to be done when you have a close experience with
death. We all have experiences with death, but we are often pro-
tected from them by our societies. It is not too difficult to avoid
dealing with death at all. Things, ideas, people, and organizations
end their existence. They die.

When we encounter death, perhaps through a friend’s illness
or an accident, something happens to most of us. At least for a mo-
ment, there comes a new and intensified appreciation for life.
Sometimes this appreciation leads to larger changes in the way we
behave.

Dee Hock (1999) describes his life-changing event taking place
during a hunting accident. While on a duck hunting trip, a boy
slipped, and his shotgun went off and killed him. While the other
boys went to get help, Hock spent hours waiting with the dead boy.
Another example comes from the religious leader Joseph Mathews.
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We frequently heard him describe how his experience as a chap-
lain in the Pacific theater in World War II, burying hundreds of
young soldiers, shaped the direction of the rest of his life.

Certainly this sensitivity to the fragility of life can also happen
without an encounter with death. Joseph Jaworski (1996) describes
a series of soul-shaking events that changed the direction of his life.
He was traumatized by discussions with his father, who was the Spe-
cial Counsel investigating President Nixon’s Watergate scandal. His
wife divorced him. He left his Houston law firm. He took a trip
through Europe to reflect on what he was doing with his life.

Whatever the occasion, the first level of Detachment has to do
with being sensitive to the transitoriness of all things. When that
happens, you are on the journey of Detachment.

THE SACRIFICE

The second level of Detachment is sacrifice. This sacrifice is the
experience of giving things up. Sometimes we seem to be forced
to choose. Once you experience that everything goes away, there
seems to be a choice that you are confronted with. Do you care?
You see the suffering, you know you could do something, but do
you have the courage and discipline to do something real? You
see fellow workers being treated unfairly. Do you do something
about it? Many of us choose to do nothing. This leaves a hollow
place at the center of our being. Some of us choose token activi-
ties, like donating $10 a month to an AIDS charity. We think that
at least we are doing something, but deep down there is a nagging
sense that it is insufficient. Our care keeps demanding that we do
more.

When you choose Yes, your life is changed. Care is doing some-
thing, not feeling something; in fact it is a discipline of doing
something. Care might begin as a romantic attachment to a good
cause, but it moves to something more.

Jon once led a planning consultation in Central India in the
village of Sevagram. It was a complex situation. At the end of a very
difficult three weeks, a group of us left on the train to Mumbai.
When we got to the city of Mahmad, the train stopped. There had
been a train wreck further up the line and the train could go no
further. We decided to rent a couple of taxis for our group.
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A friend, Bhimrao Tupe, and Jon were walking to the taxi
stands and got ahead of the rest of the group. They came out of a
little alleyway and saw a girl of thirteen or fourteen years old going
through a garbage pile. Her clothes were rags and she had the look
of someone who was starving.

Jon was stunned. Every once in a while the girl on the garbage
pile in Mahmad comes back to his mind to ask, “What are you
doing to care, Jon?” The girl became a symbol for how easy it is to
suppress the ability to care. Jon realized that care takes place wher-
ever you are. He recognized that it is easy to forget the innocent
suffering that is everywhere. Jon then knew that care was some-
thing that had to be worked at, not just experienced. He had to
give up the luxury of forgetting others’ pain.

Maureen once worked with a very gifted conference organizer,
Linda. She was in line to take over the conference section for a
large multinational. One day Linda announced that her boyfriend
had the chance of a promotion to work in Brazil, but it meant that
she would not be able to work. The choice was more than between
moving to Brazil and staying in Holland; it affected her whole fu-
ture and the career she had planned. It meant a change of out-
look; it meant giving up the luxury of regret.

The choice is not always forced upon us. Jon met a man in
Tokyo who had given up a great deal. He had gone to the best
schools in Japan and graduated from Tokyo University. He was a
member of the Japanese intellectual elite. He could have joined
any of thousands of companies or government agencies. Upon
graduation he chose to become a garbage collector in one of the
poorest communities in Tokyo.

RENUNCIATION

The third level of Detachment is renunciation. The experience
here is that you are nothing; you are a failure. Your wealth, social
standing, power, friends, intelligence, and all that you value are
meaningless. You desperately want them to have a purpose, but you
experience them as having no value whatsoever. At this level you
are in the process of giving them up.

In her book, The Wisdom of No Escape, Pema Chodron (2001)
talks about the dharma (the way of enlightenment) that is taught
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and the dharma that is experienced. She begins with the dharma
that is taught, saying that it is like a precious jewel that can be cov-
ered with dirt. The dirt does not change the jewel. When someone
reveals the jewel under the dirt, it resonates in the hearts and
minds of those who can see. Sometimes while our hearts and mind
resonate, we have a hard time figuring out what that may have to
do with everyday life. This is where dharma that is experienced
comes in. Itis the experiencing dharma and not its philosophy that
enables us to live with the suffering and pain of losing a job, hav-
ing a family member die, or having a spouse leave (pp. 82-83).

The experience of renunciation is described in the parable
about the rich man giving up his wealth being like a camel going
through the eye of a needle. We think the best perspective for look-
ing at this parable is not as a detached observer or from the per-
spective of the person trying to push the camel from behind. It is
best understood from the perspective of the camel that has gotten
partway through the eye of the needle. Imagine the effort that has
gone into the process so far. There is no guarantee that the camel
will succeed. She could be stuck here forever. Sometimes we choose
being stuck rather than face the challenge of getting all the way
through. Perhaps this is what Jean-Paul Sartre’s play No Exit (1949)
is about, being trapped in a place in which we choose to stay even
if it is self-destructive, because we dare not envision a future.

We sometimes prefer the present pain. Yet the camel continues.
On it goes until the camel makes it, stopping to be stuck for a time
but with nowhere else to go but through. Pema Chodron describes
this as an in-between state, being homeless, a refugee. “You've left
the shore, but you haven’t arrived anywhere yet”(Chodrén, 2001,
P91y

The memories of what you have given up are still with you.
They may haunt you, but you know you have done the right thing.
They still have power nonetheless. Jon remembers being on a five-
day fast taking clear liquids only. On the evening of the fourth day,
Jon went to a restaurant and had a hamburger, fries, and a cola,
consuming them all. Now he was certain he was an ill-disciplined
failure. He went back to his fasting colleagues and ended the fast
together with them. Jon knew that he was violating his own in-
tegrity, yet he went ahead. He had to diminish and desensitize his
self-honesty to do this. He did not know it or at least did not admit
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it; he was in a dark place in his life. While experiencing quite a
dose of guilt, he also knew that there was no point wallowing in
guilt about it.

In these dark moments, the camel may break through. To see
how this works, let us return to what Pema Chodron (2001) has to
say. She speaks of the Buddhist teaching about four horses. The
excellent horse moves even before the whip touches his back, mov-
ing at the slightest sound or movement by the rider. The good
horse runs at the lightest touch of the whip. The poor horse only
moves when it feels pain. The bad horse, however, moves only
when he is jarred with pain to the marrow of his bones.

She goes on to recount a story by Dainin Katagini Roshi. When
he first came to the United States from Japan as a young monk of
twenty-seven to teach Buddhism, he struggled greatly. In Japan all
of his colleagues and his surroundings were neat, precise, and
clean. His students in the United States, however, were hippies.
They had long, unwashed hair, wore sloppy rags for clothes and no
shoes. He did not like them. He couldn’t help it; he just couldn’t
stand them. They offended his every sensibility. He said, “So all day
I would give talks about compassion, and at night I would go home
and weep and cry because I realized I had no compassion at all.
Because 1 didn’t like my students, therefore I had to work much
harder to develop my heart” (pp. 8-9).

It is in the situation of being the worst horse that one finds
oneself working on their heart. It is when working on our heart
that the camel can break through. When we see that both failures
and successes are not the meaning of who we are, we have re-
nounced all.

THE POWER

Power is the final level of Detachment. It follows the levels of sen-
sitivity, sacrifice, and renunciation. Power occurs when you have
relinquished all of the claims upon you of things, accomplish-
ments, relationships, and even your own self-discipline.

The experience is first of all one of having a huge burden lifted
from your shoulders. You have everything, and suddenly you are
free. Because you can walk away from everything, you control
everything. Gains and losses are the same. The joy of work is not
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in the product but in the work itself. All people are the same. It is
from this perspective that it is said that all of humanity are brothers
and sisters.

CONCLUSION

We do not mean that detachment is a virtuous thing to do, or even
something you should do. It is a state you find yourself in, not
something you should be. Trying to be detached is almost contrary
to being detached. Practices are helpful in being open to detach-
ment, but there is no automatic result.

It is perfectly normal to experience power over some dimen-
sion of your life while at the same moment becoming aware of
some other dimension that you are afraid to let go of. This aware-
ness is the beginning. Watch how the fear manifests itself. What
and who is supporting the attachment? What is the source of the
fear? What is the cost of giving it up? Perhaps awareness coupled
with detachment exercises is sufficient.

We are using two terms that need to be clarified: exercise and prac-
tice. What we mean by exercise is an activity that is usually only done
once. Itis used to bring awareness to the reality of the discipline. A
practice is an activity that is done regularly or at special occasions.
Meditation or journal writing that is done daily or a weeklong silent
retreat done annually are practices. Some practices are done when-
ever needed, such as the two suggested by Roger Walsh in the fol-
lowing section. Practices are intended to deepen the disciplines;
exercises are intended to build awareness of the disciplines.

e+ o
Practices for Detachment

The classic practice for detachment is meditation. There are many forms of
meditation to choose from. We share one here called “Centering Prayer.”

Centering Prayer

Centering Prayer begins with selection of a sacred word representing your
intention to be present to the mystery of existence and to surrender to the
inner movement of the spirit. The word should be something that repre-
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sents your own personal decision to be open, perhaps something like
“love,” “Lord,” or “peace.”

Sit comfortably enough not to be distracted by physical discomfort or
pain, but not comfortable enough to fall asleep. You can also avoid falling
asleep by avoiding practice immediately after eating. The back should be
straight but not stiff. Close your eyes and step back from the things sur-
rounding you.

Begin to quiet your mind. When it is relatively quiet, think about your
sacred word. Whatever thoughts come to mind, gently turn them aside by
returning to the sacred word. If you fall asleep, when you wake up, return
to the sacred word. You may experience strong emotions or become aware
of powerful images. Gently return to the sacred word. You may experience
a kind of wakefulness in which your mind is blank. You have no thoughts
or experience anything at all.

The sessions should be about twenty minutes long, once early in the
morning and again at night. At the end of each session, sit quietly to bring
yourself back to the reality of the room.

Besides meditation, there are a number of other practices that assist
in developing the discipline of Detachment.

Fasting

We have mentioned fasting in a variety of forms. Some people go for
twenty-four hours once a week without eating and only drinking water.
Some people also do a monthly three-day fast. Pre-Vatican Council
Catholics practiced meatless Fridays. Buddhist monks and nuns beg for a
single meal each day. Muslims practice the fast of Ramadan.

Two practices suggested by Roger Walsh in his book Essential Spiritu-
ality (1999) are Indulge an Attachment and Frustrate an Addiction.

Indulge an Attachment

The Indulge an Attachment practice describes one of Walsh’s meditation
teachers who had spent years in spiritual practices. The teacher had one
fault, a firm attachment to sweets. He would spend a significant amount
of his meager income buying candies and other sweets. One day he went
to the market, and going from stall to stall, purchased different sweets until
all of his money was gone. He then went home. He placed the box of can-
dies in front of him and meditated until his mind was clear. He then took
one candy and placed it in his mouth. He focused his awareness on the
experience of eating the sweet. He was aware of the anticipation of the
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first touch of the candy in his mouth. He paid attention to the flood of plea-
sure that filled his mind. He savored the taste and smell. He observed as
he swallowed and reached for a second piece.

Keeping himself focused on the experience, he ate candy after candy
until he noticed a change in the experience. The taste began to be less
stimulating, and the pleasure disappeared. He continued to eat and pay
attention. The eager anticipation turned to distaste until he found that he
had to force himself to eat the next candy. He began to feel ill. Still he con-
tinued to eat. He forced another and another until the sight of candy made
him feel sick. By the time he was finished, he was cured of the attachment.

This is not a practice for all things, but with care and thought it can
be a way to build detachment from some things.

Frustrate an Addiction

Walsh’s Frustrate an Addiction exercise is familiar to many who have dealt
with addictions. It begins with selecting something that you are attached
to, perhaps a favorite food, cigarettes, or TV. Set a realistic goal of doing
without whatever you have selected for a specific period of time. This might
be a day or a morning. It has to be actually doing without, and it has to
be a realistic time frame. It is better to stop smoking for an afternoon and
succeed than commit to a lifetime and fail. Bring as much awareness as
you can to the period you are doing without. Pay attention to thoughts,
feelings, physical reactions, and so on as the time passes. When the pe-
riod is over, reflect on the experience. What fears did you experience? What
new thoughts or ideas did you have about yourself or your addiction?

This practice not only helps in dealing with the addiction, it can help
develop understanding of yourself and also strengthen your willpower and
your self-esteem.

® & ¢
Exercise for Detachment™

Personal Values

We use this exercise in a retreat we do on the Nine Disciplines. We hand
out a worksheet and ask the participants to do the first part of the exercise.
We then have people gather into small groups and discuss the questions

*This exercise is based on a similar one from Peter Senge and others, 1994.
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together. Finally, we lead a discussion of the whole group. We ask partici-
pants to share what they chose and how they felt while making those de-
cisions. We ask them to reflect on what the meaning of their choices is. We
end with a short discussion about what they can do to deepen their ability
to be detached.

Look over the following list, and select and circle which of the follow-
ing are the ten most critical values for you. If there are other important val-
ues not shown on the list, write those in on the empty lines at the bottom of
the list.

Honesty Openness Fair play Respect Justice Gracefulness
Fortitude Integrity Balance Charity Joyfulness Understanding
Simplicity Moderation  Enthusiasm ~ Wealth Health Self-assurance
Status Empathy Courage Dedication  Vision Imagination
Creativity Spirit Curiosity Power Zeal Professionalism
Thrift Kindness Good cheer  Humor Tradition Forgiveness
Nerve Energy Generosity  Sensitivity Wisdom Risk-taking
Reliability Commitment Logic Modesty Charm Perseverance
Success Duty Family Influence Peace Entrepreneurship

Return to your list and remove five of the items, leaving the five top values
that you live by.

Return to the list again four times, and remove each time one more
value until you arrive finally at the one that you rank the highest. Don't take
away the last four in a single sweep, but evaluate them one at a time to
make sure you have as honest a ranking as you can.

Now discuss the process with the team:

* What is the value that remained for you?

* What process did you follow—what question did you ask yourself—to
remove values from the list?

* What did it feel like to remove values?

* What is the struggle here? What is this about?

* When do you struggle with this process in your work? what are some
examples?

* What is important to keep in mind here?



CHAPTER SIX

ENGAGEMENT: COMMITTING
TO THE GROUP

The discipline of Engagement is developing the capacity to care,
to commit, and to be generous with who and what you are, with-
out knowing what the outcome may be.

The facilitative leader intends that optimal decisions be made.
These are the most effective decisions, the most innovative, and
those that the group has the will to carry out. While Detachment
enables the free flow of ideas, Engagement enables the willingness
to select and carry out a new direction.

The discipline of Engagement is, in this time, more difficult
than ever before. People are reluctant to engage fully. Before the
Vietnam War, the ranks of soldiers with the highest mortality rates
were the junior officers, who led their troops into combat. In Viet-
nam, junior officers tended to remain behind the lines, directing
their troops into combat. This marked a profound change in com-
mitment in the U.S. military.

The inability to face difficulties in relationships has become a
common societal theme. Men and women struggle with their dif-
ficulties with long-term relationships. When things get difficult,
embarrassing, or awkward, the relationships can change. Some-
times partners change; sometimes the character or quality of the
relationship changes so that the individuals are more distant and
less involved.

Perhaps it is our individualism that is driving this. We fear that
if we commit, we will lose something of ourselves or lose control
of our lives. Perhaps we distrust the societies we live in. The faults
are clear. Forces beyond our control manipulate political and eco-
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nomic structures. In order to keep some semblance of control, we
retreat to the one place where we think we have control, namely
ourselves.

Perhaps we simply fear death. Engagement requires that we ex-
pend ourselves; expenditure leads to depletion, and depletion
leads to death. The illusion is that if we never engage, we won't be-
come depleted and die. At least we won’t experience those mo-
ments of failure or incapacity, those little deaths. Perhaps we simply
do not want to have to decide, to make choices. To choose, we say
No to something in order to say Yes to something else. We feel that
we should leave all our options open.

WHAT IS ENGAGEMENT?

Engagement is a common, everyday kind of experience. We join a
sports team or reading club with the idea of spending time partic-
ipating, adding to, and benefiting from the team or club. We find
ourselves faithfully defending a group we belong to because of its
traditions. We are loyal to the past, the present, and the aspirations
of the group. We are dedicated to and participate in change
processes in the belief that things will get better. We work long
hours for the community far beyond what is expected.

In the process of joining and becoming more involved in a
group, we take on the group’s ways and perspectives. We begin to
know the people and create bonds with them and the group as a
whole. After a period of confusion we pick up the norms, the jar-
gon, the way things are done. Some of us may use these tactics with
missionary zeal to demonstrate that we are members of the group.
We become more and more committed to the future of the group.

In ancient India, life was seen to have four phases: youth, war-
rior, householder, and elder. The Institute of Cultural Affairs used
a similar understanding. Youth was seen as birth to twenty years
old, a time for discovering the world. The Warrior or Young Adult,
from twenty to forty, is creating her or his life, family, career, place
in society. The Householder is an Established Adult, from forty to
sixty, who is maintaining continuity and enabling stability. The
Elder, over sixty years of age, brings perspective and wisdom to
society. You see these same roles being played out in well-estab-
lished organizations. New people are eager to learn and ask lots of
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questions, sometimes to the point of being annoying. Once peo-
ple know their way around the work and organization they begin
to create their place in the organization. They are the real work-
horses. As workers become established and have a solid place, they
begin to be looked to for continuity and stability. Finally, workers
approach retirement. They are in their last assignment. They have
“seen it all” and have a unique perspective on the organization.
Each of these roles is one aspect of engagement.

In the first phase, getting acquainted with the group, we often
are highly enthusiastic; running around like puppies brought
home for the first time. We test limits and figure out who the alpha
dogs are, and where we fit in the hierarchy. The group will adjust
somewhat to us, but by far, we adjust to the group.

In the mid-1960s, Jon interviewed for a position with IBM in
San Francisco. He was struck by how much all of the employees
looked alike: young, well-manicured men in blue suits. At the end
of the interview, the interviewer said that he would like to have Jon
join the company, and if Jon wanted to be a member of the IBM
team, he should get a haircut. The assimilation process had begun
even before employment was agreed to. The interviewer was help-
ing Jon to understand what assimilation at IBM would mean.

The next phase of integration with the group is characterized
by the individual wanting to be successful, to make a mark, and to
improve things. We are ambitious. As we become more familiar
with the boundaries and norms of the group, we begin to settle
into its routines. In a combination of finding and creating a place,
we create a role for ourselves. We search for the limits of our abil-
ities. Everything seems possible. We can'’t fail.

The third phase is that of a mature member of the group. At
some point, most of us become the establishment. We embody the
norms of the group and pass them on to new people. In many ways
we are the role models that others look to. At this point we are
both the best and the worst of the aspects of the group. We are the
Jjourneyperson of the organization. We are depended on to do a
good job.

The final stage is that of elder. This role is difficult in the West.
The elder is a strange combination of symbol of the past and of the
end of a career. The elder is a threat and at the same time offers
perspective to a group. He or she often carries the collective mem-
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ory of the organization. The elder, with the longest experience of
the organization’s successes and failures, can sometimes be the one
most eager for dramatic change.

THE FOUR DIMENSIONS OF ENGAGEMENT

Engagement has to do with the relationship that a leader takes to-
ward an organization. We point to four different dimensions of
that relationship: promoting stability, encouraging change, main-
taining balance, and caring for spirit. These are not intended to
be a sequence of activities but facets of the same reality. These di-
mensions are internal states of an individual and as such are very
difficult to distinguish from externalities.

Promoting Stability

The leader who is engaged is committed to maintaining stability.
This stability is not the stability of a clockwork view of the universe
where processes and roles are stable. It is the stability found in chaos.

Imagine a fast-running stream high in the mountains. At every
moment the flow around the rocks changes a little. Eddies spin on
the downhill side of the rocks. The force of the water digs holes in
the riverbed. There is no way of predicting exactly what will hap-
pen next, yet there is order, the banks contain the stream. The
rocks force the water to go around them. The general flow of the
water is always downhill. Chaos? Yes. Order? Yes. In organizations,
stability is found in maintaining the values, principles, and mean-
ingful purpose of the organization over the long term. These cul-
tural aspects of an organization, once established, are difficult to
change. Processes, job descriptions, products, and other organi-
zational aspects can change within this kind of stability.

Leaders’ support for stability begins with loyalty to the organi-
zation. It is commitment to the present situation. It is the desire and
willingness to maintain the status quo. This dimension is essentially
conservative. Leadership in this aspect is about enabling order. This
is the establishment, and the establishment faces the past.

Some degree of stability is necessary for organizations to survive.
A certain comfort comes from knowing that things will be the same
tomorrow as they are today and were yesterday. Planning is possible
when there is some degree of predictability in an organization.
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While it is clear that the saying “Change is the only constant” is rel-
atively true, it has some flaws. The level of change is not as great as
this saying seems to imply. Imagine a place of real constant change.
Imagine having a new career, with new colleagues you have never
met, every time you come to work. Imagine the difficulty of doing
any work, in adjusting to each new day, if every day a totally new
job awaited you, in a place you had never been. Imagine new
processes, products, prices, and possibilities. We do live in a world
of continual change, but we also live in a place of stability. What
remains stable and what changes are the key questions.

The danger is that organizations become frozen. They crystal-
lize and can’t break free from the past. The past, its traditions,
while usually idealized, define the meaning of the structure.
“Things have always been done this way.”

A British military officer was visiting an exercise by the Austrian
Army. Part of the demonstration was firing artillery pieces. As the
officer watched a squad go through the sequence of firing their
weapon, he noticed that one of the men walked to the side and
held his arms close to his side and bent at the elbows with his fist
clenched in front of him. The British officer asked what the man
was doing. Everyone said that they were not sure, but it was part of
the manual of operations for these artillery pieces. Finally the of-
ficer came upon a very old veteran who explained that in the days
when horses moved artillery pieces from place to place, it was nec-
essary for one man to hold the reins of the horse to keep it from
bolting when the guns were fired.

Today there are no horses, but the person holding the reins
often still remains part of the process. It may well be that tradi-
tional practices that have outlived their function, like the man
holding the reins of the nonexistent horse or the bearskin hats on
British Beefeaters, may remain for ceremonial or symbolic reasons.
In these cases a practice or process is kept to fulfill a new and quite
different social function from the one for which it was first in-
tended. This is quite a different matter from holding onto out-
dated processes without any idea why.

Encouraging Change

This second dimension has to do with breaking with the status quo.
Engagement in this dimension breaks free from what has been and
explores the new. It is not interested in tradition or stability. Pro-
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moting stability is about conserving, and encouraging change is
about liberating. Leadership in this aspect is about justice. This is
the rebel, the disestablishment, facing the uncertain future in
search of better ways of living and working.

Aware of the problems in the current organization, the leader
explores and introduces new ways of thinking and doing things.
With time, ideas are brought into the organization that may have
been unthinkable at the beginning. What is paramount here is that
change happens in a positive way. Without this dynamic, an orga-
nization will not grow or evolve. It will be unable to meet demands
from clients, employees, the competition, suppliers, or the social
economic environment in which it operates.

Liberation, constantly seeking the new, also has its destructive
side. It can lead to forgetting the past, learning nothing. The new
can become an end in itself. Change can be sought for the sake of
change, rather than for its intrinsic benefit to the organization or
its members. Change is always partly inventing and innovating and
partly destroying. When liberation dominates, it becomes chaos
without order and change without progress.

Change for the sake of change can lead to reorganization ef-
forts that remove all of the people who know how the core pro-
cesses work. The Dutch telephone company replaced its switching
equipment and downsized all of the personnel who managed that
equipment. The old equipment nevertheless remained, unused,
in place. When ADSL (Asynchronous Digital Switching Language),
the next generation of high-speed Internet connections, was in-
troduced shortly thereafter, it could be employed on those old, dis-
used networks. The old switches came back into use for the new
technology. Because the people who had maintained the old
equipment had been let go, the company had to find and train a
new generation of replacements.

Maintaining Balance

This third dimension has to do with managing the distortions
brought about when either stability or change dominates. Engage-
ment is the capacity to see the positive and negative aspects of both
stability and change. This balance recognizes that when the con-
servative forces dominate, the forces of liberation need to be called
on. When the liberating forces dominate, the forces of conservation
need to be called on. The need for the honoring and maintaining
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continuity with the past is balanced with the demand to face and
invent the future.

At times a group is stuck in a thinking pattern that they need
to step out of in order to move effectively. This is more common
than the reverse, where a chaotic situation needs to be ordered. In
the mid-1970s we led a planning consultation with a small village
in central Italy. Jon’s team was working on commercial and indus-
trial development. The team consisted of twenty residents of the
village and four outside consultants plus Jon and a businessman
from Milan who was acting as translator. We explained that we were
going to do a workshop in which we would share ideas about the
village. We would record them on the flipcharts. We asked that we
respect each other’s opinion and speak one at a time. We asked the
first question, “What would you like to see in your village in the
next four years?” Both the businessman and Jon were stunned
when what seemed like the whole room stood up and began shout-
ing at each other. It was evident that there was no way the work-
shop could happen in the orderly fashion we had planned. After
a minute or two, Jon asked if the businessman could catch some of
the points being made. He said Yes, and they began writing them
down. After they had about ten points summarized on the board,
they tried to calm the group down. Kind requests that people stop
resulted in complete failure. Jon asked how to say “Quiet!” and the
businessman said “Silencio!” and both shouted it. The chaos
abated. We explained once again what we were doing, reviewed the
ideas we had captured, and asked if there were more ideas. Pan-
demonium broke out again, with ideas gathered as quickly as pos-
sible. The whole week was spent balancing highly creative mayhem
and imposed silence. The group recognized that the order was
necessary if their ideas were going to be part of the plan. We rec-
ognized that the chaos was necessary if we were going to have the
creativity of the villagers in the plan.

Balance in this respect is similar to what Harrison Owen in his
book Leadership Is . . . (1990) says about love. He talks about the
two faces of love as acceptance and challenge, a similar polarity to
the balance of conservation and liberation.

Love as acceptance is unconditional acceptance. It is taking
others just as they are, in whatever space they are in, and how they
are, no questions asked. This aspect of love is nonjudgmental be-
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yond reason, in fact quite unreasonable. It is acceptance without
the other needing to justify, rationalize or apologize.

This kind of acceptance is dangerous. Without standards life
turns to mush, without rigor thinking becomes sloppy, without
judgment anything goes. Pure acceptance leaves you as you are and
never urges you to become everything you could be.

Love as challenge is a confrontation in which the other is cata-
pulted into new ways of being. Standards are set, expectations are
there, judgment is real, mushy life won’t do, sloppy thinking is unac-
ceptable. Challenge is the road to fulfillment, but of course challenge
by itself is disastrous, for it creates a life of unmitigated harshness.

Neither face of love will work alone. While we may prefer the
comfort of acceptance, we require the stringent slap of challenge.
Challenge must always be grounded in acceptance, acceptance ex-
cited by challenge. Great love is acceptance and challenge without
boundary (Owen, 1990).

One aspect of this balance is the ability to recognize when de-
cisions need to be slowed down for reflection and consideration
and when they need to be made quickly and with conviction.

Caring for Spirit
What is spirit? Spirit happens or it doesn’t happen. It cannot be
forced or tricked into manifesting itself. It is found in the courage
to act in freedom. It is found in meeting the obligations of the time
in which we live. Spirit is will, not the little will in willfulness but the
larger will in willing greatness. In the old paradigm, caring for spirit
was seen as motivation, or getting more out of people. This was un-
derstood to be a “carrot and stick” approach, which at its heart is
a belief in the mechanistic, cause-and-effect world of the eternal
clock. “Do this, and there will be spirit in the business.” In the new
paradigm, things are much more messy. Spirit is evoked or en-
abled, not switched on and off like a light bulb.

Bill Russell (1979) describes his experience of the release of
spirit in Second Wind: The Memoirs of an Opinionated Man:

Every so often a Celtics game would heat up so that it became more
than a physical or even mental game, and would be magical. That
feeling is difficult to describe, and I certainly never talked about

it when I was playing. When it happened I could feel my play rise
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to a new level. It came rarely, and would last anywhere from five
minutes to a whole quarter or more. Three or four plays were not
enough to get it going. It would surround not only me and the
other Celtics but also the players on the other team, and even the
referees. To me, the key was that both teams had to be playing at
their peaks, and they had to be competitive. The Celtics could not
do it alone. I remember the fifth and final game of the 1965 cham-
pionship series, when we opened the fourth quarter ahead of the
Lakers by sixteen points, playing beautifully together, and then we
simply took off into unknown peaks and ran off twenty straight
points to go up by thirty-six points, an astounding margin for a
championship series. We were on fire, intimidating, making shots,
running the break, and the Lakers just couldn’t score. As much

as I wanted to win that championship, I remember being disap-
pointed that the Lakers were not playing better. We were playing
well enough to attain that special level, but we couldn’t do it with-
out them. (Russell, 1979, pp. 155-156)

Engagement is the capacity of a leader to evoke this state in all
of their followers. For Russell and others who describe this state, it
does not happen very often. Conditions have to be right, and many
of those conditions are outside their influence. Mihaly Csikszent-
mihalyi (1991) describes this condition as being found at the point
where your ability is exactly matched by the challenge you face.

Spirit is found in special circumstances. It manifests itself at
the end of something, in dying. It is found in the moment be-
tween the end of the old and the beginning of the new. It appears
when the new is a helpless infant that needs nurture. It can be
found once the new is strong enough and structure has been cre-
ated that embodies it. These moments are when leadership is re-
quired. Caring for spirit is enabling people to make these
transitions. It is also enabling people to connect to a higher pur-
pose, to care for others and the greater Other, to take risks, and
to balance liberation with conservation.

THE [SSUES OF ENGAGEMENT
FOR FACILITATIVE LEADERS

Engagement for leaders goes further than for members of the
group. It is sustained commitment, a covenant. It is care for the
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organization or the group. It is taking responsibility for norms of
behavior.

“For the facilitator, engagement begins with a simple act of
agreement to do a job, and as such the facilitator is committed to
the success of the group. This kind of leadership models what it
means to be a good participant. They are responsible for the im-
plementation of the process” (] enkins & Jenkins, 2002). As such
they commit to the quality of the group’s actions.

Engagement is also sustained commitment. To be engaged is
to actin an ever-changing environment and relationship. In these
circumstances actions are responses to what is happening. En-
gagement as response is based on taking responsibility over the
long term for those actions. It is caring as action even when frus-
trated or continually blocked. It is taking necessary risks. It is re-
sponsibility for standards. In the next sections of this chapter, we
explore each of these issues.

SUSTAINED COMMITMENT

Commitment, in our use of the word, operates at two levels: to a
larger meaningful purpose for the organization and to a business
or organizational goal.

At the level of larger purpose, Engagement is commitment to
a meaningful reason for the existence of the organization and
keeping that reason consistently in view. This purpose answers the
question, “What is the social function of the company I work for?”
A social purpose is not making money per se. The social function
has to support the capacity to make money if the organization is
a business, or to acquire donations and volunteers if it is a non-
governmental organization (NGO), or to receive funding if it is
a government agency.

Many mission statements and advertising slogans are good
statements of meaningful purpose. A well-crafted mission state-
ment can be a driving force in the life of an organization. Ackoff
(n.d.) states it this way:

A mission statement should be exciting and inspiring. It should
motivate all those whose participation in its pursuit is sought; for
example, one Latin American company committed itself to being
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“an active force for economic and social development, fostering
economic integration of Latin America and, within each country,
collaboration between government, industry, labor and the public.”
A mission should play the same role in a company that the Holy
Grail did in the Crusades. It does not have to appear to be feasible;
it only has to be desirable. (Ackoff, n.d.)

A great deal of information is available about how mission and
vision statements are created, how they differ from each other and
what they are not, so we will not go into the practices here. Rather
we point to their importance in connecting work to a larger purpose.

We led a workshop for the London sales office of a major
paper manufacturer. The mission statement was fairly long and had
three parts. Part one was about customer satisfaction. Part two was
about maintaining the highest standards of paper. Part three was
about minimizing environmental impact in manufacturing and de-
livering paper. After the introductions, we went around the room
and asked each person to read out loud part of the company’s mis-
sion statement. We then discussed each part of the statement. The
employees were very positive about the overall mission of the com-
pany and how they could contribute to it. They came up with sug-
gestions for using environmentally sustainable manufacturing
processes, contributing to the customer’s ability to be an effective
business, improving the character of the office, and providing im-
proved market information.

Stories of why it is important to do the day-to-day work of the
company sustain the larger purpose. These stories reflect the past
and present and point toward a better future. They invite people
to commit to that future even if it cannot be completed in a single
lifetime. They result in a sense of urgency and of participating in
destiny. However, more than just story is needed. The story must
reflect the activities of the company, its employees, and its man-
agement. If the management does not live the story, it will die. Em-
ployees cannot be forced or tricked into buying a false story. They
can only choose freely to make the larger purpose their own.

Here is a story that we heard in the 1970s while developing a
strategic planning method.

Davy Wood was the teenage son of a prominent lawyer in a
prestigious Chicago law firm. The family was wealthy, and Davy
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needed little materially. Nevertheless, he decided to take a sum-
mer job in a factory manufacturing seat belts.

The work was tedious. Put the webbing and buckle into a press.
Activate the press. Remove the belt. Put the webbing and the
buckle into . . . Hour after hour, day after day, the same thing re-
peated over and over.

After some weeks, Davy’s mother began to notice that he was
working later and later. Instead of coming home at 5:30, he arrived
at 6:00, then 6:30, then 7:00. She thought that there must be a girl
involved. She decided to take dinner to work for Davy. She could
then see what was going on.

She arrived at 6:00. There was Davy, standing in front of his ma-
chine making one seat belt after another. She asked what he was
doing and why he was staying so late. The work was boring and
didn’t make much money.

Davy replied, “I am saving twenty thousand lives a year.”

On Davy’s first day on the job his boss had taken him around the
plant, shown him the different operations, and told him how seat
belts saved lives. Company literature showed precisely how seat belts
reduced injury. Employees used the company’s seat belts in their
own cars, Unlike many young workers, Davy understood clearly why
it was important to work at the plant.

What was needed for Davy next was that this relationship to his
work be maintained. We do not mean the number of hours he is
spending; that may in fact make the relationship unsustainable. We
mean the perspective that the work is important far beyond Davy
and even beyond the company he works for.

It was equally important that Davy have specific goals for the
day or hour. The larger reason for working becomes meaningless if
it is not attached in some concrete and visible way to real accom-
plishments. Davy had quotas for the number of seat belts he pro-
duced a day. Let’s say he was expected to produce 450 a day. In the
old mechanical universe, what was important was that he meet the
target of 450. In the new universe, what is important is that he
makes the connection between the 450 belts a day and the twenty
thousand lives saved. This connection needs to be made not once,
but often and honestly.

The leader enables the emergence of a sustained and sustain-
able central reason for the organization’s existence, and enables
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people to make the connection between their day-to-day work and
the larger purpose of the company.

CARING AS ACTION

Everyday living is connected to a larger purpose, a contribution to
society. That connection is created and sustained by care. The word
care has several definitions, and for our purposes there are two.
First, care is an emotion, the sense of having affection for some-
one or being attracted toward them. Second, care is an act, in the
sense of treating, supporting, enabling, or serving someone. While
the emotion may precede the action, it is this second meaning that
we are concerned with.

Engagement is . . . service. A facilitator is a servant of the group’s
processes to make creative and meaningful decisions. Engagement
is the discipline of caring about the quality of people’s decisions
and their capacity to enact them. Caring in this sense is not the
emotion but the act. (Jenkins & Jenkins, 2002).

Robert Greenleaf, the late AT&T executive, used the term Ser-
vant Leaderin his attempt to describe the role of the leader as car-
ing for others.

Servant-Leadership is a practical philosophy which supports people
who choose to serve first, and then lead as a way of expanding ser-
vice to individuals and institutions. Servant-leaders may or may not
hold formal leadership positions. Servant-leadership encourages
collaboration, trust, foresight, listening, and the ethical use of
power and empowerment. (Greenleaf Center, 2002)

Robert Greenleaf suggests the difference between those who
put being a servant first and those who put leadership first:

The difference manifests itself in the care taken by the servant—
first to make sure that other people’s highest priority needs are
being served. The best test, and difficult to administer, is: do
those served grow as persons; do they, while being served, become
healthier, wiser, freer, more autonomous, more likely themselves
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to become servants? And, what is the effect on the least privileged
in society; will they benefit, or, at least, will they not be further
deprived? (Greenleaf, 1970)

TAKING RISKs

Having a larger purpose and caring for others is not easy. Engage-
ment is also taking risks. It may mean challenging the status quo,
taking on unpopular positions, or doing things that are unproven
or never attempted before. It means making choices. In order for
risks to be taken, one needs to have choice or at least perceived
choice. Choice implies taking responsibility for decisions and their
consequences.

In his book Real Change Leaders, Jon R. Katzenbach (1995) de-
scribes the process leaders go through, as they become real change
leaders.

Change leaders gain the self-confidence—as well as the credibility—
they will need for change by taking a series of connected actions
that, once started, play out in series, Some may not seem inherently
courageous, but each requires additional levels of risk and boldness
on their part. These actions do not necessarily represent one big
leap of faith, but rather a set of ongoing and interconnected choices
that often appear in retrospect to have been one leap. (Katzenbach,
1995, p. 106)

The steps of becoming real change leaders are (1) “making the
initial commitment”; (2) acting on that commitment which results
in building conviction and confidence in themselves and credibil-
ity and stature among colleagues; (3) becoming a vocal advocate
of important aspects of change; and (4) creating a number of suc-
cesses by removing blocks or putting in place innovations (Katzen-
bach, 1995).

Sun Tzu, a Chinese general and writer on war who lived some-
time between 400 and 320 B.c., suggests that people stop worrying
about the risks they are taking when they experience themselves
overcoming difficulties (Sun Tzu, 1963). Such steps not only in-
crease the self-confidence of the change leader but also demon-
strate to others that risks can be taken.
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RESPONSIBILITY FOR STANDARDS

For the facilitative leader, standards are important not for the sake
of control but for the sake of providing the best the organization
has to offer. The leader is strongly committed to a set of values
against which the work of the organization is tested. If the work is
found wanting, it changes. The leaders are models of what is ex-
pected of everyone in the organization.

Sun Tzu is studied in Asia by millions of people as a meta-
phor guide to running a business. His thinking has since the 1970s
moved into the business world of the West. He says that war (read
“business”) must be appraised by five factors. “The first of these fac-
tors is moral influence; the second, weather; the third, terrain; the
fourth, command; and the fifth, doctrine” (Sun Tzu, 1963, p. 63).
What he means by moral influence is the cause of people being in
harmony with their leaders. One of his commentators, Chang Y,
puts it this way: “When one treats people with benevolence, justice,
and righteousness, and reposes confidence in them the army will be
united in mind and all will be happy to serve their leaders™ (p. 64).
Those leaders with high moral influence will be more able as lead-
ers; they will have followers who can take advantage of situations they
find themselves in, can act more in line with the values of the orga-
nization and be more effective in what they do.

THE FOUR LEVELS OF ENGAGEMENT

Engagement has different levels of intensity, and they are sequen-
tial. What we describe in the next four sections takes place inter-
nally. It may not be noticed by anyone but the person experiencing
and developing the discipline. Like any discipline, Engagement re-
quires practice, and in this case, the commitment becomes steadily
deeper and more profound. The four levels are covenant, submis-
sion, responsibility, and freedom. Developing skills and attitudes
to achieve some mastery of engagement means going through these
stages or levels. In some cases the stage is achieved quickly and per-
haps without being conscious of it, while other stages may require
a great deal of time.

Engagement is about a larger purpose. It is bringing into being
something of greater meaning, like Davy Wood does. While it is
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possible to reduce commitment to small things, leaders expand it
to encompass the whole organization.

THE COVENANT

The initial level of Engagement is that of covenant (commitment).
At the simplest level, we have all experienced the feeling of long-
ing to have a lifelong relationship with someone or something. It
can be a potential partner, music or art, a cause or a community.
Leadership involves making a lifelong decision to be of that com-
pany, that spouse, that place, or that task.

In order to understand covenant we need to understand com-
mitments. We live in an age of failed commitments. We have a
great ability to be detached in a negative way. We can leave things
easily. We are able to leave our spouses, homes, jobs, and friends.
We divorce. We not only change jobs, but we change careers. We
move from city to city, leaving friends and sometimes family be-
hind. Naturally, the historical moment we live in contributes to this
by making change easier.

Traditionally, one was given a place in life—a profession, a social
class, a spouse, an extended family, a religious life, a place to live.
Today all of these things are choices most of us have to make, not
once but again and again. Few people expect to follow for life the
career they studied at school, to live in the same town for life as the
one they grew up in, and so on. It is easy to forget in today’s world
how difficult these choices are. The rate of job change, of moves
from place to place, of divorce, all bear testimony to the fact that we
change our minds, we make mistakes, we change over the years.

We have become “tourists” in jobs, in relationships, in com-
munities. Civil society organizations note that without commitment
to the community, the quality of life declines for everyone. We rel-
ativize our commitments so that when we fail to meet one, it is not
really important. We can say to ourselves that it was not a big fail-
ure; all of us have little failures, and litte failures are okay.

Contract Versus Covenant

Failure of commitment is at its heart found in the difference be-
tween contract and covenant. In a contract, the two parties agree to
exchange one thing for another. In addition, they agree that if one



118  THE 9 DISCIPLINES OF A FACILITATOR

of them fails to deliver, then the contract is void and the other
party does not have to deliver what they had agreed to. The man-
ager is paid by a company to lead a department. If the manager
fails to manage or the company fails to pay, the contract is violated.
Key to a contract is that it is a legal agreement.

In a covenant, the two parties also agree to exchange one thing
for another. In a covenant, however, if one party fails to deliver
what they agreed to, the other party is still under an obligation to
deliver what they had promised. Key to a covenant is that it is
morally and spiritually binding. It is not necessarily legally bind-
ing. In this perspective, a manager who is not paid by the company
is still morally obligated to manage the department. In our mod-
ern, commercial society this seems crazy. We will be taken advan-
tage of. We feel we really do need a prenuptial agreement.

The great diversity of approaches to ethical questions adds to
the difficulty of operating out of a covenant. We have one ethic for
work and another for home. We have one ethic when making
choices about a supplier and another about selecting an employee.
To make it even more difficult to operate out of a covenant, we
have a tendency to substitute the law for morality. We seem to be-
lieve that if something is not illegal, then it is okay. If we can’t agree
to what is right, we can pass a law to make it illegal.

Multiple Commitments

In today’s world, we all struggle with multiple commitments, all of
which are clamouring for more and more attention. Our families,
our jobs, our friends, and our own quiet time demand our time.
Mostly we hop from one commitment to the next, hoping that we
achieve balance. None is satisfied, and neither are we. Our hop-
ping becomes more frenetic as the different voices become more
effective in attracting our attention, whether by being louder or of-
fering more satisfaction or power or money.

Making a covenant is an unconditional declaration of intent.
It is bringing integrity to a new level. It is manifesting to the world
what you truly value. The covenant becomes an anchor and defi-
nition for all your relationships, in fact, all relationships. It enables
all other relationships to be defined. It is saying to those who you
are in covenant with that they are so special, so central that no
matter how they change or the circumstances change, or you
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change, you will maintain the relationship. It is de-relativizing your
relationships.

Covenant is experienced as wanting to spend one’s whole life
doing the thing you are engaged in or to. At this level, conse-
quences are unimportant. In fact, it is important to avoid thinking
about consequences at this point. Enjoy the thrill of being in-
volved. Savor the taste of finding a true direction for your life. The
necessary checks with reality will come, but now is the moment to
engage, to appreciate.

THE SUBMISSION

The second level of Engagement is submission. It is the experience
of turning your life over to the person, group, or cause you are en-
gaged in. At first it can seem quite exciting. You are in love! The
happiness of the other person is all-important. Your cause is the
end-all and be-all of your existence. The organization or effort de-
fines who you are. At the same time it is frightening. You are sur-
rendering your will to something else. Deep down we know that
that something else is always flawed, and yet the risk is worth it.

In part, submission is learning the jargon, taking on the habits,
food, and dress of the group, getting inside of the assumptions of
those people, participating in the activities of the group, accepting
the obligations of the group as one’s own, telling the story of one-
self as someone who's part of the group, whose fortunes are con-
nected with the group’s success.

This level involves creating the story of “us”"—the story of how
we met as a couple, the story of how I came to work for this com-
pany, the story of how I left my home and came to be part of this
society. This is even as simple as the story of how I came to be as-
signed to this project. In creating this story of meaning, submis-
sion has begun. At this level, consequences become important, not
in their entirety, but as to how the “other,” that something else,
views you. You are surrendering yourself, and you are Very con-
cerned that the sacrifice is worthy, and that you are up to the job.
Doubts are present, as they should be, but you decide to go ahead
anyway. In fact, you feel compelled to go ahead.

Jon was meeting regularly with the chairman of the board of
an electronic purse company, an interesting combination of the
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“wow” factor of high tech and the conservative perspective of bank-
ing. During one of the meetings they discussed motivation. The
chairman told of a marathon that he had run a few years earlier.

He described the training process. The first twenty weeks was
spent just building up mileage so that he was averaging twenty-five
miles per week. At this point he began a maintenance schedule of
running of eight to ten miles a day, four or five days a week, and
resting two or three days a week. Some three months before the
marathon, the schedule picked up until he was running up to forty-
six miles per week.

Not only did he have to put in the miles, he had to avoid in-
jury. He consistently trained to a schedule and steadily built up
miles. He engaged in cross training such as swimming, cycling,
walking, and rowing to help develop stamina and cardiovascular
strength while allowing running muscles to rest. He developed
upper body strength through weight training or cross-training to
help hill climbs and late in the marathon as neck and shoulder
muscles tire. Diet was important, as was the right choice of shoes.

He described the trauma of the race itself, especially toward
the end. He was exhausted. His legs seemed on the verge of losing
control of themselves. His mind kept saying, “Quit, Quit, Quit. All
you have to do is quit.” At twenty miles, he stopped to rest and dis-
covered that he could not start again. Jon asked how he kept going.
The chairman said “You have to keep doing the rituals. . . . like say-
ing ‘just one more step, one more step, one more step.””

Engagement as submission is to surrender all to the chosen
task. It is making other parts of your life subservient to that task.
Other interests and responsibilities either become a part of your
engagement or become lesser priorities.

THE RESPONSIBILITY

This third level of Engagement is being responsible. This involves
both the fact and the experience of responsibility. You are re-
sponsible for what you do. Finally, you are only responsible for the
things you do and don’t do.

Another way of looking at responsibility is to see its meaning as
“able to respond.” While it is true that you are only responsible for
what you do, and how that influences the relationships that you are
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part of, these relationships each have their own circles of influence.
Like a pebble dropped into a pond, the ripples spread out far be-
yond where they began. The facilitative leader assumes responsi-
bility for the consequences of his or her actions. By changing the
way you respond in a relationship, you change the relationship.

Dietrich Bonhoeffer (1965) describes responsibility as the ten-
sion between freedom and obedience. He contrasts the two by
pointing to the extremes.

At one extreme is the individual who acts outside the constraint
of obedience, in a kind of complete freedom. This Bonhoeffer calls
an “irresponsible genius.” This individual without regard for the
world around them finds the justification for his or her actions
within themselves. This kind of freedom operates in the illusion that
a person is ultimately independent of all others. Like a child, the
irresponsible genius says, “I did it because I felt like it.”

At the other extreme, the person who justifies their actions be-
cause of obedience is equally irresponsible. In this case they trans-
fer their own responsibility to an external authority. It is the “I was
Just following orders” justification. Kant's ethic of duty is the result.
Again the justification is found within themselves, as it is the obe-
dient one who chooses to follow the dictates of the state, the boss,
Or even one’s partner.

In Bonhoeffer’s view, responsibility is found in realizing both
obedience and freedom. There is no justification except the deed
itself, Transferring responsibility either internally, such as to one’s
own feelings or beliefs, or externally, to some authority or law, are
equally ways of escaping from responsibility (Bonhoeffer, 1965).

This kind of responsibility is a huge burden. The leader who
takes this kind of responsibility no longer has the luxury of saying
that someone else is at fault. With assumption of this kind of re-
sponsibility, a new deep integrity is realized. The consequences of
the actions of the facilitative leader are of great importance, as they
provide clues to future actions.

THE FREEDOM

The fourth and final level of Engagement is that of realizing free-
dom. This is a common experience, and yet it can be the most
frightening of all.
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It is common for a person to struggle with a job he dislikes.
Perhaps he is not good at it. He keeps the job for various reasons.
It may be that he needs the money and doesn’t see a way to get it
otherwise. It may be that he wants to demonstrate loyalty to col-
leagues or to the company. Perhaps he is hoping for a promotion.
He is unhappy. His colleagues feel the self-destructiveness of his
behavior. One day the person decides to leave the company. With
that decision he is transformed. His work improves. He is happy
while doing it. He is acting in a positive, creative way. By taking re-
sponsibility and making this decision, he finds himself free from
what are now obvious as self-imposed limitations.

Knowing that you have taken on the responsibility for your own
life as well as that of your organization, self-consciously and with-
out being coerced, you then are free. You have no one to blame,
no excuse, no justification except that of having made an informed
and free choice. You can’t even blame inner drives or desires. They
are there, but they are not the reason you made this commitment.
Freedom is found in your connection with others and with the
larger society.

Like playing a piece of music or reading a poem, life can be a
duty or a free act. The music can be played with great skill and feel-
ing, or it can be played mechanically and with little sense of the
real meaning under the notes. It can be different each time it is
played. The score of the music limits the player to the notes on the
sheet. Freedom is found not in changing the notes but in playing
them with abandon.

In an interview with Larry King of CNN, Nelson Mandela dis-
cussed Mandela’s years in prison. Mandela explained being able
to make free choices in the service of a larger purpose, without let-
ting anger or the need for revenge control him.

King: But, logically, you should have been angry. Logically,

you should have wanted revenge. Why not?

Mandela: Well, you have to understand the thinking of the
men around me in prison, especially those who spent
long terms of imprisonment. They lost an opportunity
to serve their people during those years, and they
were, therefore, determined to catch up. They could
only catch up if they were properly focused and



ENGAGEMENT: COMMITTING TO THE GrRoup 123

concentrating on both things, which will help out
the liberation of their people. I am not the only one
who did not want revenge. Almost all my colleagues
in prison did not want revenge, because there is no
time to do anything else except to try and save your
people.

King: Didn’t you hate your white captors?

Mandela: No, because one has to take into account that many
people in the situation in which we were—a promo-
tion to higher position depended on the extent to
which you supported apartheid and, therefore, good
people would have the attitude—had the attitude—a
forced attitude of saying, “I want promotion. There-
fore, I must do what my superiors want me to do.”
(King, 2000)

CONCLUSION

The journey from covenant, to submission, to responsibility, and
finally to freedom is one that great leaders make. We all experi-
ence this journey in different ways and with different intensities. A
facilitative leader brings discipline into maintaining and deepen-
ing their capacity—whatever that may be—to be engaged. En-
gagement is easy when there are no distractions, nothing else
demanding your attention, and none of the internal anchors pre-
venting us from committing. Of course, it is precisely in those mo-
ments of distraction and difficulty that the discipline is required.

* ¢ @

Practices for Engagement

The most common practices of Engagement are symbolic and ritualistic in
nature.

Levels of Contribution

Create a diagram by drawing a line horizontally across a sheet of paper.
From the ends of the line draw concentric semi-circles within semi-circles,
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like a rainbow, with at least six concentric arches. The outermost one is the
world, then the continent, the nation, the city, down to your family and fi-
nally yourself. In each circle, write your contribution to that level of reality.
Start at the top and answer the question, “What am | contributing to the
world?” Work your way down the diagram until you have reached the self.
The trick here is to find an authentic balance between bragging and being
self-depreciating.

Preparing the Space

Another Engagement ritual is to remind yourself of your commitment to a
group you work with by caring for the space in which you will spend your
time together. A tea master begins the tea ceremony by physically sweep-
ing and scrubbing the tearoom. In the same way, you can try to arrive early
at the site where a meeting or workshop is taking place to prepare the
space. You may not have to clean the tatami mats like a tea master, but
do look at the room where the event is going to take place, and arrange
it to your satisfaction. Open or close the curtains, set up the tables and
chairs, move the plants, place the equipment where it will work best. You
may set the places of the participants with paper, pencils, and workbooks.
You may see to adding and removing pictures from the walls or adding
flowers, charts, toys, or whatever suits.

Of course you could do all of this by phone to the maintenance staff,
and never waste your valuable time. However, being there for even a few
minutes beforehand is a discipline that performs two important functions,
one practical and one symbolic.

On the practical side, you are rehearsing the flow of the session ahead
in a spatial sense. Just as you “know” the process ahead from your notes,
you “feel” the process ahead by organizing the space and equipment, in
the same way that a dancer rehearses choreography. For those of us whose
energy is more physical than cognitive, this can be more useful prepara-
tion for a meeting than anything else you do. It is amazing how often, in
the midst of looking at the room or moving a chair, you realize a better way
of running part of the discussion ahead, or think of an individual who may
need some special attention.

On the symbolic side, this is a ritual of taking responsibility for the
group. It calms you by putting your focus physically on what is ahead rather
than on your own concerns or issues. A group can recognize immediately
a space that has been prepared for their own event as opposed to a space—
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however beautifully set up by efficient hotel staff—that has not been per-
sonally cared or.

Walking in Bombay

A final practice of Engagement is something we did during our first as-
signment outside of the United States. We were sent to work in a slum
neighborhood in Bombay, India. Everything there was strange, fascinating
and terrifying at the same time. It was astoundingly hot and dusty; there
were people everywhere, staring, touching, rubbing past, saying things we
couldn’t understand. There were magnificently, elaborately dressed, gor-
geous men and women, side by side with appalling cases of disfigurement,
disease, and malnutrition. Spending five minutes on the street was com-
pletely overwhelming. How could you ever find any place in all of this?
What would you ever do here?

One of the other expatriate colleagues there said he made it a rule to
go out every day and just walk around for a half-hour, just keep soaking it
in. At the time this sounded like a scandal, but we just did it. Sure enough,
even that street started to lose its terrors. We met people and became part
of that place. We've used that rule for every place we have ever lived and
worked since, walking out the door on a regular basis, talking to people
and finding out what is happening.

We have given here a few practices we use to rehearse Engagement.
You may try out our practices, but it is more important to choose your own
practices personally, in dialogue with the communities you are leading.

Exercise for Engagement

Behavior Modeling

To consider Engagement, bring to mind a workshop, presentation, or meet-
ing in which you participated in which a leader inspired you. It may not
have been intended as a formal, capital L leadership role, but whatever
the context, you were inspired or impressed in some way. Close your eyes
and recall the things you remember that leader doing that you found in-
spiring or admirable. Now fill in the following boxes:
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About the Leader | Admire

About Myself as a Leader

List the behaviors that the leader you
saw was modeling—in other words, what
ways of communicating was she or he
demonstrating for the group?

What are the values that | cherish as a
leader—what do | want any group | work
with to experience?

List here the values you believe the
admired leader was being faithful to.

What behaviors can | model to embody
the values listed?

When you have finished filling in your boxes, discuss the following

together:

* What are some of the values you listed for yourself?

* What are some behaviors you listed for yourself?

* What did you have to think about to translate values into behaviors?
* How can you help yourself make this translation more readily?




(CHAPTER SEVEN

Focus: WILLING ONE THING

Focus is the balance between Detachment and Engagement. It is
increasing the capacity to choose autonomy and commitment si-
multaneously. It is concentrating the will so that the moment is ful-
filled and the future is also fulfilled, like two eyes that merge into
one clear image. Focus is the result of the combination of atten-
tion to both immediate and future issues.

In any project in which people work together, all sorts of dy-
namics come into play—short and long term, trivial distractions,
politics, cultural differences, personalities, and so on. In order for
the group to achieve its purpose, the facilitative leader needs con-
tinuously to balance the conflicting dynamics, and to understand
without thinking about it where things need to go next. It is here
that building the self-discipline of Focus becomes critical.

Peter Senge, in his book, The Fifth Discipline (1990), looks at
what he calls “self-mastery.” This is at least in part what focus is
about. Self-mastery has two parts. The first is having a personal vi-
sion of a significantly better future. This is a better future for the
organization you are leading and for the world. The second is
being brutally honest about the present situation. There are three
things that make this difficult. First, it takes a fair amount of imag-
ination and courage to envision a better world that is conceived
out of neither naiveté nor cynicism. While a vision of an organiza-
tion may be somewhat easier, articulating that vision to yourself
and others with some honesty requires courage. Second, being
honest about the current situation is equally difficult. We would
rather look at the bright side and deny the darker places. The neg-
ative dimensions are often seen as reflections of our own failures,
which are difficult to admit. The third issue is holding the tension
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between the hoped-for future and the real present situation. It is
easier to lower our expectations to the point that there is no ap-
preciable difference between the two.

Maintaining both a personal vision and a clear understanding
of the current situation produces a tension between the two that
is a potential source of great creativity. Standing in this tension is
the discipline of Focus.

WHAT Is Focus?

Focus is the central discipline of the developmental path regarding
others: the trio of Detachment-Focus-Engagement. Detachment and
Engagement stand in tension with one another. Focus, however, is
the standing place from which one can hold this tension in an ap-
propriate balance. It is only from a stance of real commitment to
the job in the moment that Detachment and Engagement make
any sense. It is only there that a suitable balance can be found.
Trainee managers and facilitators alike always ask how involved or
how detached they should be in the life of the group. All sorts of
rules and conditions can be offered for deciding what is and is not
appropriate—how much hands-on or -off, how much process and
content, and yet, when the right balance exists, it’s obvious.

Compare all this struggling for balance with making love.
Lovers are certainly following a process, aiming for a relatively spe-
cific outcome. And yet the question of detachment, watching how
the process is going, or engagement, being personally involved, just
aren’t relevant at all. The lovers are one with what they are doing,
managing the process in complete detachment and enjoying the
experience in complete involvement. In fact, if they are spending
their time worrying about whether they are too engaged—“Hmm,
am I enjoying this too much?”—or whether they are too detached—
“Is this really the best way to be doing this?”—one might wonder if
something foundational is not amiss in the relationship. This con-
centrating the will so that you are one with what you are doing is
focus. It goes today often under the name of “single-mindedness.”
Too often focus gets used for trivial things, however—commitment
to a brand of sports shoes or to a TV series. That’s not it. The disci-
pline of Focus is about an exclusive, living relationship.



Focus: WiLLING ONE THING 129

The holding of both Detachment and Engagement together is
not a matter of living in some artful balance but rather of respond-
ing to the needs of the situation from the perspective of radical
commitment to the situation. Mihaly Csikszentmihalyi (1991) de-
scribes the state of flow, in which the difficulty of a task is exactly
matched by one’s capability to do it. This is Focus.

THE THREE AREAS OF Focus

We next look at three areas of Focus: focus on this moment, focus
on this situation, and focus on the whole being.

Focus on This Moment

Focus has first of all to do with time. Just as the lovers referred to
earlier are watching anything but the clock, you can recognize focus
by the way an individual uses this given moment. Focus is living in
the now. All of history has conspired to bring us to this moment.
Likewise, what we do in this project is the thing that will make the
difference in all of our futures. There is really nothing special about
this. When else would anything happen if not now? And yet most
of us spend most of our time convinced that it’s either too soon—I
need more experience, preparation, contacts, or whatever—or else
it’s too late. This would have been a terrific idea in 1987, or before
the reorganization, or when I was thirty or when I worked in that
other team. Focus is simple in this respect. It’s now, period. This is
the best possible time to do whatever has to happen.

Acting in the now is not just doing whatever may feel appro-
priate for you at the moment. The now is what the past has created,
and it is the potential future. The now has the right thing embed-
ded in it. Acting in the now requires finding that right thing, de-
pending on our refined intuitions. Using your intuitions and
watching what they do and do not deliver is the route to refining
them.

The movie Patton illustrates bringing the past to bear on the
present moment. The general, along with a driver and General
Bradley, took a turn into the North African desert where Patton
said, “It was here. The battlefield was here. The Carthaginians de-
fending the city were attacked by three Roman Legions. Carthagin-
ians were proud and brave but they couldn’t hold. They were
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massacred. Arab women stripped them of their tunics and their
swords and lances. The soldiers lay naked in the sun, two thousand
years ago; and I was here” (Caffey & Schaftner, 1970).

Bringing the future into the present can be illustrated by the
book Built to Last by Collins and Porras (1994), in which they point
out that great companies are constructed to last past the lifetime
of the founder or any other of the executives that run them. These
kinds of leaders keep the long view, looking decades and some-
times longer into the future.

Bringing this huge context into the present moment can be
found in many places. In Frank Herbert’s Dune series (19656-1985),
the transformation of the planet Dune was expected to last six hun-
dred generations. John Wesley, the founder of Methodism, de-
clared the world as his parish (1951, p. 42). In Martin Luther King
Jr.’s “I have a dream!” speech, he looked back over the past hun-
dred years and looks to a future of justice.

Focus on This Situation

Focus is not only about the now; it is also about this specific situa-
tion. Albert Einstein was quoted as saying he wasn’t really a genius,
he just stuck with problems longer than most people. This is focus,
keeping at the issue until it finally yields. As Auntie Mame said in
the film of the same name, “Life is a banquet, but most poor fools
are starving to death.” You can recognize focus when you see some-
one really grabbing that new project or client or product, and work-
ing it to the hilt. This is taking on the circumstantial situations of
your life to such a degree that they become transparent to life it-
self—you can see through the everyday actions of your own life to
existence itself.

There is an amazing phenomenon with graduates of behavior
courses—dialogue, sales skills, consultancy skills, and facilitation
skills. Although someone may understand the theory completely
and have applied it in a practice session, there is always a thresh-
old to practicing new skills. The graduate returns to work and
watches him- or herself in horror, falling right back into the same
counterproductive, defensive routines that the course was sup-
posed to correct. What is happening here is that the graduate may
have a new repertoire of behaviors, but her underlying assump-
tions about the situation and her personal relationships with col-
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leagues have remained the same. Only when she lets go of the old
assumptions and embraces a new approach to those existing rela-
tionships can she effectively take on the new behaviors. This disci-
pline is Focus.

In Dietrich Bonhoeffer’s (1954) writings about Christian com-
munity life, he notes the terrible shock, disappointment, and guilt
that community members feel when they find quite un-Christian
behavior among themselves, in groups where Christian fellowship
was the intent. Although contemporary business groups would
never call themselves communities, you often see desperate guilt
and despair among members of supposed high-performing teams
who find themselves reliving their nonproductive, dysfunctional
relationships over and over again, like a dreadful nightmare that
won’t go away. Bonhoeffer speaks of the danger of the “ideal” group.
He says that nothing is more dangerous to authentic community
than our dreams of community. Today we could speak of the dan-
ger to our work teams of our dreams of high performing teams.
For we will always love our dreams more than the people we are
being given.

Focus on the Whole Being

Finally, focus is bringing your whole being to bear on the present.
At the same time it is making your whole life a single act of will.
This is not a moral obligation but an act of discovery.

Focus is bringing our conscious and unconscious minds into
alignment. We watched an acrobat pilot preparing for his stunt
program. He checked the plane by walking around it and looking
for potential problems. He touched it here and there like a horse-
man might pat his horse as he walked by. He then went some ways
away from the plane. He put his hands together with the backs of
the thumbs touching, fingers spread the way you would if you were
making a bird shadow puppet. His hands went up and rolled over,
they went parallel to the ground. They rolled a quarter of a turn,
stopped, rolled another quarter. His hands flew as high as he could
reach, stopped and slid backwards, tilted and then they rolled up-
right and recovered from the stall. He was moving his hands
around following the sequence of his stunts. He was practicing. He
was aligning his unconscious and conscious minds by mentally and
physically rehearsing the program.
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He was focusing his whole self for the next thirty minutes so
that the performance would be flawless. This is the art of the fa-
cilitative leader as well, preparing for a meeting, initiating a proj-
ect, or just starting a new day.

DiFrcuLTIES OF Focus

Focus is difficult in our moment of history for a variety of reasons.
Reasons include conflicting demands, expectations of endless ac-
cessibility, and uncertainty about one’s life purpose. We look at
these issues next.

Conflicting Demands

We face an overwhelming set of conflicting demands, all of which
seem to be of equal importance. There are family, friends, work,
community, and world affairs, to name a few.

Jon and Maureen once coached four teams of university pro-
fessors regarding their time management. Many complained that
the teaching load coupled with the demands of student care and
administrative tasks was infringing on their home lives and threat-
ening relations with their families. We discussed various approaches
to prioritizing their work. Two things emerged. First, some of the
professors found it very difficult to say No to any request, especially
to an immediate demand. Second, some made it clear that they pre-
ferred being victim to conflicting demands rather than taking
charge of their own time. As they chose to see it, responsibility for
their inability to accomplish one thing or another lay not with them-
selves, but with those who were making the demands.

A study of British men ages twenty-five to forty-four found that
70 percent of them suffer very high levels of stress. One reason
mentioned was the attempt to accommodate the growing number
of demands that society places on them. The men studied are anx-
ious about their jobs and relationships, of course. But there are
also many new issues, such as financial security (Will I have a pen-
sion left when I need it?) and roles in the family (Should I be stay-
ing home more with the children to enable my spouse’s career?).
In many cases, there are few role models or guidelines for how to
respond to new demands.
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Traditionally, people faced new demands with the help of so-
cial support structures. The extended family, while restrictive, of-
fered social and physical support, and could be counted on in
times of need. No more. The village or neighborhood offered
many of the same kinds of help. There were workmates, the
church, synagogue, or mosque, all of which provided ways of cop-
ing with difficult demands. Today those supports are very often un-
available; for people who need to move frequently there is not the
time to build the roots that past generations had. There are efforts
to compensate for this lack, with religious groups, community as-
sociations, and support groups of many kinds. Nevertheless, many
of us face unprecedented levels of stress, whereby focus becomes
difficult.

Expectations of Accessibility

Another aspect of the difficulty of maintaining focus today has to
do with our increasing accessibility. Accessibility has two dimensions
to it. The first is related to the variety of communication modes we
live with. There is voice mail and call waiting, text messaging, photo
and video transmission. The computer collects e-mail, possibly into
multiple accounts, and there may be telephone or video conferenc-
ing. The fax and the mail complete the picture. We are accessible
to an unprecedented degree, which makes simple concentration
on one task or one message something that needs to be planned
and defended.

The second dimension is that of our own personal and social
expectations. We expect to be accessible, and we expect others to
be also.

Uncertainty About Life Purpose
All of this has a more fundamental underlying issue: choosing what
your life is to be about. In an earlier era, many of the practical as-
pects of our lives were chosen for us. We now have to make these
decisions ourselves. We are not especially psychologically or spiri-
tually prepared to do this. Our societies are not helping much.
The issue is not just preparing for and retiring from a job. It is
what might be called choosing a vocation. Spren Kierkegaard
(1969) used the term “purity of heart”; he called focus “willing one
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thing” with your life. The multitude of choices today makes this
seem impossible. Things change so much and so quickly. Choos-
ing what your life is about seems so final and frightening. Why not
float along and let whatever comes along determine your destiny?
As is commonly said, If you don’t know where you are headed,
then any path will take you there.

When you look back at your life, much of which you seemed
to have little control over, and say, “This is what I am about,” you
assume responsibility for who you have become and how you be-
came who you are. Looking into the future and saying, “This is
what my life is about” assumes responsibility for what you will be-
come. Of course there are fate, luck both good and bad, and ran-
dom acts of nature. Your decision about who you are will
determine how you will respond to whatever life throws at you.

THE [SSUES OF Focus
FOR FACILITATIVE LEADERS

For the facilitative leader, Focus is where Detachment and En-
gagement come together. Itis the ability to stand back and observe
what is going on while throwing yourself fully into the situation. It
is holding your hopes and dreams in creative tension with an hon-
est understanding of present reality. It is the capacity to bring all
the strands of your life into a single weave.

The facilitative leader struggles to maintain his or her own
focus. Focus at one level requires two dimensions that are in ten-
sion with each other. One is being focused on the group. This is
about willingly embracing the problems and blocks the group ex-
periences as the only issue, the only agenda, one is dealing with.
Focus has to do with being mindful of and acting at the level of the
group’s operating images—who does this group see itself to be, and
what are they doing? The facilitative leader is realistic about the
boundaries in which a group has to operate. He or she has the ca-
pacity to focus both on the long term and on the immediate need.

The facilitative leader may not be the manager or the expert
on the team, but he or she surely is the one whose commitment to
the team’s direction is unquestioned. The issue for the facilitative
leader is communicating to others the critical importance of this
moment, this task and their role in it. “The crucial challenge,” says
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Steven Covey in his latest book, “. . . is to find our voice and inspire
others to find theirs” (Covey, 2004, p. 5). For a command-and-con-
trol leader, it is enough to tell people that their role is important.
For the facilitative leader, the message has to be communicated
through deeds and approaches to working together.

Issues discussed next are leading the group, taking risks, and
holding the vision for the group.

LEADING THE GROUP

The outstanding characteristic of a focused meeting or workshop
is that the facilitator does nothing that is superfluous to what the
group needs. It is this direct alignment of who and what the facili-
tator is with the will of the group that is focus. The facilitator helps
the group to align their unconscious and conscious selves. Some
of this has to do with the quality of the leader’s preparation. Prepa-
ration has to do with embodying what you intend to do and why,
understanding who the group is and what they bring to the dis-
cussion, and awareness of who you are and what you are bringing
to this group. The facilitative leader milks the given situation for
all it’s worth.
Here is how one leader talked about it:

Maybe that’s [listening] more a part of something else, like “being
engaged.” Truly listening and being full engaged, and doing that
well, to me is a critical component of facilitation. I also would use
the term “focus” to describe what I do (or perhaps rather what I
am or my state of being) during a facilitated session. As the facili-
tator, I am totally focused on everything going on in the session. |
am constantly listening, watching, and evaluating whether there

is something I, as the facilitator, need to be doing (or need to be
doing differently) to address issues, direct or re-direct the discus-
sion, or guide/assist the group. By the end of a session, I am often
totally exhausted, due to the level of the “focus” workout I have
had. (Soper, 1999)

TAKING RISKS

One of Maureen’s favorite exercises in working with people who
design large drilling projects is having the team come up with as
many options for drilling as they can for a project. For each option,



136  THE 9 DISCIPLINES OF A FACILITATOR

they list all of the risks they face in taking that approach and then
devise mitigations for each of those risks. The group becomes in-
creasingly committed to the project and simultaneously more
aligned with one another, even as they are doing a very structured
exercise.

There is a lot of talk today about people who have commitment
phobia, who are terrified of taking the risks involved in focusing
on one thing or another. In this situation, the facilitative leader en-
ables his or her people to move by insisting on a decision one way
or the other. In the case of the workshop just mentioned, thinking
through risks and mitigations allows the group to wholeheartedly
embrace a decision and take action.

HOLDING THE VISION

This is a serious challenge for facilitative leadership. One cannot
do anything without a vision, and yet those same visionary ideals
easily become a dream that seems infinitely more desirable than
the situation and the team we have. Consider all of the teams you
have met who spent their days regretting the fact that their mem-
bership or their reporting structure, their leadership or their style
of meetings didn’t measure up to the way “real” high-performing
teams are supposed to work. A focused leader smokes out these
untested assumptions and gives people a chance to appreciate and
celebrate the greatness of what they have been given.

Focus, as we have said before, also has to do with having your
own personal vision of who you are and what your life is about, in-
dependent of the group.

Focus is holding many dimensions of work together at the
same time. The short-term goals and the long-term vision need to
be held together in balance. The complexities of the real world
need to be held also. Having a vision of responsibility often adds
to the complexity.

Some leaders simply have social responsibility on their minds
all the time, even while they are delivering a good product and
making a profit. An example of this is two very successful brewers
from Fort Collins, Colorado.

Jeff Lebesch, an electrical engineer, and Kim Jordan, a social
worker, the founders of New Belgium, are an example of this kind
of leadership. New Belgium is a beer company located in Fort Col-



Focus: WILLING ONE THING 137

lins. They offer a range of “Belgian” style beers including a triple,
framboise (raspberry), a pilsner, and various ales. From its begin-
ning, the company has looked for ways of being more socially re-
sponsible. They recognize the fact that the business has to be
sustainable if their efforts are going to have an impact. “Don’t be
fooled by the crunchy image, though. ‘We’re very clear that the
first thing that we have to be here is profitable,’ says Jordan”
(Koudsi, 2003).

They are the first U.S. brewer to be 100 percent wind-powered.
Their employees voted to do this and offered part of their bonuses
to help finance the conversion. They reduced the consumption of
water, a key issue in the western United States, by nearly 50 percent
of the national average of eight barrels of water to produce one
barrel of beer. A water treatment plant cleans water used in brew-
ing and cleaning, reducing the burden on the city plant. The treat-
ment plant also produces methane that is used to produce heat
and electricity. They use sun tubes to provide some of the light for
the whole facility. Heat is reused from the brew house. They also
reuse cleaning chemicals and water. Spent grain is converted to
cattle feed. Keg caps are turned into table surfaces. Paper and of-
fice furniture are recycled. Motion sensors on the lights reduce the
use of electricity. Induction fans pull in winter air to chill the beer.

Jeff and Kim are a demonstration of the discipline of continu-
ally looking for ways of being more socially responsible while hav-
ing a profitable business.

THE Four LEVELS OoF Focus

Just as with the other disciplines, we talk about four levels for Focus.
The levels are vision, promise, greatness, and the absurd. Becoming
more proficient at being focused is to experience these levels. Again
it is not that you should experience them, but that you will. If you
don’t, it is not worth worrying about. You may well have experienced
them in some other fashion than what we are able to describe here.

THE VISION

The vision is being in control of your own thinking. This began
early in life, when you first noticed that “I” was something different
than “they.” As adulthood approached, you began to have control
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over more and more of who you were. You may have discovered
that if you went to bed at night thinking about something impor-
tant, you were likely to dream about it, or wake up from time to
time still thinking about it. You may have woken up in the morn-
ing with some new ideas about your concern. You may have begun
to use this sort of process intentionally, bringing a problem to
mind to “work on” as you retire at night and finding new insights
in the morning.

You understand that you have your own biases. You have a
“dark side”—a destructive dimension to who you are. You begin to
recognize what your sensitivities are—what things can get you in-
terested and engaged, what you find boring, what upsets you.
These discoveries are scary, a lot of hard work to deal with. As soon
as you learn to deal with one aspect of your dark side, another
arises.

More than once we act in a way that moves us away from our
vision and things go wrong. Maintaining a vision means not giving
in to the setback but reengaging in making the vision happen.

A few months after our oldest son was born, Jon was out of
town. Maureen was very busy. She was working full time, had a
young baby to take care of, and needed to leave the following
morning to deliver a difficult new presentation. She sat down in
the rocking chair to feed Jean-Paul, intending afterward to finish
the presentation and pack for early departure. The next thing
Maureen knew, it was late the next morning, Jean-Paul was wet and
hungry in her lap, and nothing was ready. Like with many a work-
ing mother, exhaustion had won. As she dashed to get organized,
the thought came to her mind, “At least I'm not bored.” She got
everything ready and delivered the presentation.

The film Fish is about fishmongers at the Fulton Street market
in Seattle, Washington. They have a great time selling fish, and
their clients enjoying buying from them. One of the points being
conveyed in this film is that you have control of your attitude. One
of the fishmongers says that he had been out until 4:00 A.M. the
night before and had to report to work at 6:00. He points out how
easy it would be to be grumpy and just put in the time today. He
smiles (a little weakly), snaps his fingers and says No, he chooses
what attitude he will have. It’s not the situation, not feeling tired
and hung over; it’s his decision alone.
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The facilitative leader creates his or her future and lives in the
tension between that future and the present. The circumstances
and the good or bad thoughts, emotions and attitudes are all there,
like paints on a palette. It is the leader’s own decision which ones
to use and which ones not to use in painting the reality between
the now and the future.

THE PROMISE

This state is when you make the promise to yourself to live your life
to its fullest extent. This is not a New Year's resolution to do bet-
ter, stop smoking, jog more, or drink less. This promise is experi-
enced more as discovering that you have made your promise. You
have chosen to be fully as the teacher, electrician, or whatever you
are. D. H. Lawrence helps us understand this in his poem, “We Are
Transmitters.” He ends with

Give, and it shall be given unto you

is still the truth about life.

But giving life is not so easy.

It doesn’t mean handing it out to some mean fool, or
letting the living dead eat you up.

It means kindling the life-quality where it was not,

even if it’s only in the whiteness of a washed pocket-
handkerchief. (Lawrence, 1972, p. 449)

It is important to create reminders to yourself about this prom-
ise, to remind you of your decision.

Don, the marketing vice president of a paper company, was an
active volunteer in an international development organization. On
a trip to India, he visited Mumbai and Delhi, and went out into the
country to the rural villages as well. He became determined to as-
sist in the development work that was taking place there. He was
pretty clear that just giving money was not sufficient. His internal
promise to himself was to discover the most responsible way for a
businessperson like himself to help.

To that end, Don knew that other things would demand his at-
tention when he got back to the office. He thus began creating re-
minders of his resolve. One of the first things he did was to begin
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telling his story about rural India. He spoke at his local church, at
service clubs, business events, and social groups. Sitting in a place
or in a bar, he would start up conversations with strangers about
India. He could have sounded like a strident fanatic, but he didn’t.
He was just someone sharing his thoughts. Don was building a self-
story about his caring.

He bought some beads in India that he wore all the time. They
were a reminder of his promise to himself. He began putting things
in his briefcase that were little symbols to him—a pot of hot spices,
a statuette. When airport security wanted to know about these
things in the briefcase, about the beads around his neck, Don
would explain about India.

The promise level is creating ways to remind yourself how, as
Lawrence puts it, you intend to create the spark of a life where it
is missing.

THE GREATNESS

Focus is having a living vision of the future for yourself and your
world. It is making a promise to yourself about that vision. It is also
resolutely honoring the greatness of your life’s venture.

In his work on self-mastery, Peter Senge (1990, Chapter Nine)
mentions the tendency to reduce your vision down to the current
situation. When this happens, you in fact also reduce yourself and
your potential. The greatness level of Focus is the experience of
expanding the focus of your life to its maximum. This is a very bold
and frightening thing to do. Other people may be offended. Who
are you to try to claim to achieve something?

There was a film made recently about Cassius Clay/Muhammed
Ali, titled Ali (Bingham et al., 2001). But even the film did not
communicate the massive impact Ali had on the world stage, the
sheer scandal of hearing someone say, “I'm the greatest!"—some-
one who simply meant it. The poet Marianne Williamson under-
stands the power of this. She states in her book A Retwrn to Love
(1996) that in fact it is not our inadequacy that we are most afraid
of. Rather, we fear the power, beauty, talent, and brilliance that we
possess. Focus at this level is about accepting the greatness that you
are. It’s the challenge of looking in the mirror in the morning and
letting what you see amaze you.
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This third level of Focus is resisting the urge to belittle your-
self, maintaining your greatness and that of what you are out to
achieve. Being a facilitative leader is guarding the greatness of your
role in life with humility and courage. This is not about claiming
credit not really due to you. Honesty with yourself recognizes
where credit is due. This is about reminding yourself daily that the
life you have been given is a glorious gift to the world.

Focus is also about transparency. Lao Tsu puts it this way: “A
leader is best when people barely know he exists. When his work
is done, his aim fulfilled, they will say: we did it ourselves”(Lao Tsu,
n.d.). Of course leadership is necessarily visible. But what do peo-
ple see when they see the facilitative leader?

In his book Good to Great, Jim Collins (2001) talks about five
levels of leadership. Companies that have made the transition
from good companies to great ones tend to have what Collins calls
“Level 5” leaders. When you see Level 5 leaders, you see people
with two characteristics. They are humble. They give credit to
those around them and take the blame when things fail. At the
same time, they are dogged in their pursuit of the values they hold
dear. These two characteristics are in contrast with those of big-
ger-than-life leaders who are more concerned about their public
image than with the long-term viability of the organization. Such
leaders, says Collins, can bring success in the short term, but they
can leave their organizations so damaged that the companies
might not survive.

Facilitative leaders are great in themselves, and they need not
continually promote their own greatness. They guard the values of
the organization first by acting them out. Employees follow what
their leaders do, not what they say.

THE ABSURD

The fourth level of Focus is the absurd. At this level, you are an em-
bodiment of what it is to be great, without needing to call attention
to your greatness. Miyamoto Musashi, author of A Book of 5 Rings
(1974), was a swordsman in late sixteenth-century Japan. He real-
ized at the age of thirty that there was no one left that he hadn’t
beaten. He had defeated all of the best swordsmen from all of the
best schools over the entire land. He was, in his world, invincible.
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In his introduction, he briefly describes his sixty victories and no
defeats from ages thirteen to twenty-eight, and then states:

When I reached thirty, I looked back on my past. The previous
victories were not due to my having mastered strategy. Perhaps it
was natural ability, or the order of heaven, or that other schools’
strategy was inferior. After that I studied morning and evening
searching for the principle, and came to realize the Way of Strat-
egy when I was fifty. (Musashi, 1974, p. 35)

Another dimension of the absurd is your sense of being part
of the whole historical process. Loren Eisley, the literary natural-
ist, describes riding across a plain in East Africa, searching for clues
to the archaeological evolution of the area. He notices a crevasse
and climbs down into it. He comes face to face with a skull. It was
to his expert eyes from a creature whose existence predated Homo
sapiens by millions of years. The skull was tilted in such a way that
it looked up toward the blue sky through the grass overhanging
the crevasse. Eisley wondered what unknown creature of the future
he would be looking up to millions of years in the future.

The paradox of being great and being humble is indeed ab-
surd. The experience at this level is one of affirmation. The affir-
mation is not naive or founded in ignoring life’s tragedies. One
image that might be helpful is that of walking through a forest in
Northern California in springtime. The bright green of new shoots
colors the tops of the trees. Tiny wildflowers bloom, ferns are un-
curling from their tight coils. Butterflies and insects are about,
birds are singing. Every once in a while a Stellar jay swoops down
and scolds or a chipmunk rustles through the leaves. Looking
down, you can notice the leaves and pine needles from the previ-
ous year cushioning the forest floor. You scuff it up a bit and un-
derneath the color is darker and the smell of rot rises up. Toppled
trees are covered with fungus, softening into mulch. Death and
decay is everywhere, side by side with the new life it is nourishing.

Of course we all like to see the flowers and hear the birds sing.
The absurd is the appreciation that the whole cycle is one thing.
This is appreciating that your greatness does not belong to you, it
belongs to life. To stand in the level of the absurd is to understand,
as the pop psychologists say, “It isn’t about you.” No indeed, this
greatness is what life can achieve, and you have turned up inside
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of it. And of course, just like the forest floor, it comes and goes. No
leader is leader forever. For now, you have your day.

The discipline of Focus starts where Senge leaves off, with vi-
sion in tension with the truth of the present situation. Then comes
the experience of promise. You discover that you are making a
promise to be the best you can, not for your own sake but because
you care about the world you live in. This promise is an internal
resolve coupled with the action and symbols to maintain that re-
solve. Then comes the greatness of being the very best you could
possibly be, acknowledging your frailties and having the courage
to be great anyway. Finally comes the absurdity of being great and
humble at the same time; appreciating the whole cycle of life, of
being connected to existence and to its wholeness.

CONCLUSION

It is the discipline of Focus that connects the facilitative leader
most to the present, the future, and to the tension between them.
Focus is the discipline of tension—tension between Detachment
and Engagement, between the now and the yet to be, between the
specific place and the universe.

® ¢ <
Practices for Focus

Whatever practice you choose to deepen your capacity to focus, it should
be one that you are comfortable with. Care should be taken when we do
these kinds of exercises because we often discover aspects of ourselves that
we are unaware of and may be ill equipped to cope with. Until you are ex-
perienced with developing your disciplines we recommend that you look
for someone who can work with you.

Storytelling
One practice that helps to develop Focus is storytelling.

There are two dimensions to this storytelling for the facilitative leader.
The first is maintaining your own self-story. This is telling and retelling the
story of what your life is about.

Annual Story. Once a year the facilitative leader can spend a day or two
alone or perhaps with your life partner reflecting on the past year and how
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it has contributed to your life aims. Living in Northern Europe, we find the
dark days just before the New Year a good time to do this. It is best done
away from the daily grind, perhaps a few days in a quiet, relaxing setting
to pull the year to a close without too much interruption.

A day might start off with a special breakfast. Then get started with a
long walk, during which you remember the events of the year. This is not
a brainstorm; this is the warm-up, gently recalling people, events, high and
low points.

Return to a comfortable room to work in. Now begin taking notes, sys-
tematically working through the months of the past year. We like to do this
backward, starting with December, then November, and moving back to
the end of the previous year, like a reverse timeline. Because this is a brain-
storm, you can add anything to the list—events in the news, important pur-
chases, movies, and even great football games. Things that happened to
children, clients, friends, and pets can all go onto the list. They are all fab-
ric of your year. If you remember something after you have passed that
month, just go back and add it onto the list.

Once the whole year is listed, ask yourselves what are some of the
themes or threads that run through the year. Write up the themes, illus-
trating them with points from your timeline lists. Discuss how these themes
have contributed to your aims.

All through this talk, take breaks as you need to. Take walks or visit a
museum and then come back to the reflection. Times of silence help with
this process. Write up your reflections so that over the next year you can
go back to it and remember. Next year you can begin your reflections with
a reading of the previous year’s thoughts.

Team Stories. The second practice in storytelling related to Focus is done
with the leader’s team. This practice is done once a year, probably re-
lated to a planning meeting. Alternately, this can be an ongoing process
done on a weekly basis. Essentially the practice is having everyone on
the team tell his or her story about the year or the week. If done on a
yearly basis, it should be more formal and workshop-like in nature. If you
are revisiting the process more frequently, it can be more informal. It is
always a good idea to try to capture people’s stories in some form. Per-
haps after everyone has told their story, the outstanding ones can be
typed up for the future. Stories of course need not be only verbal. Some
groups thrive on creating sketches, symbols, and even music to tell their
stories.
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The Vigil

A traditional practice for the discipline of Focus is the vigil. It is used as a
way of preparing for a special event and as a way of bringing focus onto
an issue or event. Vigils generally take place from sunset to sunrise, al-
though some are longer.

In the Christian Church, the vigil has been used as a way to prepare
for some feast days, for battles, and for funerals. Aboriginal peoples use
vigils to prepare for rites of maturity and for developing vision. Modern vig-
ils are often used to call attention to a problem, such as vigils conducted
in protest of capital punishment.

Prepare yourself for a vigil by deciding what you are holding the vigil
about. What situation or hope or fear do you want to stand present to? Set
up your space. You might use a candle, a photo, or a symbol as your cen-
tral point while you are doing your vigil. Once that is chosen, spend a few
moments getting comfortable. You do not want to be so comfortable that
you fall asleep. Traditionally, people knelt, but sitting in a chair is fine. Over
the course of the night, pay attention to your physical and emotional re-
actions. If you find yourself nodding off, stand up or go get a glass of water.
As you wake up, go back to your kneeling or sitting. This will likely be most
difficult in the early hours of the morning. Pay attention to your tendency
to fall asleep and keep on dealing with it.

When the ending hour comes, spend a few minutes reflecting on the
night and on what happened to you. When you have completed your ex-
ercise, have a good meal and go for a long walk.

* ¢ o

Exercise for Focus

The Life Timeline

To consider your own focus, fill out the Life Timeline Chart as follows:

* Write your date of birth on the far left of the chart following, and your
intended date of death on the right.

¢ Mark the decades in between.

* Now recall events from your life and plot them onto your timeline, giv-
ing each one enough of a title to keep it in your memory.

* Don't write interpretations yet, like “working hard” or “just floating.”
Instead, keep listing events. When you have arrived at the present, list
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key events for your future—not some idealized notion, but the future
you intend for yourself.

* When you have finished with events, move one step up to the “Life
Phases” level, and mark the different periods of your life.

e Give each one a title.

= Finally, go up to the top line and give your life a title. You might consider
this to be what is written on your tombstone, or you might consider it as
the title of the work in progress that is your life.

When your timelines are finished, discuss together as a group:

* What struck you while you were doing this exercise?

* What was difficult?

* What was interesting or fun?

* What would you call this sort of thinking?

¢ What are other occasions on which you think like this?
* What is the impact of this sort of thinking?

Life Timeline Chart

The Title for My Life

Phases of My Life

Events | Remember from Past and Future

Date of Birth
Date of Death




CHAPTER EIGHT

INTERIOR COUNCIL:
CHOOSING ADVISORS WISELY

We all have an Interior Council. Our minds are filled with ideas,
sayings, advice, and images that guide our thoughts and actions. It
is as though a council of advisors sits in our head and makes sug-
gestions. Some of these internal advisors are helpful and some-
times they are not. Some are wondrous and some dreadful. All are
important.

Having an interior council is not the discipline. The discipline
of Interior Council is learning how to pay attention to and choose
the most creative and enabling of the voices that guide your day-
to-day life. The discipline is learning to impose your will on your
council. The ability to be aware of the voices and to select which
ones you will pay attention to and which you will ignore is a key
competency of the facilitative leader.

Managing your interior council is the first discipline of the de-
velopmental path that focuses on your own self. This is because all
of your expression of self depends on how well you can conduct
your internal dialogue, your self-talk. You are obviously responsible
for what you say and do, but before that you are responsible for
what you think, how you choose to interpret what goes on around
you. One girl loses her mother as a child and says that it was a cruel
injustice from which she can never recover. Another girl may say
that her mother was taken away to let her build a stronger rela-
tionship with her sisters and brothers. Each girl had the same ex-
perience, and yet each of these has chosen a different personal
world to live in. As a result, they say and do quite different things.

147
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Managing the voices of the Interior Council is a key discipline in
strengthening the capacity to be a self.

This internal council shapes our thoughts, informs our feel-
ings, influences our actions, gives us courage, and motivates us. Fa-
cilitative leadership is a profoundly draining activity. Inspiration
and sources of new ideas are constantly needed to keep going.
There are moments when the only resources you have are the ones
you carry in your head. In working with internal mentors, you have
the opportunity to work through issues that you have to manage
in public. When well managed, your council gives you confidence
to go ahead and do what you intend to do, and it gives you deeper
appreciation for the issues involved.

WHAT Is INTERIOR COUNCIL?

We all carry the ideas and thoughts of parents, former teachers,
friends, enemies, and guides with us. The messages their voices
send us come in various forms—memories, stories, and interior
dialogue among them.

STORIES AND MEMORIES

In the January 2005 issue of Harvard Business Review, Daisy Wade-
man wrote an article on the advice from mentors that business
leaders carry in their heads sometimes decades after the advice was
given. In her examination of business guides’ advice, she discov-
ered that it was not platitudes that were useful but attitudes, jokes,
contexts, or stories that were remembered.

Shelly Lazarus, the chairman and chief executive officer (CEO)
of the advertising agency Ogilvy & Mather Worldwide, asked David
Ogilvy what advice he would give her as she was in the process of
becoming CEO. She reflects every day on the guidance he gave:
“‘No matter how much time you spend thinking about, worrying
about, focusing on, questioning the value of, and evaluating peo-
ple, it will not be enough,’ he said. ‘People are the only thing that
matters, and the only thing you should think about, because when
that part is right, everything else works™ (Wademan, 2005, p. 2).

Ms. Lazarus goes on to tell about a time when a computer
crashed just before a major presentation to a client. The financial
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figures for the media plan presentation would not be available.
The media planner responsible walked into the office and in a
panic began to walk in circles saying hysterically, “What am I going
to do, what am I going to do?” Lazarus’s then boss stood in front
of the woman, took her shoulders, and shouted, “What are they
going to do to you? Take your children away?” They then sat down
and planned what to do (Wademan, 2005, pp. 2-3).

While a funny story, it also has an important message. Lazarus
reports, “So, when I have a meeting that’s really tense, and when
everyone in the office thinks the world is falling apart, I disarm the
situation, I'll ask, ‘Just to be clear, is anyone going to die as a result
of our action or inaction? Will Ogilvy go out of business? Will any-
one lose a child? Because if that’s true, let me know, and I'll get sig-
nificantly more agitated’ (Wademan, 2005, p. 3). Here the story
keeps people focused on what needs to be remembered, and it also
becomes a source and style of acting, creating a sense of propor-
tion by using humorous overstatement.

INTERIOR DIALOGUE

Sometimes the concept of interior dialogue can be captured by a
fable or story. A tale called “Two Wolves” talks about managing the
interior council.

A grandson told of his anger at a schoolmate who had done him an
injustice. Grandfather said, “Let me tell you a story.”

“I, too, have felt a great hate for those that have taken so much,
with no sorrow for what they do. But, hate wears you down and
does not hurt your enemy. It is like taking poison and wishing your
enemy would die. I have struggled with these feelings many times.
Itis as if there are two wolves inside me: one is good and does no
harm. He lives in harmony with all around him and does not take
offense when no offense was intended. He will only fight when it is
right to do so, and in the right way.

“But the other wolf is full of anger. The littlest thing will set him
into a fit of temper. He fights with everyone, all the time, for no
reason. He cannot think because his anger and hate are so great.
It is hard to live with these two wolves inside me, for both of them
try to dominate my spirit.”
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The boy looked intently into his grandfather’s eyes and asked,
“Which one wins, Grandfather?”

Grandfather solemnly replied, “The one I feed.” (Acosta, n.d.)

A leader feeds the ones he or she chooses. They pay attention
to all of the voices on the interior council, because to ignore one
gives it the opportunity to become more powerful and eventually
dominate your spirit.

VOICES OF SEDUCTION

Not all of our inner voices are helpful. We also have advisors who
seem to trigger our capacity to be destructive. This is pretty insidi-
ous, as we seldom think of ourselves as being destructive. These are
the voices that say one more cookie will be okay. You deserve that
extra time off. You don’t need to call the bank about the overdraft;
they know you're good for it. You look good with a few extra
pounds. These advisors are seductive; they seem reasonable or fun
or whatever you are attracted to.

Being aware of these kinds of advisors is necessary in order to
ignore them. You then have some level of control over them.

DIFFICULTIES WITH THE INTERIOR COUNCIL

Developing a rich and meaningful interior life is difficult in today’s
world. The idea of talking to yourself is seen as a little mad. Living
only within ourselves is indeed a danger, and our concern has
some validity, even if it is misapplied.

At one time, one or two “heroes” or “heroines” seemed to be
sufficient for a lifetime. Not so today. We now find dozens, even
hundreds to choose from. Our lives are more complex; and as such
we seem to need many more role models. Our heroes don’t seem
to last as long as they once did. All of our heroes seem to develop
clay feet. In our need for perfection, who wants a hero with faults?
These heroes and heroines make up a significant part of our inte-
rior council.

A third reason for the difficulty in developing a rich interior
council today is the loss of the ability to reflect. Few of us really take
the time to cultivate our own interior lives. We don’t seem to know
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what to do or how to do it. Perhaps we fear that we will encounter
those dark dimensions that reveal our failings. More likely we will
come across a capacity to be more than we are. When we do be-
come aware of it, there are no excuses not to be as great as we can
be, except our own lack of will.

It is like standing at a door behind which stands the truth
about ourselves. We sense that it is there. The door is not locked—
all we have to do is turn the knob. And yet we hesitate. Year after
year goes by, and we still hesitate.

OUR CAPACITY FOR SELF-DECEPTION

Perhaps the most important reason it is difficult to deal with our
interior council is that human beings are illusion-generating crea-
tures. A manager told an employee how much he cared for her
and he truly believed what he was saying. Looking at his behavior
toward her, it was pretty clear that he did not care for her. He was
operating out of an illusion. We deceive ourselves and we are not
even aware of it. These illusions we create are self-destructive and
destructive of others around us (Arbinger Institute, 2002). Not all
of our illusions are positive. A positive mental attitude is well-
known to be important in a sports person. Most of us when pushed
to our physical or mental limits begin telling ourselves that we can’t
do it. We continue with this self-story until it comes true. Our illu-
sion in this situation is that we can’t do something even though if
we disregard this belief we actually can do it. A tragic example of
a negative illusion is when a battered child comes to believe that
he or she deserves the mistreatment.

In spite of the current belief in individualism, humans are nec-
essarily social animals. We simply cannot function without other hu-
mans. We would not survive childhood without an adult to care for
us. In day-to-day transactions, a certain degree of cooperation is re-
quired. We feel pity for those who suffer. Our concern for others is
often acted out. When someone is in danger we try to help. We in-
stinctively care for and help others. We can choose not to, but the
instinct is there. We can learn to suppress this instinct. In his book
People of the Lie (1983), M. Scott Peck suggests a definition of evil as
habitually choosing the destructive alternative in a decision.

Refusing to act on this instinct of care for others betrays a foun-
dational aspect of our humanity. From these betrayals we construct
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illusions about ourselves. We tell ourselves that we are more im-
portant or need more or are better than those we know we should
care for. We tell ourselves that if they need care it is their fault. We
all do it, and we do it often. We could hold the door for someone
but we don’t. We hear the baby cry in the middle of the night and
think we should get up and care for it. Instead we pretend to be
asleep so our spouse has to get up and care for the child. When we
recognize that what we are doing has negative consequences we
justify it as being necessary for some higher good.

A story may help illustrate the process of how simple betrayals
lead to the construction of illusions about ourselves and others.

Twenty years ago Hans joined a government agency that was pri-
vatized and became the company it is today. At the time it was an
exciting place to work. New technology was being developed, new
ways of working were being applied, and people respected Hans
because he worked for a company with such a good name.

Imagine Hans coming to work when he was twenty-two, fresh
out of university. In the first few months of work, he learned his
job, made friends, and adjusted to the world of work. One day a
colleague, Jan, was sick, and Hans thought perhaps it would be
good to cover for some of Jan’s work but decided not to. This was
the moment when things began to change.

Hans not only did not help Jan, but he had to explain to him-
self why he shouldn’t help him. He did this in two ways. He con-
structed a rationale about why what he did instead of helping was
more important than Jan and his work. In doing so, Hans had to
create a picture of his work as more important than Jan’s. He per-
haps thought, “It is critical that I finish the report to my boss that is
due in a week. Jan does not have the same kind of deadlines that
I have. It is easier for him to adjust his work.” He might belittle Jan
by thinking, “If Jan had taken better care of himself his work would
not need covering. It is pretty inconsiderate of him to leave us with
his work. He is not a very effective worker anyway. He is lazy.”
Whether any of this is true makes no difference; it is the self-story
that is important.

At the same time Hans has to build up the importance of him-
self and his work. He might think that he is a pretty considerate
guy who helps people but at this moment he has an important
project that has to be completed. “T put in my hours.” “I certainly
work harder than Jan.”
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So what has happened to Hans? First, he considered helping
Jan—a basic human instinct. He decided not to help Jan, which
was a betrayal of that instinct. Hans then began to justify his actions
to himself. In order to create a believable justification he has to
build up his work and who he is and tear down Jan.

This process begins to change Hans’s attitude toward Jan. The
change in the attitude means that the things that confirm Hans’s
image are easier to see. One day Jan leaves twenty minutes early
from work, and Hans thinks he is skipping out of work. He is lazy.
On the other hand, Hans is a hard worker.

As other betrayals are committed and illusions are constructed
about the other colleagues, Hans’s whole attitude toward work and
the company changes. Hans begins to separate work and life. He
learns that he can gain his manager’s attention. He began to subtly
hint at how things in the department were the fault of laziness and
incompetence. Because he was trying to justify his betrayals and
wanted to blame others for the various problems, Hans was offer-
ing solutions to the manager. They were not real solutions but il-
lusions. The manager agrees with Hans, and in doing so sends
messages that strengthen the illusions.

Kenneth Boulding (1961) makes the point that illusions be-
come stable because they are reinforced over and over again. They
are also stable because they have an internal logic and consistency.

Hans hears that government workers are not very productive,
in fact, that they are lazy. He takes a course on entrepreneurship.
By selecting the points carefully he realizes that he is a pretty good
businessman, unlike his colleagues. He learns the words of the lat-
est business fads and uses them often.

Becoming aware of his illusions becomes more and more dif-
ficult. He becomes proficient at not hearing, avoiding or denying
messages that contradict his image. He has selected an interior
council that helps keep him in this state. They tell him that he is a
hard worker, decent husband, successful businessman, and so on.
They also help him blame his colleagues, his wife, his boss, and his
company for any difficulties in his situation.

How do we step out of this self-deception? We become aware of
our propensities for illusion making. We can learn to face our be-
trayals and decrease the frequency with which we create illusions.
We can learn to identify these illusions and confront the truth of
our situation. We act out of our care for others. When it is difficult
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to do, we don’t justify it to ourselves. We find interior advisors who
remind us about our capacity to betray our instincts to care.

THE ISSUES oF INTERIOR COUNCIL
FOR FACILITATIVE LEADERS

The work of facilitating owes much to the richness of one’s Interior
Council. You check continually with ideas, sayings, images, heroines
and heroes for ways of better understanding and responding to
ongoing events. Heroes and heroines may be colleagues (remem-
ber how Harry did this), authors (what Peter Senge or Karl Marx
wrote), and historic figures (from Martin Luther to Sitting Bull).
Further, you may use mantras to focus your awareness, recall im-
ages, photos and paintings, raise standard questions on which to
reflect, recall poetry or song lyrics or puzzle over Zen koans. . . .

Whether a magpie chaotic collection spree or a soberly structured
routine, this dialogue serves as the way the facilitator digests expe-
rience to locate its inspiration and nourishment. Understanding
your own way of internal dialogue gives you a safe place to return
to in the face of whatever experience comes along. (Jenkins &
Jenkins, 2002)

When you find yourself having to go beyond your accumulated
technique, and have only your intuitions to guide you in a given
situation, then your Interior Council comes into play. This means,
on the one hand, you need to build and refine your intuitions in
a self-conscious way, so that they are ready to serve you when the
need arises. On the other hand, there is the struggle to learn to
trust that your intuitions will be accurate when you need them.

CHOOSING ONE’s COUNCIL

The process of determining which internal advisors to listen to be-
gins with deciding what kinds of advisors you want. Choosing ad-
visors is only partially possible; we don’t have complete control of
this.

By the time in your life you have become a facilitative leader,
you probably have already been exposed to the majority of advi-
sors you will ever use. Because of this, most of the work of culti-
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vating your internal council is one of selection. You determine
which advisors you want to keep; which you may or may not keep;
and which you will toss out. Then, you may want to add to the
council.

How do you know which to keep and which to toss? Internal ad-
visors you like or enjoy are not necessarily those that are most help-
ful to you. Equally, those that you dislike or don’t enjoy interacting
with are not necessarily most helpful either. The important question
is, “Is this advisor helping me to grow, to become more effective, to
be more responsive to others, to let go, to be more committed, to
have greater integrity, to be touched by a sense of wonder more
readily?” If one or more of these is true, then the advisor should
be kept. If not, then you need to be aware of it but to not pay at-
tention to it.

When you begin to have a profound appreciation of these in-
ternal advisors, then you learn to ignore those who dehumanize
you or others, and pay attention to the ones who give you courage
to be more human. The ones you ignore are not those that you dis-
like, but those who are not furthering you on your journey. The
ones you pay attention to are not necessarily those who you agree
with, but those who increase your ability to serve, and offer you the
wisdom, skills, and capacity to inspire.

LISTENING TO THE RIGHT VOICES

We have all had the experience of knowing better than to do some-
thing and yet watching ourself go right ahead and do it. For ex-
ample, you might need to fire someone. You might have these
kinds of thoughts: “Let’s get this over with.” “They deserve to be
let go.” “I hate doing this but it is only this one time.” There are
others. Here your interior council is advising that you focus on
your problem and not on the person being let go. You are desen-
sitizing yourself to the other person’s pain and to your own. Instead
of serving others you are serving yourself. By repeating this process
again and again, you reach the point where you are unaware of the
pain of the other person and of your own feelings. When your feel-
ings do emerge, you justify what you are doing by becoming a vic-
tim of circumstances. You say, “Someone has to do it.” Or, “I'm just
doing what I am told.” You humanity is diminished. The voices
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saying these kinds of things need to be silenced and carefully
watched for their reemergence in new forms.

Voices that can be and should be kept in these kinds of situa-
tion are there, but they are often silent or speak very softly. They
ask things like, “What will the person I am firing do now?” “How
can I help them through this transition?” “They are likely to expe-
rience grief; how can I be with them in that process?” Perhaps the
voices say, “This is not fair and I should say something to his boss.”

We can return to our story about Hans to help describe the
process by which we create a dehumanizing atmosphere in a com-
pany by listening to and acting on the wrong voices.

Hans was now a low-level manager in a big European multina-
tional company. He rose as a manager during several downsizing
processes over about four years, during which he had to let com-
pany employees go several times. The negotiating process in Eu-
rope for letting an employee go is long and involves several stages.

Hans had moved ahead partly because of his ability to manage
these negotiations well, putting the company at advantage and the
departing employee at disadvantage. This saved the company a
good bit of money. Some of what he offered the employee was not
necessarily legal, but because most employees don’t understand
the law and do not know their rights very well, it worked.

The employee law was in the process of being changed at a na-
tional level and would take effect in January 2005. Many of the ben-
efits enjoyed by employees in 2004 would no longer be available to
them in 2005.

In mid-2004, Hans was negotiating with an employee who was
being let go. The employee was over fifty and would have a diffi-
cult time getting a new job. Hans offered him a six-month training
program. Upon completion of the training, in 2005, the specific
conditions of termination could be negotiated. Hans said nothing
to the employee about the coming change in the law, but he knew
that the employee would receive much less compensation if he
could be kept on until after January 1. When the employee in ques-
tion refused the offer of an extra six months and insisted that fur-
ther negotiations take place through his lawyer, Hans was quite
offended. He said that he had tried to keep the relationship on a
friendly basis, and this employee had turned their good relation-
ship sour.
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It’s hard to know in a situation like this what voices Hans may
have been listening to. He seems to be quite satisfied with his per-
formance and is making the best of the role he has in the com-
pany. His managers find him a fine fellow indeed. All the while,
however, his relationship with departing colleagues spreads con-
tempt for him personally and for the company that encourages
him to work this way. Departing employees never consider recom-
mending that their children work for the company, nor do they
consider looking elsewhere in the company for further work. If
those employees can encourage anyone they know to use the ser-
vices of a competing company, they do so eagerly. Compared to the
wave of disgust for the company that Hans is creating, his savings
of a few thousand Euros here and there are paltry indeed. Yet he
sees himself as successful. It is self-deception, both by Hans and by
his immediate superiors, and it is not at all uncommon.

What is important to understand in dealing with someone like
Hans is that his behavior is consistent with the voices he has cho-
sen to listen to. Short of some change in his interior council, there
1s no reason to expect him to change.

The facilitative leader needs to find ways to listen to the right
voices on her interior council. To do this we have to overcome the
fear of seeming crazy. We have to select many more members for our
councils than our ancestors did. We need to take the time and de-
velop the skills to reflect. We need to find ways of reminding ourselves
about our illusion-making capacity and find ways of dealing with it.

In dramatic language, Nikos Kazantzakis (1960) describes the
discipline of the Interior Council this way:

It is not enough to hear the tumult of ancestors within you. It is
not enough for them to be battling at the threshold of your mind.
All rush to clutch your warm brain and to climb once more into
the light of day.

But you yourself must choose with care whom to hurl down again
into the chasms of your blood, and whom you shall permit to
mount once more into the light and the earth.

Do not pity them. Keep vigil over the bottomless gulf of your heart,
and choose. You shall say, “This shade is humble, dark, like a beast:
send him away! This one is silent and flaming, more living than 1.
Let him drink all my blood!” (Kazantzakis, 1960, p. 71)
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Paul McCartney expresses this Internal Council in poems to his
deceased wife, Linda. He hears her voice in his head such that she
is alive and she is dead (McCartney, 2001, p. 156).

MAKING THE JOURNEY

The process of deepening your relationship to your Interior Coun-
cil is also a journey. It begins with being startled with the council
member. What they say or do seems to have a message specifically
for you and your situation. Then the dialogue begins. Questions
are asked on both sides. Challenges are given. Ideas are accepted.
Finally, a profound sense of belonging together happens.

“Some subconscious thought comes into consciousness that
challenges what you are then doing or thinking. You begin to dia-
logue with that challenging perspective. Should I, for example, be
intervening here or not? You develop a profound appreciation for
those dialogues” (Jenkins & Jenkins, 2002).

This journey is not linear, but more like wandering around
among types of advisors and levels of interaction. It is a bit like
those Christmas lights that randomly turn on and off. Some
thoughts flash in your mind and seem to never appear again. Oth-
ers linger, repeating themselves over and over. They may be part
of your thinking for years. Still others seem to be out to accomplish
a particular purpose. These thoughts come to mind and stay until
the problem is solved. The face of someone may appear over and
over. You may find yourself singing or humming the same song
again and again for months.

THE FOUR LEVELS OF INTERIOR COUNCIL

The four levels of depth in Interior Council are impact, address,
dialogue, and union. These are the stages we experience as a
member becomes part of the council. Sometimes it is someone
you have never met before, or it can be someone you knew many
years ago who suddenly appears in your consciousness. Some seem
to have an impact for a short while and then sink back into your
unconscious.
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THE IMPACT

At this level, those internal voices are challenges. These colleagues
question the way you do things, the way you act. This level of advi-
sor can also be supporting, a sort of pat on the back, that comes to
mind when you are working. The pat is a test of your will to succeed.

Daniel Vasella, chairman and CEO of the pharmaceutical com-
pany Novartis, tells a story about meetings at the hospital when he
was doing his medical residency.

The meeting was conducted in a highly disciplined manner; my
boss disliked it profoundly when people came in late. In fact, being
tardy was unacceptable.

One winter morning, however, the weather was horrible, and the
roads were covered with ice and snow. As I drove to work, I realized
[ hadn’t left enough time. Arriving at the meeting 15, maybe 20
minutes late, I was embarrassed and began apologizing as I sat
down in the conference room. But my boss interrupted me, “On a
day like today,” he responded, “only stupid people are on time.”
(Wademan, 2005, p. 5)

In this example are included both the challenge, a require-
ment to be strictly on time, and support, “Only stupid people are
on time.”

The impact is like someone dropping a house on you. You are
going along, pretty content and not really concerned about any-
thing, and suddenly you are confronted with a failure or a great-
ness that you don’t want to know about. You go through a whole
series of ways of denying the validity of the message. You belittle
the messenger. You refuse to believe it. You hide from its truth. If
it is threatening enough, you may attack the source of the message
verbally or even physically. Most of the time these tactics work. You
decide that the message is untrue or unimportant or just some-
one’s opinion.

Sometimes these tactics only partially work, and a small doubt
is placed in your self-image. If further messages reinforce your
doubt, the doubt grows until a new self<image is required.

Sometimes the message is so powerful or repeated so many
times that it causes your illusion to be radically transformed into
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something more consistent with the messages. Ideally, these mes-
sages are also more consistent with reality.

THE ADDRESS

After the impact, the voice becomes more than a simple wake-up
experience. The voice begins to speak. It is still more a monologue;
it will become a dialogue at the next level. But here you find your
interior voices giving you reasons why, why you are great, why you
are wrong. They say why you should be going in one direction or
in another. ;

In an interview with FastCompany, Michael Useem, Director,
Center for Leadership and Change Management, Wharton School,
University of Pennsylvania said:

During the Vietham War, he’s a 22-year old officer in charge of

a field reconnaissance run. He stands up with his lance corporal
after having been crouched down while studying a map. As the two
of them stand, the lance corporal is fatally hit by a sniper in a vil-
lage about 500 yards away. Pace’s first battlefield casualty lies a foot
from him.

Pace turns to the radioman to order an artillery barrage on the
town. Just then, a 20-year noncommissioned officer, a sergeant,
gives him a killer look. Pace got the message. Who knows who is
in that village? He calls off the barrage. They cautiously enter the
village, populated with only women and children. The sniper was
long gone.

That look from his sergeant forced Pace to get in touch with
himself so anger didn’t overwhelm his thinking, so he could be
courageous under trying circumstances. Pace got to that realization
through a pretty tough moment in life. But you can do it through
meditation, through reading history, and most important, through
repeatedly putting yourself to the test and learning from it. (“Every-
thing You Wanted to Know,” 2004)

Jon remembers early in his teaching experience being one of
the trainers in a course on the west side of Chicago. He was re-
sponsible for leading a discussion. Jon tends to be a pretty serious
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person, and as a new trainer he was very serious about leading the
discussion. As the conversation went on, the group became more
and more serious. They were nearly morbid by the end. During the
evaluation at the end of the day, the leader trainer gave Jon some
advice. He said the person leading this kind of discussion has a
huge influence on the group’s mood. As the group got more seri-
ous by following Jon, Jon then got more serious. Jon as the trainer
was reinforcing this mood, and it became very uncomfortable for
most people. The leader told Jon, “Please pay attention to your
feelings as you lead a program.” He will always remember that, and
most of the time when the group’s emotions don’t seem to be what
he expects, he checks his own to see if it needs to change.

Events in your past become learning points. We have changed
because of them. We recall them in important moments. They
have become important enough that we cultivate the memories.
We tell stories to ourselves and to others; they have become part
of who we are.

THE DIALOGUE

Sometimes we argue with these internal mentors. Sometimes we
get into discussions with them. This is the level of dialogue. Here
you find yourself asking, “What would Fred do here?” “Why would
you do that?” You find yourself going back over something that was
said and you responded to. You wonder what could have happened
if you had responded some other way. You try replaying the scene
differently. The key to this level of the discipline is to do this in-
tentionally for critical moments that are likely to come up again,
so that you can learn from them.

When we were discussing with colleagues the idea of doing this
book, one friend said to Maureen that she simply had to read a cer-
tain author; it was just what we needed for reference. The col-
league sent a chapter of the book in question. Maureen read the
chapter thoroughly and could not imagine what it might have to
do with the topic. This, in turn, triggered an internal dialogue. She
finds herself asking, “What have I said or done that led my col-
league to believe that this chapter relates to the book’s content?
What assumptions does my colleague have that other readers
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might have about this material? What message from this article
could be construed as relating to the book? How can I address
readers who come to the book with the same assumptions and per-
spectives that my colleague brought?”

This state is the one depicted in cartoons as the protagonist
having a devil perched on one shoulder and an angel on the other
one, both whispering into opposite ears. In this case, both voices
could be both diabolical and divine.

We have a friend who talks to a tree, not trees in general, but
one specific tree near his house. The tree is old and damaged. It is
rotting in places; branches have been broken off. It is scarred. The
dogs mark their territory on it. People have carved their initials in
its bark. When our friend is feeling sorry for himself, he walks down
the street to talk the tree. He stands in front of the tree and com-
plains about how bad things are. He complains about his wife and
kids. He grumbles about his work. He whines about his boss. He
says that he is a failure. You know the routine. The tree, according
to our friend, talks back. She points out that in spite of all the
things she hates about her life she is “sustained in being.” Our
friend then responds by pointing out how bad off the tree is. The
tree is scarred, rotting, and likely dying. She is mistreated and
abused. The tree responds that, like it or not, my friend has a life
with possibilities just like she, the tree, has a life with possibilities
in spite of all the difficulties she has. Both of them can complain
about all the problems or reach out for the possibilities and urge
them into being.

THE UNION

The fourth level happens after the impact has challenged you with
the images and people who populate your thinking, the address
provides all of the details of why you are capable of more, and you
have entered into the dialogue, in which you discuss what is possi-
ble. At this point your councilors give your life meaning. They are
so much a part of who you are that it is impossible to know the dif-
ference between your own self and your council.

These are the saviors, the guardian angels to whom you go for
solace and for permission. They demand greatness from you. After
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the accidental death of his young son, Eric Clapton wrote “Tears
in Heaven,” in which he draws strength from thinking about his
son in heaven while surely feeling that he does not yet belong in
heaven (Clapton and Jennings, n.d.).

Sometimes places seem to be magical. Peter Senge, Joseph
Jaworski, C. Otto Scharmer, and Betty Sue Flowers (2004) describe
a number of events during which someone has this rather magical
experience of place. Senge describes a place in northern Vermont
where meetings of the Executive Champion’s Workshop are held
once a year. The meetings are held in a tent in the middle of a
field. The field looks in all directions to the Green Mountains. The
first thing that strikes you is a sense of peacefulness about the
place. It is more than just a nice setting; it has a history about it.
People have brought something to this place. In the case of the
field in Vermont, the von Trapp family had purchased it. They had
arrived in America quite penniless and traveled through the
United States performing until they had saved enough money to
buy a piece of land. They chose northern Vermont. At the end of a
disappointing search in the area, they decided to pray for twenty-
four hours that they might find what they were looking for. The
next day the father went to arrange for their departure and ran
into a farmer who had decided to sell his farm (Senge etal., 2004).

Such places exist that are special for all of us. Visiting them or
just calling them to mind brings a sense of being connected to
something bigger and more majestic.

CONCLUSION

The discipline of the Interior Council gives shape and direction to
our thinking. It allows us to control to some degree the images and
insights that make us who we intend to be. It provides us with
courage. We know we are standing on the shoulders of others, and
it is right.

Paying attention to and developing those in your memory who
inform your thinking and actions is a critical discipline for a facilita-
tive leader. Your Interior Council is the richest resource you have for
creativity, logical systems, and reminders of who you are and intend
to be. It is our hope that you can bring discipline to this resource.
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Practices for Interior Council

There are many practices that can be used to develop this discipline for
the facilitative leader. In the Interior Council, the discipline creates inner
resources that can be called upon in times of pressure or difficulty. They
can be elicited in those times of pain or failure. They will not rescue you,
but will help you find your way through.

These processes help provide a greater degree of influence over what
you think and do. While you can never have total control over your thinking,
you can give it direction.

Writing Letters

Writing letters to your inner mentors is one way of developing this disci-
pline. The letters should be done on a regular basis, once a week, once a
month. Set aside thirty minutes to an hour in a quiet place where you will
not be disturbed. Spend a few minutes reflecting about the concern you
would like to have addressed. Select someone or thing or a place that
would best help with that concern.

Think about what you would like to say and begin to write. You may
want to make more than one draft. Treat the letter as one you would ac-
tually send. When complete, read it carefully. Reflect on what the recipi-
ent might say in the return letter.

Telling and Writing Stories

One way of strengthening the voices of those you want to advise you is by
telling and writing stories about them.

| used to live in a ghetto in Chicago. It was 98 percent black. It had the
highest crime rate in Chicago. People were often killed. Women were raped
or beaten. While looking out of the classroom window where | was working,
| watched a woman shoot her boyfriend. While sitting at the reception desk
a man ran up and asked if | had seen anyone come by. His wife had been
attacked. People strung out on drugs, gangs terrorizing, drunks sitting on
the curbs, and prostitutes hustling were part of living there.

| lived one block from a little store where they sold whiskey and beer. A
woman named Corinne owned the store. The store was divided into two
parts. One part was behind a kind of wire screen where the employees
worked. You could see the bottles on shelves. You could also see guns
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sitting around the place. A shotgun rested against a table. Handguns lay
next to bottles of cheap wine and half pints of whiskey. One was always
within reach of the staff.

The space on the other side of the screen was for the customers. People
would buy a can of beer, sit and talk in her store. It was not a bar but

a store. People liked to stay there because it was safe. The guns and
Corinne’s bravery made it safe.

One evening a group of us were drinking and singing. Steve played the
guitar and led us in singing songs together. When the beer got low at
around 11:00 pM. we decided to call Corrine and ask if she would drop
some beer off on her way home. Lela called because she knew her the
best. Corinne said it was not a problem.

A little while later the doorbell rang and Lela and | went down to open it.
We said hi. We asked how she was doing. She said she was fine and smiled.
She said the police had stopped her on the way to our place. They wanted
to tell her that it was not safe to walk alone at night in that neighborhood.
She said with a smile that she could take care of herself and lifted the flap
of her purse. Inside was a gun.

| was stunned. | began to see behind Corrine hundreds of women, ancestors
going back generation after generation. One, a leader of her ancient people,
stood with great dignity giving hope to all who knew her. Some were beaten
bloody by boyfriends, husbands, or fathers. More than one was a killer. The
oppression of slavery broke and reduced some to little more than animals. A
woman cared for the children of others. Another worked sixty hours a week
so that her son could go to school. One was chained to dozens of others and
laid in blood, vomit, and sewage as the ship they were on rolled in the waves.
The montage of good and evil, great and small, loving and spiteful rolled
across my consciousness.

Corrine was the latest of a long line of great women. | found myself pro-
foundly honored to know Corrine.

Corrine comes to Jon's mind from time to time. She reminds him that
he too has ancestors, good and bad, who go back into the place where
humans emerged. They too were worth having.

The process of writing personal stories is a liberating one. The process
begins with an event that for some reason was important. Mulling over why
it was important and what about it made it important is the next step. This
process can take weeks or even months. Recalling the details of the situ-
ation and the progress from the beginning to the end is important. Telling
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the story out loud to someone or to a group is the next step. This seems
to provide an understanding of what is important. It reveals the emotional
dimensions of the story. The rhythm of the telling seems to help the writ-
ing process.

Tell the story again. This time make sure there is time to be relaxed
about the length of the story. Normally, we do not use dialogue. We do
narrate the story from the perspective of the person experiencing the event.

Now begin thinking about how the story is written. Many narrative
structures are available for the storyteller. One begins with setting the
scene. Some detail is given at this point. The reader should be able to pic-
ture himself or herself in the scene. Next comes the sequence of events
that is the story. Making the events full and rich helps to bring the reader
along. When the point of the story is made, stop writing.

Now it is time to refine the story. Eliminate everything that is not nec-
essary to create the atmosphere required by the story and the progression
of the experience.

Tell the story or share it with others to see their reaction. The story can
be further refined if it is to be shared with others. If it is for private use, then
further refinement may be unnecessary.

Writing Summaries

Another writing process for working with your interior council is to write
summaries of books, articles, chapters, movies, and so on. We have used
two ways of doing that. One is to write a one-sentence summary of each
paragraph of a book. Then write summaries of each section of a chapter.
Then summarize the chapter in a sentence or two. Finally, write a para-
graph summarizing the whole book. The second way is to go through the
book and take out all of the illustrations, examples, and repetition so that
all you have left is the few pages of ideas. Then state those few pages in
your own language.

Writing a dialogue with the someone you want to have as an interior
mentor is quite useful.

Left-Hand Column/Right-Hand Column

Another technique for developing an Interior Council is called “Left-Hand
Column/Right-Hand Column.” It is found in Peter Senge et al., Fifth Discipline
Fieldbook (1994). The following is a version we developed for our clients.

Choosing a Situation. Think of a conversation you have had in the last
month or so that you felt did not work well, from which you walked away
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dissatisfied, and others may have been dissatisfied as well. The conversa-
tion can be between you and one other person or you and a group. Here
are some examples if you need them:

* You cannot reach an agreement with a close associate.

* You believe you have been assigned an unfair share of the work.
* You believe someone else is not pulling his or her weight.

* You believe you are being accused unjustly.

* The other party misunderstood what you were saying.

Or

Think of a problem or situation in the organization that you would like
to do something about. Then think of someone in the organization you
wish you could talk to about the issue—either you wish you had the cour-
age to talk to him or her or you wish you had the access.

Writing the Right-Hand Column. Divide a sheet of paper into two columns.
Use the right-hand column to write down what you and the other person(s)
said (or what you imagine you and they would say). The dialogue might
go on for several pages. Leave the left-hand column blank until you have
finished.

Writing the Left-Hand Column. Now, in the left-hand column, write out
what you were thinking and feeling, but not saying, as the conversation
progressed.

Reflection: Using Your Left-Hand Column as a Resource. You can learn a
great deal just from the act of writing out a problem, putting it away for a
week, and then looking at it again. The writing becomes an artifact,
through which you can examine your own thinking.

Use a blank sheet of paper to answer as many of the following ques-
tions you can at this time.

* What has really led me to think and feel this way?

* What was my intention? What was | trying to accomplish?

* Did | achieve the results | intended?

¢ How might my comments have contributed to the difficulty?

* Why didn't | say what was in my left-hand column?

* What assumptions am | making about the other person or people?
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* What were the costs of operating this way? What were the payoffs?

* What prevented me from acting differently?

* How can | use my left-hand column as a resource to improve our
communications?

¢ o 0
Exercise for Interior Council

Your Lonely Hearts Club Montage

On the front cover of the 1960s classic Sgt. Pepper’s Lonely Hearts Club Band
by the Beatles, a montage of eighty-seven photos of figures contemporary
and historical—from Oscar Wilde to Carl Jung to Sonny Liston to Mae West,
along with a stone figure, a hookah, and wax models of the Beatles—serves
as the background to the Beatles themselves. You might likewise think of your
personal bibliography or the devils and angels that sit on your shoulders or
the chorus of voices and influences that surround you. Take the next few min-
utes to think of the people, places, or objects that form your interior council.
Following are some categories to help you brainstorm.

Helped Me to
Grow Up

Professional
Mentors

Affirmers (they
stand up for you,
no matter what)

Sacred Forces
(they put you in
touch with the
transcendent)

Supporters (add to
your thinking)

Challengers (they
push you beyond
what you thought
was possible)

Destructive Forces
(that call forth
your dark side)

Critics (they call
you and your way
into question,
helpfully)
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When you have made your list (make sure you have considered all of the
categories—and add a few more if you wish), choose one name from each
of your eight boxes, and think about when you would say Yes and when
you would say No to their input.

When done, reflect privately or with some colleagues on your team:

* What is one name (or object) you noted that surprised you?

* Which category was the easiest to fill out? Most difficult?

How did you decide to add or remove members from your council?
How can you bring your council to mind when you need them?



CHAPTER NINE

INTENTIONALITY: ALIGNING
REEWILLE TO SUCCEED

Intentionality is developing the capacity to manage your will, to in-
crease control over your deepest capacities. Standing as the facili-
tative leader is standing in a position in which every aspect of both
your dark side and your greatness are magnified. Intentionality is
learning to harness both of these energies.

In the Star Wars movie, Yoda the Jedi master says, “Try—there
is no try. There is only do and not do.” He knows that to say “I'll
try” is already gravitating toward failure. Saying “I'll try” indicates
that the focus of effort is in doing something, but there is little
commitment to succeeding. Your own brain hears not that you will
do, but that you will try—quite different things.

Commitment to success is acknowledging all those doubts that
are built into the “T’ll try” statement that any self-aware person has.
It is recognizing personal weaknesses and strengths. As Will Son-
nett (played by Walter Brennan) in the 1960s TV western series
Guns of Will Sonnett used to say, “No brag, just fact.” Not only is it
true to say “No brag” but it’s also true to say, “No victim, just fact.”
It is unblocking the capacity to care for others. Finally, it is deny-
ing the luxury of letting things interfere with accomplishing what
yvou will to do. Intentionality is setting aside all those interior and
exterior things that stand in the way of what you intend to have
happen.

This does not mean you will always succeed. Life is too random
to expect success all the time. Other people have intentions that
may conflict with yours. These two things, the specific circum-
stances we find ourselves in and the actions and responses of oth-
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ers, are only discovered in the acting out of your will. Building in-
tentionality is needed in order to keep on wanting and wanting
again what needs to be done.

WHAT IS INTENTIONALITY?

The discipline of Intentionality is the process of developing your
capacity to make free choices. It is developing your courage to will
something new into existence. It is developing the ability to dis-
cern between real boundaries and the barriers invented by your
own imagination. Intentionality is the second of the disciplines
we discuss related to developing selfhood. Intentionality is the dis-
cipline that is in tension with your Interior Council. While the In-
terior Council is about self-awareness, Intentionality is about
self-actualization.

Intentionality is a transformational. It is that act of our being
that takes place during the microsecond before we act. It the most
radical thing a person can do. It is the act of will that focuses your
whole life at turning the everyday mundane into spirit. Intention-
ality in this sense is not wanting something or having a craving. It is
looking at the myriad of possibilities that the future posits as po-
tentialities; choosing the one that best fits you; and willing it into
existence. Willing something into being is doing the day-to-day ac-
tions required to bring it into existence. Without the action there
is no will, just illusion.

FREEDOM

Intentionality is radical freedom. This has nothing to do with want-
ing to be free. You simply show up free, like it or not. A lot of folks
don’t like freedom one bit, and spend a good bit of time enumer-
ating all the constraints they have to deal with. But constraints and
circumstances make no difference. Freedom is not dependent on
externalities. It is not dependent on your internal state either. You
hear people say that after they get their act together they will be
able to accomplish what they want. This is not freedom.

We normally think of freedom as being without constraints,
without boundaries. This is wishful thinking. There are always
boundaries. Would you be freer without gravity? The physical world
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places limitations on what we can do. Our own thinking limits us.
Our language, culture, society, and much more create limitations.
The paradox in all of this is that we seldom even come near our lim-
its. We create our own limits without being aware of them. We say
that something is too expensive. Usually what we really mean is that
we have other priorities. We say that when the kids are older, then
we can do the things we want to do. What this normally means is
that we need an excuse for failing to do what we want to do.

The oil industry has a concept called the “technical limit.” The
idea is to decide what is the most important factor, called value
driver, when drilling a well or installing a pipeline, for example. It
could be making it the cheapest, fastest, or most technically ad-
vanced. Sometimes there is more than one factor, but normally
one overrides all of them—for example, the fastest. The question
is then asked, “In a perfect world, in which there were no delays,
no mistakes, no late arrivals of materials, in which everyone was op-
timally trained and did everything they should perfectly—in that
perfect world, what is the fastest this well can be drilled?” The an-
swer to this question is the technical limit. Planning a project in
light of a technical limit is a very different exercise from planning
in light of how well we did this project last time. The assumptions
are different.

In one of its foundational courses, the Institute of Cultural Af-
fairs (ICA) talks about four kinds of freedom. The freedom to be
lucid is the first. This freedom understands what is really going on
in the world, in the groups you are working with and in yourself.
Lucidity is freedom from self-deception and to be honest. The sec-
ond freedom is the freedom to be sensitive. We don’t mean weepy.
We mean fully present to the situation. This sensitivity hears not
only what a person says but also listens to the context in which it is
being said. This sensitivity cares for the others in the deep, dark,
hidden places where their real weaknesses dwell. The third free-
dom is the freedom to be exposed. Exposure is acting without hav-
ing the luxury of the unambiguous knowledge that what was done
is the right thing. Exposure in this sense is risk without any justifi-
cation. The fourth freedom is the freedom to be disciplined. This
discipline is not the shallow disciplines such as being on time; any-
one with a watch can do that. This is the discipline of being who
you are.
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MYSTERY

Intentionality is filled with mystery. Joseph Jaworski, who has devoted
much of his life to the study and practice of leadership development,
points to this with what he calls “Collapse of Boundaries.” He de-
scribes the Collapse of Boundaries as the process that occurs when
walls that separate one of us from the other blur or dissolve. He de-
scribes one in an interview with C. O. Scharmer:

This phenomenon doesn’t always occur over something important.
I was probably 35 or 38, and in the early stages of the transforma-
tional journey I wrote about in Synchronicity when I went out in the
wilderness in the wintertime. You normally don’t go backpacking in
the wintertime. One other person went out, a guide photographer.
It was very solitary, and I just loved it. At one point I was all alone
out there, and this ermine appeared, and she put on an act for me.
She started turning flips and jumping in different ways and then
would stop and look at me, as if to say, now what did you think
about that? And I would nod and smile and then she would do it
again. This was out in the middle of nowhere, just a wild ermine.
That must have gone on for a long time, it seemed like ten min-
utes. Finally she gave me one last look and went back down under
the snow and I never saw her again. It was very much like these
other experiences. I felt a complete oneness with this animal.
Jumping ahead, since we’re talking about that, I've had that same
experience with flowers in the wilderness. (Scharmer, 1999, p.-4)

CREATIVITY

When you actually intend something to happen, good things seem
to just happen. It is not that they are guaranteed to happen, but in
the normal course of events they do. Help arrives from all over, We
think that two things happen. When you intend something with all
your will, the first thing that happens is you find solutions more
readily and what would in normal situations be problems become
either nothing or an annoyance. The second is when you are in-
tensely prepared to accomplish things, others often step in to help.
Things seem to go your way for some unexplainable reason.
Intentionality is preparing your spirit, which is the source of cre-
ativity. It is aligning who you are both consciously and unconsciously
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with what you want to achieve. Humility is needed here, as well as
gratitude. Care for others and attention to your deepest desires is
part of this.

Everyone has had the experience of finding him- or herself in
the moment just before doing something realizing that it is the
wrong thing to do and nevertheless going ahead anyway. Inten-
tionality is the ability to minimize these moments.

To do this, purpose needs to be brought to our thinking. We
create the framework, the perspective, through which the world is
seen. Our intentions create our world, and that world determines
what we experience and how we respond to those experiences. In
an interview by Brad Spurgeon, Colin Wilson, the British intellec-
tual, describes this process:

The key to it is through effort, concentration or focus and refusing
to lose one’s vital energies through pessimism.

What it means basically is that you're able to focus until you
suddenly experience that sense that everything is good. . . . We
go around leaking energy in the same way that someone who
has slashed their wrists would go around leaking blood.

Once you can actually get over that and recognize that this is not
necessary, suddenly you begin to see the possibility of achieving a
state of mind, a kind of steady focus, which means that you see
that things are extremely good. . . .

The problem with human beings so far is that they are met with

so many setbacks that they are quite easily defeatable, particularly
in the modern age when they've gotten separated from their roots.
(Spurgeon, 2005, p. 4)

Intentionality is about preparation for action. It is the necessary
alignment of will needed to act out who you are. The ICA describes
this as “the action before the action.” What is meant is that an ac-
tivity is preceded by an act of will, an intention. This intention
need not be conscious, but it is often so. At times our conscious in-
tention is not aligned with our unconscious one.

CREATING AN IDENTITY

Intentionality is also about creating your identity. Japanese folklore
speaks of three selves—the self you present to the world, the self
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you present to those closest to you, and the self only you know. This
way of thinking assumes that we live on many levels and expose
those levels differently to different people. We make adjustments
to our identity all the time, especially the one we present to the
world. We play different roles for our bosses, our families, our par-
ents, and so on. Too often we are told to “be yourself,” but there are
many selves to choose from. Self-consciously deciding to play the
appropriate role is an important dimension of being intentional.

Amy Tan, the best-selling novelist, is also on occasion a rock
and roll singer, playing the role of a dominatrix. She dresses in
thigh-length black leather boots, a skin-tight black leather tank top,
a biker’s cap, dark sunglasses, and a whip. Imagine the shift in
identities between that role and the role of Ms. Tan, the daughter
in a traditionally oriented Chinese family, as she describes in her
novels.

An identity is more than imagination or something you are act-
ing out. It is “who you are” in reality. Great actors are capable of
acting out different roles on demand. Roles have to do with lan-
guage, tone of voice, posture, mannerisms, thinking, commitment,
and more.

The great director, actor, and coach Constantin Stanislavski,
who invented what is now know as “The Method,” had actors bring
themselves, their own emotions, to the stage, rather than a char-
acter. Method actors are said to bring greater integrity and depth
to the stage. Before Stanislavski, actors were trained to bring an ex-
ternal representation of the role.

DIFFICULTIES OF INTENTIONALITY

Modern society presents many stumbling blocks to intentionality.
We are overwhelmed with possible demands on our time and at-
tention. The belief that we can act and avoid obligations is also
blocking our capacity to bring intention to our life. We are afraid
of being responsible for our actions.

Claims on Our Time

We've noted before that we all struggle with continual demands on
our time and attention. Yet we often—unconsciously or not—allow
and succumb to those demands. We can spend our whole lives flit-
ting from one demand to another. We are under the illusion that
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we can prevent lost opportunities for money or friends or whatever
is important to us. What opportunity do we miss if we are not ac-
cessible? The humor in this is that we lose opportunities uncon-
sciously all the time, but because we are not aware of them we
don’t miss them at all.

We also value the flow of communications and distractions be-
cause they offer escape. It is nice to look at a text message and ex-
cuse yourself from an excruciatingly boring presentation. We look
busy and therefore important. After all, it is the modern world, the
only constant is change, and it is good to be busy.

In the Greek epic poem The Odyssey, Odysseus desires to hear
the voice of the sirens. They are creatures with female heads and
the bodies of birds. They sing their songs to sailors traveling near
their islands. The songs are so beautiful that listeners are lured to
their deaths on rocks. Odysseus ties himself to the mast of his ship
so that he can hear but not respond to their seductive song. He has
his men block their ears with wax so they cannot hear the song.

Unfortunately, we have no such simple escape from the sirens
that make demands on our time. The propensity is to give partial
attention to many things at once. One of today’s most precious
gifts—our undivided attention—is rarely given, even to ourselves.
Intentionality is the process of setting aside all of those distrac-
tions—pleasures, desires, and competing demands on our time.

Avoidance of Obligations

Another aspect of contemporary life that makes intentionality dif-
ficult is what might be called a desire to avoid obligations—to re-
spond to the whim of the moment without negative consequences.
We do things that we know have consequences in the short or long
term as if those consequences did not exist. We use petroleum-
based products and know that by the end of the century there may
well be none left. Unless alternatives are found in many aspects of
life today, we will have less electricity, less automobile and airline
travel, fewer plastics, higher rates of cancer, increased flooding,
more damaging weather patterns, and much more. We tell our-
selves that these things are not our responsibility or ask, “What can
one person do?” Rather than choosing to act in the context of our
whole situation, we limit it to something we think is manageable.
It is easy to bring great purpose of will to a small decision.
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Sometimes this avoidance of consequences is done in subtle
ways. This can often be seen in organizational decision-making
processes.

Jon is on the board of a nongovernmental organization (NGO).
Some of the board members are able to describe the risks inherent
in any course of action. Someone will suggest a direction to take,
and these people point out the negative consequences of going that
way. Someone else will make a suggestion, and they will point out
the dangers of that direction. Dangers are pointed out again and
again until the entire group becomes paralyzed. The risks are often
reasonable and even likely. Any given risk has many shades of grey,
as does any benefit. Each shade should be examined in detail. A
suggestion that we look at the risks and benefits of each action as a
way of moving beyond the circle of dangers that has been created
results in the response that this method has dangers inherent in it,
too. This NGO chooses to be trapped by avoidance.

We can be trapped by our patterns, and they can also liberate
us. Consider writing poetry or playing music. Once you have de-
cided to write a poem in a particular form or a composition in a
particular style, say haiku or jazz, then you follow the rules of that
form. Your choice of form was part of your creative invention. Even
if you create your own form, you set in place the rules that you fol-
low in order to showcase your creative message.

Fear of Accountability

Another impediment to intentionality is our fear of accoun tability.
If we avoid intentions, then in principle we would have no ac-
countability. This fear seems to come from wanting to be able to
say, “It wasn’t my fault.”

Transferring blame is common practice in the organizational
world. It is so common that it can be readily predicted in business
simulations. We use “The Beer Game,” a logistics simulation, to
teach how small events can have big effects on a system. The game
is a simulated beer distribution network in which the objective is
to minimize costs across the entire network. Groups of sixteen to
eighteen people play the roles of Factory, Distributor, Supplier,
Wholesaler, and Retailer. It costs $1 a barrel to store the beer and
$2 a barrel in lost revenue if an order comes in that cannot be
filled. Over the course of twenty-six rounds, someone invariably
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places an order for more beer than is needed, which creates a re-
action across the rest of the chain so that every station increases
their order “just in case” until there are hundreds of barrels in
back order or in stock.

In debriefing the game, the question arises as to what caused
the problem, and someone always responds that it was the cus-
tomer’s fault. If the customer hadn’t bought any beer there would
have been no problem. It is immediately obvious to all of the play-
ers that this certainly can’t be the problem, and yet the ease and
obviousness of transferring the blame is irresistible.

In real life, the head of one of the training departments we
worked with succumbed to such thinking. When the department
was having a difficult time delivering on courses, he announced to
the account managers to stop selling courses. If this had been a
temporary part of an overall strategy for improving capacity it
would have been okay. It was not; it was the solution to the lack of
capacity problem. His lack of capacity was reframed into a “too
many customers” problem.

Being truly intentional is difficult for many reasons. We have
very many things and people wanting our attention. We for some
reason think we can avoid the consequences of our acts. We fear
being responsible for our actions by transferring blame and claim-
ing successes that often we are only a part of.

THE ISSUES OF INTENTIONALITY
FOR FACILITATIVE LEADERS

ROLE AND [DENTITY

Managers have for too long focused on the externalities of the
roles they play. They learn the “techniques” of communicating, and
yet they fail to communicate. They learn the methods of inspiring
leadership and don’t bother to inspire. They fail to bring their real
selves to the roles they play.

As a facilitative leader, you can create a particular identity by
imagining when you played that role in a similar situation before.
Imagine what it felt like and how you behaved. What were your
emotions? Now imagine the circumstances that triggered your emo-
tion and reactions. To recreate your self, don’t focus on the ex-
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ternalities of the role, but on the circumstances, the things you
brought to that moment, the feeling you had that changed the
way you behaved. Once you recall them accurately, they will re-
trigger the role. The real you will be brought to the role you are
playing.

Bringing your real self to the roles you need to play is not easy.
Itis about aligning who you are with the role necessary for the
place you are in. It is aligning the energies of your self and your
role.

ALIGNING ENERGY

Aligning energy first requires acknowledging your own weaknesses.
Itis being humble. Your own blocks and failings are taken into ac-
count and set aside or used to deliver the needed event. “Usually
as soon as I focus on my intentions, I know if I'm trying to be
‘learningful’ or be a loudmouth” (Ruete, 1999). Ned Ruete under-
stands that we can choose to focus on understanding, hearing, and
learning from others or we can focus on our need to say things.
What we like about this statement of Ned’s is that he knows that it
takes an effort to realize which one we are focusing on. It is not au-
tomatic. It is also possible to move from being a loudmouth to
being “learningful.”

This doesn’t mean self-depreciation or being a victim, but
rather acknowledging your own limitations. Jon, for example, is a
white American male living in the Netherlands. His linguistic abil-
ity is low and he understands little and speaks less Dutch. He is at
that age between middle-aged and elderly. Friends and colleagues
are dying, injuries take longer to heal, and his memory seems to
take longer to access than a few years back. All of these things have
consequences for what Jon can do. Some are positive, some are
negative, and some are both.

Acknowledging your frailties is not the same as being victim-
ized by them. Because of his age, Jon is expected to have rather
stuffy, conservative attitudes, and little interest in new technolo-
gies. We were at a cocktail party once, and in the course of intro-
ducing us to someone, our host mentioned that Jon was working
on his friend’s Web site. The guest struggled his way through the
image of this “old man” designing a Web site.
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EXPERIENCING GRATITUDE

Aligning the energies of your self and your role also involves being
grateful. This is difficult, because in some circles gratitude seems
to have become a moral obligation. We don’t mean you have to do
anything to be grateful. It is something that happens. You discover
that you are grateful for being in a difficult situation or for a
tragedy happening.

Gratitude is not the first response you have in these situations.
But at some moment in the experience, you have a chance to
choose how you are going to relate to what has happened. You can
be grateful or hateful; accepting or denying; blaming or absolv-
ing. You have a choice. It may come days or months or even years
later. Being open to the possibility of being grateful is a key to be-
coming aware of it yourself. Being grateful does not mean that you
are not suffering. After this awareness deepens, you become ca-
pable of choosing to journey to gratitude for the tragedies that we
all experience.

Being grateful for the nice things, the things you already like,
is easy and requires little or no discipline. It is much more difficult
to be grateful when things are not going well. And yet, as the fol-
lowing story shows, perspectives on what is the good can change:

A long time ago a very powerful chieftain had a friend that he grew
up with. They were close and did many things together. The chief-
tain’s friend had one particular habit. Whatever happened to him,
whether good or bad, he would pause for a minute and then re-
mark, “This is good!”

One day the chieftain and his friend went hunting. The friend
acted as gun bearer, preparing and loading the guns the chieftain
would shoot. One time either the gun was faulty or the friend

had done something wrong—when the chieftain fired the gun it
misfired and blew his thumb off. His friend looked at what had
happened and stated, as was his habit, “This is good!” The chieftain
was furious at hearing the remark; said it was not good and had his
friend arrested and put in jail.

Some time later the chieftain was hunting in an area known to be
populated by cannibals. Soon the cannibals captured him, bound
him, and began to prepare him for their meal. As the preparation
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went on they noticed that the chieftain was missing his thumb.
Because this defect was considered an ill omen, they immediately
released the chieftain and sent him home.

On returning to his home he recalled his friend and the occasion
on which he had lost his thumb. He immediately went to the jail
and released his friend. The chieftain told his friend that he had
been right that it was good that he had lost his thumb. He told how
he had escaped the cannibals because of his missing thumb. He
said that he was sorry for sending him to jail and that it was bad of
him to have done it.

His friend said, “No, This is good!”

The chieftain said, “What do you mean? You spent a year in jail for
my anger. What good can that be?”

“If I had not been in jail, I would have been with you when you met
the cannibals.”

This gratitude is neither abstract nor a mere ritual. It is found
in the moment, in a specific situation. The discipline is to find the
courage to see and live the goodness in whatever situation in which
you find yourself.

Seek to align the event—everything said, done, and embod-
ied—with the best possible outcome. Strip off the distractions and
superfluous diversions; add the finesse elements that can turn a
good experience into a terrific one. You may visualize the day un-
folding before your eyes, to attune yourself to its rhythm.

EMPATHY FOR OTHERS

Intentionality is developing a state of empathy for all of the people
who are in the group. It is acknowledging the built-in drive to care,
and it is intending to care. The discipline is developing your ca-
pacity to care for others. Care for others is easier when the person
you are caring for is someone you like. It is more difficult when the
person is less likeable. Care is not just feeling empathy, pity, or con-
cern. Care begins with concern, but is meaningless without action.

The intention to care has embedded in it the intention to act.
The process of feeling care without the will to act has a different
quality; risks are viewed differently. Having to ask how this concern
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will be practically acted out changes the way the object of care is
viewed. The circumstances become more important. The way the
situation will change becomes part of the concern. Rabindrath
Tagore wrote of this: “I awoke and saw that life was service. I acted
and behold, service was joy” (Walsh, 1999, p. 254).

With Intentionality, your conscious and unconscious wills align.
You are fully aware of the weaknesses and strengths of yourself and
others. You recognize where skills, knowledge, or courage are lack-
ing and so you find yourself seeking help. The foundation of In-
tentionality is care for others. Intentionality has you care for
yourself but it is in order to care for others.

THE FOUR LEVELS OF INTENTIONALITY

The reason Intentionality is a discipline is that we all face obstacles
that have to be overcome. The four experiential levels of Inten-
tionality are burden, passion, intervention, and expenditure.

THE BURDEN

The first level of Intentionality is the recognition that you are re-
sponsible for your own thinking, deeds, and stance. You are re-
sponsible for the things you create, the things you destroy, and for
many things on which you have no observable influence. You are
responsible for your happiness, sadness, anger, and indifference.
You are responsible for your thoughts and ideas. You are responsi-
ble for what you read and understand. Often this realization comes
in an unexpected moment, a chance encounter or comment.
When Maureen gave birth to our first son, Jean-Paul, she felt
that a world of responsibility seemed to descend on her in a single
day. There had been time to adjust to being married, and while she
was pregnant, Jean-Paul was obviously there, but he was part of Mau-
reen. On the day he was born, however, there was instantly some-
one else, another person, with continual, pressing needs. She loved
stepping into this new world, but it was clear that there was now a
lifelong new responsibility that had not been there the day before.
When we lived in Mumpbai, a leper used to sit on the sidewalk
begging outside the building we lived in. Every day, Jon passed
him, and he smiled and nodded as Jon walked to work. He seemed
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always in a good mood. One day Jon went out very early in the
morning and the leper wasn’t there. Not many people were about
yet. As Jon walked down the street, he had to step around brown
bundles—men, women, and children wrapped in cotton blankets
sleeping on the street. Jon wondered as he walked where they all
went during the monsoon, the rainy season. As Jon got to the cor-
ner, he saw the leper just waking up, unwrapping his blanket, and
sitting on a concrete slab, the porch of a small shop. With him
were a woman and two small children. Jon realized that this was
his family. He couldn’t believe that the mundane life of wife and
children would also be granted to a begging leper. He started in-
venting reasons why it couldn’t be true. He suddenly realized that
all of the brown bundles in their tens of thousands, and all of the
thousands of lepers all over the city had those who cared for them
and whom they cared for. He felt helpless realizing that, no mat-
ter what he did, most of those people would live and die caring for
their families there on the street. Suddenly he was completely
humbled by the mass of suffering on every side as he walked along
the street.

In this moment of being overwhelmed by the burden, a kind
of paralysis sets in. Absolutely nothing you can do will be sufficient.
The forces that keep problematic situations in place are too pow-
erful. The numbers are too great, life is too short, I am not up to
what is demanded of me. I am too weak, not clever enough, and
lack the determination to do what needs to be done.

At that moment it is easy to give up, to try to block out the
awareness of the world around you, yet it won’t go away. You have
more than enough reasons not to try or to try and fail. You know
that all of your reasons are in fact excuses. This burden is yours to
bear. The burden gives Intentionality its realism. It is neither sad
nor happy; it just is. The burden gives eyes to see honestly. You see
hope and possibility and you also see disconnects and the poten-
tial for failure.

THE PASsION

The second level of Intentionality is the passion, when the aware-
ness is transformed into an overwhelming desire to do something.
Jon’s leper beggar becomes a kind of symbol, a representative of
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all of the suffering in the world, and you personally are responsi-
ble to act on this. All of the programs and agencies and the relief
efforts are irrelevant; only you are responsible. The passion is the
state of care becoming manifest. While foolish in the eyes of oth-
ers, you find yourself determined to make a difference.

Juanita Brown, international consultant and co-originator of
“World Café” tells the story of an event in 1966 that points to this
state. The United Farm Workers in California were trying to orga-
nize farm laborers working for the DiGiorgio Corporation, the
largest grower of table grapes in the United States. The workers
were hired in Mexico, transported to California, and lived there in
DiGiorgio housing while they worked. All were supporting families.

Cesar Chavez and his United Farm Workers could not enter
the private property where the laborers worked and lived. There
were guards at the gates who prevented unauthorized people from
entering. Fear prevented the farm workers from leaving the camp
to attend union organizing meetings.

The workers had the right to vote to be unionized and yet the
organizers had no way of having the face-to-face conversation nec-
essary to convince them that they could vote for a union. The
organizers were becoming discouraged and even Chavez was be-
ginning to lose hope.

He called a meeting of everyone who would come, including
the surrounding community—men, women, and children. He ex-
plained the situation realistically and honestly. He said he really
didn’t know what to do and would like their help. Many people
contributed to the discussion. As the meeting wound down, an old
woman stood up and spoke softly in Spanish:

Well, I know I'm not qualified, but there was something. . .. 1 had
an idea, maybe just a small idea, but maybe it can help. If we can-
not go in to visit the workers, maybe there is a way they could come
to us. I believe only God can help us now. Why don’t we build an
altar, a small Church on the public road across the street from the
camps. We can hold Mass and a prayer vigil every night. I know
there are priests who will help us. The workers can come across
the street to Mass and the prayer vigil. The growers can’t stop
them from coming to a prayer vigil, can they? And they can’t stop
us from holding one, can they? And as we pray together with the
workers from the camps, they will come to know who we are and
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what we stand for and then they can vote in a better way for their
future. (Briskin et al., 2001, p. 10)

At this moment things began to happen, a flame began to
burn. Chavez’s old station wagon was parked across the road from
the camps. An altar was built in the back. Workers began coming
to Mass. A few attended the vigil at first, and then many. Elections
were eventually held and the United Farm Workers gained the
right to represent the farm laborers.

Sometimes it is a single person in particular circumstances that
seems to ignite passion in people. A story such as Juanita Brown’s
does this. Being intentional is being open to these moments that
awaken passions, and it is more. Intentionality is creating the con-
ditions within yourself where your passion is brought forth.

What are the triggers, your personal triggers, that call forth pas-
sion? How do you overcome your reticence and fear of this passion?

THE INTERVENTION

The next level of Intentionality is called the intervention, and it
comes after the burden of recognizing your own participation in
the world and knowing you are capable of doing something about
it, and the passion, in which you accept the burden of care you
carry and act on it.

[tis at this point that concrete action is envisioned. Something
clicks, and you can see how what you intend can be done. Up to
this moment it was more theoretical. It could be done in principle.
Now you can see how to start, where it will be difficult to do, and
how you will approach these difficulties. You understand the tech-
nique of the action you intend. Later you may have to do it differ-
ently, but now you are clear.

The directions after that first step are many and depend in part
on what happens during and immediately after that first step. Your
step may produce any of a number of different results. Other peo-
ple may react in a diversity of different ways. New options may
open up that didn’t exist before you began, and old options may
no longer be viable.

Itis a bit like billiards. You know that after sinking the present
ball, if you place the cue ball in a certain area of the table, you will
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have many options for sinking the next ball. Which option is best
will depend on the specific spot in that area of the table the ball
lands. Naturally many shots require placing the ball in a very precise
location. Working with organizations is similar. The key is to know
when an approximate goal is best, which leaves several opportuni-
ties, or a precise goal, which leaves very few options available.
Sometimes in strategic planning you are interested in what
might be called “practical proposals” or “strategic directions.”
These are plans that can be implemented in a diversity of differ-
ent ways, some direct, some indirect, and some even counterintu-
itive. Here you are looking for direction, while avoiding locking
yourself into a fixed approach. You are trying to choose a general
direction, like choosing an area of the table, nota specific point.
In connecting a directional proposal to possible implementa-
tion routes, you are standing in the intervention level of Inten-
tionality. You can see any number of possibilities, including the
obvious and the not so obvious. This is more than a list of nice
ideas. The list and the process of creating it are inspiring. You try
on many different images of yourself and of your organization.
We know a hairdresser who generates possibilities for satisfied
customers in a wonderful way. He asks himself the question, “How
can I create an atmosphere in which people have such a great time
that they come back just to be in the atmosphere?” Having asked
himself that question, he keeps on generating more and more new
answers. On Friday afternoon, an hour or two before closing, he
sets out wine and snacks in the entrance of the shop, for anyone
who drops by, customer or not. “Did you know,” he says on the first
day after the test, “I got twenty-one new appointments during that
wine and cheese hour last Friday!” He has installed a music video
system that shows the videos simultaneously inside and outside the
shop, so there are always a few observers standing outside enjoy-
ing Oasis or just chatting. From time to time one of the staff turns
on the bubble machine, filling the shop with bubbles. In warm
weather, he moves some of the chairs outside so that customers can
enjoy the sunshine along with their haircuts. During the first week
of classes this year in our university town, our friend rented a dou-
ble-decker bus, filled both levels with chairs, and offered haircuts at
reduced prices in different locations across the city. There was a
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drawing for a student to win a free apartment for a whole school
year. Who knows what will happen next?

THE EXPENDITURE

The fourth level of Intentionality is the expenditure. This is the
deepest level of Intentionality. At this level everything is in place
for flow to happen. In a conversation between Tom Callanen and
John Ott, Callanen is reported to have said:

During college I was a member of Middlebury College’s lacrosse
team. During my senior year, we were playing Williams College for
the New England championship. I'd read about sports teams enter-
ing “the Zone,” but I'd never really experienced it until that game.
From the opening whistle we entered this space that seemed like
everything was happening in slow motion. Roy would win the face-
off, and I knew where he was going to run and when he would pass
it to me. And I'd move in that direction, and he’d make the pass
Justas I'd seen it. I would turn, and I knew exactly where A. J. would
be for my pass, and then for his shot on goal. In that first five min-
utes we scored five unanswered goals. Not only did it seem like the
moves of my teammates were scripted, but it also felt like that other
team was somehow participating in the dance as well. (Briskin et al.,
2001, p. 26)

We’ve been in meetings where we've had similar experiences.
Sometimes a meeting starts off perfectly from the very beginning,
and sometimes something is said that clicks the event into place.
It can happen in any sort of gathering. The experience can be very
short in duration, or the length of an entire project.

Maureen and Jon spent a year on a team of five people doing
planning consultations with local communities. They ranged from
a jungle community in Venezuela to inner-city neighborhoods in
Washington, D.C. We worked with local people, supportive volun-
teers, content experts, and our own organization’s permanent staff
in each location. The planning consultation lasted a total of four
weeks, including setup beforehand and documentation afterward.
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Hours were very long, and the team of five was not really very well
suited for one another. Once we began doing our work, however,
we grew into a remarkably effective unit.

One of the times that the “magic” happened was in a village in
the central mountains of Italy called “Termine” (The End). Ter-
mine was geographically just that. Perched on a saddle in the
mountains, there was a sheer drop on the north side and three
small valleys on the south. Once the road reached Termine, there
was nowhere else to go.

We had a sense as we drove around the village that something
would be special here. We had done a number of consults together
by that time. We knew our roles, and each others’ strengths and
weaknesses. We trusted each other to cover for our failings and to
use our strengths.

Since the village had no public place large enough to meet in,
the team built a tent on the football pitch, anticipating sunny
weather that never came. Planning workshops in the tent called
for managing a leaky tent roof that occasionally sent streams of
water down the homemade blackboard. None of this was a prob-
lem. As a team we either worked out a way to solve the problem
or found an alternative approach. Some of it should have been
hardship, such as ducking the residue of bedpans hurled out of
upper story windows on the way to the morning team meetings
and having only one heated workroom, the air grey with the
smoke of a leaky woodstove. As we were aware that this was exactly
the way the community lived, it was cause for humor rather than
complaint.

The spirit of Intentionality can capture you anyplace, even in
a hairdressing salon, a sports competition, or a village development
project. When this happens, things seem to work for you, and even
when they do not work, it simply is not a problem—you can find
another way.

This sense of the imminence of success in everything is the
consequence of the expenditure level of Intentionality. Once you
are committed, many kinds of possibilities open up to you. This
level of commitment is not easy or taken lightly. It is total commit-
ment. Partial commitment or commitment with reservations, while
sensible, does not work at this level. It is all or nothing.
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CONCLUSION

Intentionality can also be described as the capacity to develop men-
tal toughness. Disappointments become opportunities to evaluate
how to improve. This is the capacity to set disappointment aside
once the learning it delivers has been discerned. For those who
have developed mental toughness, failures become triggers by
which they can raise their game.

While the following practices and exercises will help deepen your
capacity to be intentional, the basic issue is one of mental attitude.

¢ o0
Practices for Intentionality

Many practices exist in the arena of Intentionality. At the simplest level,
most time management systems are a practice of intentionality.

Personal Risks

We have a friend who has a set of practices that he works every month. At
the beginning of the month he identifies three personal risks. One is a new
physical risk. One month he might do a bungee jump or learn to swim (he
is afraid of water). One of the risks is an intellectual risk. For this risk he
might attend a challenging lecture series or read a book that he knows will
contradict his own thinking about something. He might read something
that is far above his head such as computer programming. The third area
of risk is emotional. He will select something that he has avoided dealing
with. One time he visited his father, whom he hadn't seen in several years.

The first key to this practice is to pick things that are risky, but not so
overwhelming that you can’t do them. The second key is to do them reg-
ularly. Once a month is the schedule that our friend has set for himself,
and it seems to work.

Time

The simple process of identifying how you spend your time can be a place
to begin. Draw or type on your computer a 24/7 chart, seven columns wide
for the seven days of the week and twenty-four rows deep for every hour
of the day. Set aside a few minutes every day for one week during which
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you write down what you were doing the day before. Record what you re-
ally did, whether it was sleeping, sitting at the computer, driving, talking to
a customer, eating lunch, bathing a child, whatever. If your schedule varies
a great deal from week to week, you might try doing it for a month just to
get an overview of how you spend your time. You might then color code
the different kinds of time you spend. Choose a code that tells you some-
thing useful, whether it is how much of your time is your own and how
much in service to your boss; how much is work and how much is family,
or how much time you actually spend in sports and fitness.

Now look at how you are spending your time. Ask yourself, “What is
enjoyable? What is difficult? What is important and what is really impor-
tant? What time is spent refreshing myself? How could | change the way |
spend my time?” If you do this practice two or three times a year, you will
begin to manage your time. You can do the same thing with finances, car-
bohydrates, or any other resources you are concerned about managing.

Risk Management

Another practice has to do with risk management. There are many differ-
ent ways to do this. Often this is done in conjunction with looking at a new
opportunity, for example, a job offer or the possibility of opening a new line
of business.

First make a list of opportunities you face. If you are considering one
single opportunity, list all the various aspects of that opportunity. At the
same time, make a separate list of the risks involved were you to move on
the opportunity.

You will put each list onto a separate 3x3 matrix. Across the top of the
matrix, write “High Influence,” “Medium Influence,” and “Low Influence,”
for the degree of influence you have on that risk or opportunity. Low influ-
ence, for example, would include things like weather, the housing market,
and government regulations. High influence could be the selection of
whom you choose to work with or your timing. Down the side of the ma-
trix, write “High Impact,” “Medium Impact,” and “Low Impact,” for the
degree of impact that item would have on the direction you wish to take.

Fill in the matrixes with the opportunities and risks you put on your lists.
Use the two charts to think through how to minimize your risks and maxi-
mize your opportunities.

Practical Care. It is easy for people to forget that others are affected by
their decisions. It is easy to think that senior management positions are
filled with people in touch with what is happening in their organizations. It
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is easy to believe that abstract decisions of strategy by executives are more
important than the day-to-day operational decision of the workforce. Some
leaders use rather simple, symbolic acts to keep connected to the realities
of the whole organization.

The management board of an NGO decided that they needed a ritual
that symbolized the practical aspect of their responsibility for the people in
the organization. They decided to clean the sidewalk outside the NGO's of-
fice building. They did this every day at 8:30 in the morning. When it
snowed they shoveled snow. When it rained they used brushes. When it was
sunny they used brooms.

One of the big airlines required that all senior managers spend one
week a year doing the work of a frontline worker. A vice president may
spend a week working as a baggage handler.

The owner of a one-hundred-person cleaning company has lunch once
a week with a group of five of the cleaners. Each week it is a different
group, so that over the year everyone has a chance to have lunch with him.
At the lunch, any topic is discussable. Whatever people say is not to go out-
side the room. Whatever anyone says will have no effect on their perfor-
mance evaluation or work life.

* 00
Exercises for Intentionality

Profiling Yourself in the Group

To work with your intentionality, think about how you act when you first
stand in front of a group.

Look at the 5 x 5 x 5 form following. The form consists of one row
across the top, a second row with five columns, a third row with twenty-
five columns, and then five rows of twenty-five columns.

Think of the first five minutes of your last group session. In the first row
write down what those five minutes accomplish. In the second row of the form,
write down the five actions you take when you first start a session. These ac-
tions should have about the same weight (length of time or importance). In
the third row, for each action listed in the second row write down five sub-ac-
tions that make up each of the five actions listed. You now have five actions
in the second row and twenty-five actions in the third row. In the last five rows,
you can begin to fill in five actions for each of the twenty-five actions in the
third row. You do not have to fill all of them in, but fill in at least three.



Row 1 Row 2 Row 3
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When you have completed your form, reflect privately or together with a team:

What is one activity that you wrote down that was surprising for you?
* What was the most difficult part of doing this?

Select one of the categories from the bottom five rows and say what
it is, why you do it, and how it contributes to the group process. (As
a group you might discuss several of these. You might ask, “Is there
something that could be done in a different way?")

How could you improve the first five minutes of your facilitation?



CHAPTER TEN

SENSE OF WONDER:
MAINTAINING THE CAPACITY
TO BE SURPRISED

Having a Sense of Wonder is being open and responding to the
miraculous. It results when you are carrying out your best and most
authentic understanding in the service of your most powerful re-
solve toward what is needed. Wonder is present when you experi-
ence that instant of awe, a simultaneous combination of dread and
excitement after which you seem to have a new appreciation of life.

The facilitative leader evokes drive, commitment, and creativity,
being open to and eliciting wonder. Having a Sense of Wonder is
a choice. It is looking at reality, with all its warts, and deciding it is
worth the excitement. It is being open and responding to the
miraculous. It is cultivating awe in day-to-day experience.

In Nausea (1969), Jean-Paul Sartre describes his protagonist,
Antoine Roquentin’s, disgust in watching a glass of beer on a café
table. Roquentin’s disgust is not with the beer, it is with himself,
which leads him to realize there is no meaning to existence save
that he exists. With the coming of this insight, he can choose how
to act out that existence.

Keeping the capacity to be delighted by groups, events, and
even ourselves is difficult in a time of skepticism and cynicism. Hav-
ing a Sense of Wonder is being able to see possibility without suc-
cumbing to naiveté.

A Sense of Wonder is the nexus between Interior Council and
Intentionality. Your Interior Council is about the past. It is tradi-
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tion, your advisors, what you have read. It is those things from your
own experience that you want to keep aware of, to keep alive. Won-
der brings that past to bear on the present. The discipline of main-
taining a Sense of Wonder informs you of who should belong to
your council of internal advisors.

Intentionality is about the future. It is one’s desires about the
future put into willing a difference. It is conceiving how to bring
the new into practical form. A Sense of Wonder brings that po-
tential future into the present moment. Wonder is the source of
that future.

WHAT [S A SENSE OF WONDER?

Rudolf Otto in “The Idea of the Holy” (1958) talks about a sense of
wonder or sense of awe as a precognitive awareness that produces
the simultaneous emotions of fear and fascination. The two inter-
esting aspects of this definition are “precognitive” and “fear and
fascination.” Precognitive is awareness that comes before you can
think, before the category comes to mind that puts the experi-
ence into a box. It is that moment between the experience and the
thought about the experience. The discipline is to pay attention to
those instants and savor them. (Jenkins & Jenkins, 2002, p. 8).

They are unbelievably common when you pay attention to them.

The simultaneous experience of fear and fascination is also
part of the discipline. If fear overwhelms us, we flee or fight. If fas-
cination overwhelms us, we indulge in the delight of the experi-
ence. The discipline is to broaden our capacity to experience both
at the same time. While you cannot create this feeling of wonder,
you can certainly be open to it. The one thing you can always ex-
pect is to be surprised.

Situations, buildings, mundane things like water and wind,
even ourselves, all have the capacity to be wonder filled. The po-
tential is always there. We have to train ourselves to participate in
it. A paradox exists here. The miraculous seems to be present all
the time, but its appearance is out of our control. We have to be
open to it, and yet we can’t determine when it happens. If we are
not open, then it surely will not happen. If we try to force it in to
being, it will not happen.
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Wonder is touching the not me, the unknown. Perhaps, it is be-
ing touched by the unknown. From childhood we carefully construct
a world within which we live. We add to it as new experiences come
along. Boulding points out that sometimes anomalies appear and
we adjust our world or deny the reality of these extraordinary dis-
ruptions to our world (Boulding, 1961). Thomas Kuhn makes the
same point in his book The Structure of Scientific Revolutions (1970).
Scientific revolutions are the results of information that does not
fit current theories and that over time erodes the viability of those
theories until a breakthrough happens and a new theory emerges.
Like the resistance to change in an operating image that Boulding
talks about there is also resistance within the scientific community
to changes in theory. In both cases there is a sense of awe that fre-
quently accompanies these moments.

Maintaining a Sense of Wonder also enables you to test for real
life. If as contemporary physics and psychology say, we invent our
own universe of meaning, then how can we distinguish what is real
from what is simply our own creation? How do we avoid illusions?
Perhaps we don’t.

Two tests seem available, however. One is to test our experience
against that of others. This may introduce the problem of group-
think, in which we created shared illusions in a small group, as in
the investigation of the Challenger disaster. We can create illusions
as a whole society, such as M. Scott Peck described about the
United States and Vietnam in People of the Lie (1983). Collective il-
lusions are arguably better than individual ones. There is at least
the possibility of interaction with others.

Another test for reality is the sense of awe. In the split second
between an experience and our thoughts about it, reality intrudes.
This is Rudolf Otto’s “precognitive” awareness. Whenever that gap
appears, we know that something real has happened. The struggle
here is making sense out of what the “real” was. In that moment
we are freed from the old and from the world we ourselves have
created.

If you keep your senses sharp, you yourself are simply amazing.
Your good points, strengths, vices are not amazing in themselves
and neither are your bad points, weaknesses, and virtues. The
amazing part is that these things lie together, side by side.
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DIFFICULTIES OF MAINTAINING A SENSE OF WONDER

Maintaining a Sense of Wonder is difficult today for a number of
reasons. We don’t perceive or understand much of what is avail-
able to our senses. We try to put everything immediately into a box
so that we don’t have to deal with it. We need to tap reserves of
courage to do this work.

The Problem of Perception

Much of what is available for us to experience we miss completely.
It is filtered out before it even registers. We would be simply over-
whelmed with data if this were not so. We get used to things to the
point that sensations do not register. The odor of the dog or cat,
after a while, can’t be smelled unless we choose to. We walk down
the street and our partner says, “Did you see that sign? (that hair-
cut? that display?)” You hadn’t seen it. Trivial? Not really. What is
unimportant to our operating image is often not even seen, heard,
or registered. Sometimes what we disagree with we don’t see either.

We create understanding about what we are experiencing out
of what we already know. Drawing on experience is important,
even critical, to learning. This same ability can block coming to
new conclusions. We draw conclusions with little data and often
quickly, before we even are exposed to the whole experience. It is
difficult to delay coming to conclusions as soon as possible.

When U.S. car manufacturers first visited Japanese factories,
they reported that they had been shown fake factories, because
there was no inventory. The only way to make sense of the lack of
inventory they saw was to have an explanation consistent with what
they knew (Senge, Scharmer, Jaworski, & Flowers, 2004). We do
this because it helps us to understand and to deal with the world
we live in.

It is one thing to delay closure and another to reopen our think-
ing after we have decided what something means. There are clues
about when we need to rethink our understanding of something.
When the same problem keeps coming back, we might want to look
deeper into the situation. When we need to keep adding exceptions
to the rules of how things work, we might look at the assumptions
we are making. When we are uncomfortable with something, when
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we have “it just doesn’t feel right” responses over time, we might
look at the processes by which things are done. When we experi-
ence fear and fascination, we can know that the new is trying to
break into our consciousness. There are lots of other clues, but
none of them guarantee that something is wrong or needs to
change.

The Control Box

A second reason for this incapacity to maintain a Sense of Wonder
is that when we do experience awe, we tend to categorize the ex-
perience, to label it in an understandable way. We all have a need
to control the world around us. Moments of wonder are out of our
control; we did not create or schedule or influence them; they hap-
pen when and how they will, out of range of one’s agenda, strate-
gic plan, budget, or even ability to manage. “Expect something
wonderful to happen to you today!” could be a blessing or a curse.
In either situation, you do not control it. Those of us who insist on
living in a world that we control simply have to avoid the break-
through of wonder into our lives—a heavy price to pay indeed!

We lose a great many insights by imposing an order that is not
necessary. Harrison Owen (1990, p. 87) describes two approaches
to creating walkways on a new university campus. The first way is
that architects can plan them ahead of time as part of the overall
campus design. What frequently happens once students begin to
claim the campus is that pathways are worn into the grass on the
routes that are especially convenient. These emerge from the way
the campus is used—the route between popular classes and the
café, for instance. Sometimes it is possible to forbid students to
walk on the grass, to hold to the architect’s intended design.

Another way to approach the problem is to install no pathways
when the campus is opened, and as pathways emerge to pave them
over. This is more organic and in some ways more practical, but it
means that the architect has to give up control of student traffic
management. More accurately, it puts traffic management in the
hands of the students.

Information and communication technologies have enabled
us to control our work and lives much more than was the case even
ten years ago, making our lack of control of nature more trouble-
some than ever. There is controversy today in areas like flood con-



SENSE OF WONDER: MAINTAINING THE CAPACITY TO BE SURPRISED 199

trol and forestry and wildlife management. Forcing rivers into a
single path can result in disastrous flooding. Allowing occasional
brush fires to clear out underbrush may help prevent destructive
forest fires. Allowing some predators to survive may cost the occa-
sional sheep, but permit a healthier overall balance of ecology. In
all of these matters, the value is control. We have grown to expect
our lives to be very much in our control, and when they are not, it
seems as if something is terribly wrong.

What if it weren’t a problem? What if that was just the truth of
existence trying to tell you something more important than your
current goal?

Courage Required

A third reason for the difficulty with maintaining a Sense of Won-
der is that it requires courage. It is work, because in order to main-
tain an open stance we have to pay attention to details, dynamics,
and patterns that we would not otherwise have been aware of. This
is the discipline of setting aside one’s judgment in order to listen
to what the universe has to say to us in a given moment. There is
no guarantee of results.

Being open to new ideas and new experiences requires
courage of several different kinds. We have to be ready to admit
that our understanding of a situation may simply be wrong. This is
the courage to be wrong. John F. Kennedy’s book Profiles in Courage
(1956) documents this dimension of courage. Of course, Kennedy
demonstrated his own courage following the Bay of Pigs fiasco
when the U.S. government sponsored the failed invasion of Cuba
by anti-Castro Cubans and mercenaries. Kennedy took responsi-
bility for authorizing it, when he could simply have transferred
blame to the previous administration or the CIA.

There is also the courage to act. It is one thing to be aware of a
mistake and to admit your part in it. It is another to point to some-
one else who was right. Finally, it is another sort of courage to turn
around and move in a new direction.

One has to put himself or herself into a “corrected” frame of
mind in order to move between acknowledging a mistake and act-
ing to correct it. Often you hear people only go halfway; “Yes, I was
wrong; that’s just the way I see things.” Then someone else steps in
to address the problem in a new way. To go all the way means taking
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charge of a new approach to the same problem. This means going
back to your assumptions and forcing yourself to change them to
fit the reality that has intruded. This is a unique sort of courage.

THE [SSUES OF A SENSE OF WONDER
FOR FACILITATIVE LEADERS

“Facilitation is maintaining a sense of wonder about those we work
with; it is dread and delight about the group that is currently in
front of us. This discipline is appreciating the group and the indi-
viduals that make it up. It is also being conscious of their dis-rela-
tionships and being in a state of wonder about them” (Jenkins &
Jenkins, 2002).

Being present to wonder requires that we be willing to set aside
our known world and pay attention to the unknown and allow it
to speak to us. Being facilitative, which is to say enabling groups,
is greatly enhanced by this ability to keep in touch with wonder. Fa-
cilitators who are open to the experience of wonder and who can
enable others to experience it are able to tap huge reserves of en-
ergy. They seem to be more aware and more effective. Creativity is
released. People are motivated. Relationships are deepened. Trust
is enhanced.

D. H. Lawrence (1972) in his poem, “New Heaven and New
Earth,” points to how renewal of the spirit takes place. He begins
with a sense of weariness. He is tired to the point of sickness be-
cause everywhere he looked he saw that he had corrupted it. He
saw that he had corrupted everything, nature, machines, people,
friends and foes. He was sick to the point of despair. He knew
everything because he had polluted everything. All that was left was
despair.

He then describes death and how that begins to relieve the
weariness. At the end he dies. Nothing has meaning or purpose.
All is gone. It is good to be put to death, to find yourself in the
black, dead earth. It is good to be nothing, absolutely nothing.

He then points to the experience of wonder. At the moment
of being trampled to death by constantly seeing yourself, you reach
out. You touch something that is not you. A shock runs through
you and a spark ignites and flame bursts into existence. So you put
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your hand out a little further, and it is true you are touching the
unknown, the truly unknown.
This is a moment of awe (Lawrence, 1972).

CREATIVITY

In workshops that deal with and solve difficult problems, occa-
sionally something takes place that is outside the experience of
those present. There seems to be a period during which the prob-
lem is unsolvable; it is overwhelmingly complex or difficult. It
seems impossible. We might keep up a brave face, but deep down
we feel it is impossible.

In the process of looking for a solution, sometimes a comment
is made or an idea expressed, and it is like a flicker of light in the
darkness. Many people in the group may not see it or understand
the potential of the idea, yet a few people do. These few may make
comments or suggestions supporting the insight. This is a moment
of wonder. The facilitator’s job is to enable the idea’s exploration
and growth. There may be outright hostility toward the idea, which
needs to be controlled until the idea is explored further. Naturally,
these moments of insight do not automatically result in a good
idea. The first idea may be unrealistic, but others often emerge be-
cause of the first moment.

A good facilitator pays attention to these moments and enables
the group to see the idea’s potential and to give it space to prove
its worth.

MOTIVATION

These experiences of wonder can be profoundly moving. You can
sense excitement in a group that has had this kind of experience.
Groups are inspired by them and are driven to creativity.

We once led a strategic planning workshop for the human re-
sources staff of a large Dutch company. There were about fifty
people working over three days. During the last session, the group
created a 120-day timeline with people signing up for the twelve
action arenas that had been identified. Everyone agreed to a role
in the execution. By the end of the 120 days, every goal had been
reached except one.
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RELATIONSHIPS AND TRUST

People who share certain kinds of experiences of wonder have a
special sort of relationship. They have shared a moment of marvel.
When they continue to work on the new reality that has emerged,
their relationship deepens.

Trust is critical to organizational health. A person can be trust-
worthy but not trusted. Clearly trust is built on integrity, doing what
you promise to do; consistency, applying standards to everyone
equally; communicating clearly and regularly; not tolerating in-
competence, bad behavior, and dishonesty in feedback; and con-
fronting and dealing with painful situations. It is also built on
creating those moments in which meaning and purpose are obvi-
ous to everyone.

Jon worked with the corporate processes manager of a big
multinational who had these traits of evoking trust. He was under-
stated but decisive. He did not preach that people had meaningful
work. He enabled them to see it for themselves. At staff meetings
he asked, “What was the high point in the past week?” “What was
the low point?” “What was it that made it high or low?” He would
compliment people for their contribution to the mission of the
company in specific terms. Everyone that Jon talked to about this
manager said they would work for him at any time and anywhere.

For the facilitator, wonder may first be experienced as an in-
trusion. You had an image of the group or its task or yourself, and
that understanding is challenged. You find yourself caught up in
the excitement and fearsomeness of the challenge presented to
you. Then you find yourself with a profound sense of respect of the
source of the challenge. Finally, there is the sense that this is as
good as it gets.

THE FOUR LEVELS OF WONDER

Like the other eight disciplines, this one has four levels. In this case
they are encounter, entrapment, collegiality, and adoration. Hav-
ing a Sense of Wonder comes from several directions. Sometimes
it is experienced as wholly clear. Sometimes the past provides a
source of wonder. Jon remembers one of his first walks in Rotter-
dam. There was a statue of a man with his arms raised in the air.
He looked like something Picasso might have done—angular, dis-



SENSE OF WONDER: MAINTAINING THE CAPACITY TO BE SURPRISED 203

torted. There was a jagged hole chiseled out of his center. Jon’s
friend explained that the statue was called The Hole and com-
memorated the bombing of Rotterdam by the Americans near the
end of World War II. Thousands of Dutch civilians had been killed.
Jon was hearing of this for the first time, and was in shock. It would
have been easy to put distance between himself and what had hap-
pened; he was only three when the bombing occurred; mistakes
are made in war; it was critical that the harbor be crippled in
preparation for the invasion. Yet something is set free in being
present to all that being an American is.

Sometimes it is the future that surprises us. We have all had the
experience of hearing someone describe a future reality, perhaps a
park, a building, and a new organization. It is hard to believe, and
yet the energy of the speaker can bring us into the dream. All the
more amazing is the experience of finding exactly that reality some
while later, standing before us.

Sometimes we surprise ourselves. We do things we've never done
before or thought we couldn’t or wouldn't ever do. Our success can
surprise us, and sometimes our own cruelty can be shocking.

THE ENCOUNTER

The first level of a Sense of Wonder is the encounter with the mys-
terious. Jon was teaching a Training of Trainers course in Poland a
few years ago. The participants were teachers in Polish business
schools. Most of them had a great deal of experience with teaching,
but that had meant lecturing. Very few interactive methods had
been used. Even the lectures lacked much passion or effective com-
munication with learners. One of the methods in Jon’s course was
preparing and giving dramatic lectures. One of the participants was
a woman in her mid-twenties, sophisticated, businesslike, and at-
tractive. When it was her turn to lecture, Jon was looking forward
to a masterful presentation. She stood up and seemed instantly to
turn into a little girl flirting with Daddy. Her voice pitched higher,
she giggled. Her posture turned into the hunch of a preteen caught
doing something naughty. She was a completely different person,
utterly unsuited to the workplace. Jon was stunned; he struggled to
give feedback. How in the world could this happen to someone?
Where in this woman’s experience did this bizarre self come from?
This is the kind of thing that happens with the encounter. Suddenly
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you are facing something that is beyond your control or un-
derstanding. It can be a positive or a negative encounter, but it is
inexplicable.

One day you wake up late and a bit distracted, dress hastily, and
as you walk into the office, a colleague says, “Nice tie!” That’s a sur-
prise; usually no one says anything about your clothes. You look
down, and surprise again, it is a very nice tie! You chose it yourself!
It seems like your whole existence has been approved.

At this level of the discipline, the issue is to be open to what is
going on. The Polish woman seemed to represent a whole system
of relationships between men and women in Eastern Europe. Jon
felt challenged to do something. As he watched the presentation,
Jon considered a myriad of options of how to respond. But the
starting place was simply standing present to the amazing trans-
formation he was witnessing.

The response to the encounter is paying attention and stand-
ing present to what is happening both externally and internally.
Being present to the immediate moment and the historical con-
text that created this moment is also part of standing present.
Knowing that your own biases are also creating your understand-
ing of the situation is important part of standing present.

THE ENTRAPMENT

The second level of Wonder is called the entrapment. This is the
experience of no escape, nowhere to run to, and nowhere to hide.

There are always moments of encounter that we slip away from.
It is unexpected but not really interesting. Sometimes, however, an
encounter comes that really seems to have your name on it. You
find yourself, for whatever reason, intrigued and bound. This mys-
terious moment is yours, and you are going to take it on, whatever
it takes. This is the awareness that drives radical change, from im-
proving one’s golf game to rebuilding an organization—an indi-
vidual feels called upon to respond to what is happening. . . . This
is really about me!

A few years ago our biggest customer was reorganizing, and our
company’s role had been cut back by more than half. Our em-
ployees at the time were very upset. The cut in income meant that
some employees who had never done acquisition before would
have to begin to do so. No one’s position was as secure as it had
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been. We were holding meetings with the whole team to plan new
directions for the company, but the mood was very negative. Two
individuals had found jobs elsewhere, and those remaining were
very angry. One day the office manager turned to Maureen and
said, “You claim to be able to improve the quality of life in teams—
how come your own team is such a mess?” Suddenly the difficult
situation was more than just a quirk of fate to work through—it was
about Maureen'’s integrity. It began as an encounter with an un-
expected business event but suddenly grabbed hold of Maureen.
This is the level of the entrapment.

In the early 1970s we were part of a team developing a course
called “New Individual and New Society.” As apprentice trainers, Jon
and Maureen were accustomed to working with the youth subgroup,
totaling about twenty people (the adults in the course numbered
over a hundred). It was a weekend event running Friday evening
through Sunday noon. On Saturday night, the head teacher asked
that Jon do the morning lecture to the whole group.

Jon said he had never done that presentation before. Perhaps
one of the more experienced trainers should do it. Jon suggested
a number of alternatives, but the head teacher was having none of
it. Jon said he thought he would be terrible, but the teacher kept
insisting. Finally, out of excuses, Jon agreed. He got a pot of coffee,
found his notes, and spent the rest of the night preparing a lecture.

The morning session was opened by one of the other trainers.
Jon was next. He walked to the front of the room and looked over
the largest group he had ever stood before. To his right was the
exit door to the building. His mind was blank. He rattled his pa-
pers, looked at all the people, and again looked at the exit door
thinking, “If I walk out that door I will never have to do this again!”
Another thought came to him: the first sentence of his lecture. He
looked at the participants and began to speak.

In that moment, between the two thoughts—one of leaving
and one of starting—Jon moved from the level of entrapment to
the level of collegiality.

THE COLLEGIALITY

This is the third level of the Sense of Wonder. Jon’s example of the
eight or ten hours that transpired between being asked to do a lec-
ture and completing it the next morning became for him a source
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of strength that has lasted a lifetime. It was a dreadful experience
that has become a friend and companion.

What had been an experience of being trapped suddenly may
turn into an experience of being honored by that which intruded
and trapped you. You realize that if you had not had that intrusion,
you never would have made the discovery that it brought you. You
actually look forward to the next intrusion, albeit with a sense of
some dread.

We did a strategic planning session with a training department
of about a hundred people. When we got to identifying blocks, we
omitted our customary emphasis on the distinction between a
problem and a root cause. Though we ordinarily go into some de-
tail on what comprises a root cause, we assumed these learning
professionals would automatically look beneath appearances to
search for root causes, and we just put the group directly to work,
without much context. But what a shock when we got our evalua-
tions! We got responses like “Lack of trained professionals™ and
“Lack of e-learning training.”

It was easy to blame the lazy participants, to blame the short
workshop program, to blame ourselves for being incompetent fa-
cilitators. What we realized with reflection, however, was that we had
been given a gift—a clear demonstration that our original approach
had been right all along—no matter who the participants are, you
have to seriously stress the difference between a problem and a root
cause. Being inside of a problem can make even the most profes-
sional of us incompetent analysts. The realization didn’t help much
with that workshop, but it indeed proved to be a blessing.

A few years ago, Jon was asked to do some training of facilita-
tors in Serbia. The program was funded by USAID and was run by
a private American development company. Jon arrived in Belgrade
late the night before the program and stayed in one of the big ho-
tels. He noted that the building, about twenty stories high, was
burned. The next morning a driver arrived to pick him up, along
with one of the community development officers. She had a de-
gree in psychology and was quite articulate in English. The driver
was funny and clever, and his English was understandable.

Along the drive, the officer and the driver pointed out various
points of interest. Like much of Central Europe, there was a mix-
ture of poverty and wealth, with the emphasis on poverty. One spot
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in particular was a bombed-out hospital. NATO had hit it during
the war. This was at the end of ten years of sanctions that had re-
duced one of the better-off countries of Central Europe to a skele-
ton of its former self. Jon commented that they must despise
NATO and the United States. They said they did, but that acting
on that hatred would neither help them or their country.

During the three-hour drive to the course location, Jon's un-
derstanding of the people of Serbia and their past dramatically
changed. As in many situations, when you got beneath the public
images to the actual people, a more complex and more hopeful
reality emerged. There are both truly awful, self-serving individu-
als who have sway over much of public opinion, and at the same
time there are wonderfully generous and great souls, looking for
ways to restore Serbia to the world community in a responsible way.

Here was Jon who as an American was responsible for the de-
struction, hurt, and anger he was witnessing. He found himself
caught between guilt and blame. One part of him suggested suc-
cumbing to a sense of collective and historical guilt. His govern-
ment had waged war on this small country; it had used ten years of
economic sanctions it knew would not work; and it had failed these
people at the end of World War II when Tito took over. At the
same time Jon wanted to blame the Serbs for their destruction.
Their national pride, their looking the other way when Croats,
Bosnians, Kosovars, and others were being butchered and their
permitting malevolent leaders to act without checks, all made it in-
evitable that they would bring this suffering on themselves. Neither
response was adequate. Between these two and the experiences he
was having was something amazing.

Cultivating a Sense of Wonder is disciplining yourself to be-
come open to these moments of challenge as friends, blessings in
disguise that help you to deal with the world you live in.

THE ADORATION

At some point you realize that these moments of awe-filled trans-
formation are more than colleagues. You realize you are not forced
into these moments of awareness; it is a co-creation. Whatever it is
that puts you into these moments is you yourself, your attitudes,
your selfthood, your own responses, and who you are. It is this
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realization that is the level of the adoration; it is something you
find yourself grateful for.

We use the term co-creation because what you do with these mo-
ments of awareness is your own choice. It is a continuing series of
choices. An opportunity is offered by a situation in your life, you
respond, the opportunity changes, you respond again, and so on.
It is like an ongoing dialogue between friends. The ideas evolve as
the dialogue continues.

There is no reason to be thankful for these challenges and af-
firmations that come as defining moments; you are just thankful.
Other responses are possible, such as anger or resignation. The
discipline increases the frequency of the times you are thankful. It
increases the number of moments you are aware of. You find your-
self more sensitive to the different kinds of awe.

In the adoration, the experience is that of connection. Sud-
denly you are connected to yourself, all of yourself, the things you
hate the most and the things you are the most proud of. They
make a single whole. You experience being connected to the past,
all of it. The future and all of its all unrealized possibilities are all
part of you. You and the other are united in a dance of co-creation.

The duality found at this level is reverence and humility in ten-
sion with confidence and courage. Joseph Campbell, in his classic
work, The Hero with a Thousand Faces (1949), described the moment
of adoration with an Irish fable of the five sons of the Irish king
Eochaid.

Fergus, Olioll, Brian, Fiachra, and Niall went hunting one day.
After some hours in the forest they found themselves lost and
thirsty. They stopped to rest, and the eldest Fergus went in search
of water. After some time he found a well that was guarded by an
old woman. She was an ugly hag. She was more than an ugly hag.
She was covered with dirt from head to toe. Her teeth were rotten
and green; her hair was matted with dirt, twigs and leaves. Her eyes
were dim and runny. Her nose was off to one side and flattened
against her face. Her skin was wrinkled, her arms bent, and her
hands knobby and clawlike. Her bandy legs ended in huge fat an-
kles. Her feet were flat and shovel-like. Her toenails were broken
and jagged. A few were blackened. She reeked of rot, sweat, and
decay. She could be smelled from some distance away. In short, she
was disgusting. Fergus greeted her and asked, “Are you guarding



SENSE OF WONDER: MAINTAINING THE CAPACITY TO BE Surprisep 209

the well?” and she said, “It is.” He asked, “Would you give me per-
mission to take some?” She replied, “I do. It will cost you a kiss on
my cheek.” He said, “I will not! I would rather die of thirst than kiss
you.” He then left, returned to his brothers, and told them that he
had not gotten water.

Olioll, Brian, and Fiachra went in search of water. They too
found the well and the hag. They asked her for water but refused
the kiss and so returned to their brothers without water.

Finally, Niall, the youngest brother went and came to the well.
He yelled out, “Give me some water, woman!” “I will give it and you
will give me a kiss,” she replied. He answered, “Before I give you a
kiss, I will give you a hug.” He went to her, bent over, and gave her
an affectionate hug and a kiss on the cheek. When he stepped back
there stood the most beautiful woman he had ever seen. She
walked with womanly poise. Her skin was smooth and without a
flaw. Her eyes a pale blue that seemed hypnotic. Her teeth were
like a string of matching pearls. Her mouth was red as rowanberry
Juice. Her arms were elegant; her hands smooth with long, taper-
ing fingers. Her legs were long and graceful. On her feet were san-
dals. She wore over her shoulders a crimson cape of the finest
fleece closed with a silver brooch.

Niall asked who she was, and she said she was “Royal Rule.” She
granted him water, blessed him, and explained that both as a hag
and as a beauty she is Royal Rule, which requires a gentle heart to
release the beauty in the hag.

In mythic form, this is the discipline of maintaining a Sense of
Wonder. At this level, the humble and reverent heart can embrace
even the most disgusting of situations, people, and problems.

CONCLUSION

We fail to have a Sense of Wonder unless we discipline ourselves to
maintain it. We need to set aside our cynicism, our belief that the
world is out to do us harm. We need to learn to see, to experience
the awe that is available in every moment. We need to learn how
to set aside our capacity to judge, to put things into boxes and
learn how to appreciate the unknown. We need to learn to have
courage, the courage to be open to the new, the courage to be
wrong, and the courage to act to correct the wrongs we have made.
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* o0
Practices for a Sense of Wonder

In the day-to-day living of a leader it is easy to forget the best reasons for
choosing to be a leader of a specific group. It is easy to succumb to the
various temptations we have talked about. Exercises and practices are not
only ways of strengthening your capacity to act out of the discipline; they
also become rituals that remind you of the need for the discipline

Expanding the context of the situation can enable you to see the re-
lationship between what is happening and the world and times in which
we live. It can be useful to ask yourself how the mystery, the depth, and
the greatness of the group with whom you work is manifested (Jenkins &
Jenkins, 2002).

When one of these procedures is done once as a way of bringing
awareness to a group, it is an exercise. When these are done regularly with
a group they are then a practice. We are putting it in the practices part of
the chapter but it could have gone to the exercise part also, depending on
how it is used. Each practice following would be done in a regular routine.

Contemplation

The most obvious practice related to the discipline of the Sense of Wonder
is contemplation. One might focus attention on an object, such as a flame
or a stone. One might focus on an idea, a saying or a Zen koan. Sit in a
comfortable position. Focus your mind on the idea or object. View your
focus from several perspectives in your mind. Think of its history or for-
mation. Just look at it. Think of nothing else.

One other approach to this is called a Spirit or Consciousness Conver-
sation. These are done in groups wherein there is already a reasonably high
level of trust. The conversation is about something thoroughly mundane and
everyday such as cats, stairs, fire, or water. The conversation is an exchange
of experiences about the topic, exploring its impact on our lives from several
perspectives. The following is an example of how a conversation about water
might go. Notice that the leader is not aimed at analyzing the topic, but
rather inviting participants to tell about their own experiences of wonder.

Leader: Sometimes water can be so beautiful. When have you
ever experienced water as beautiful? | remember when |
was a teenager; my family was camping near Mount
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Farticipant 1:

Participant 2:

Leader:

Participant 1:
Participant 4:

Participant 3:

Leader:

Lassen in California. We were walking along a stream,
toward its source. As we went around a bend, there was a
waterfall sparking in the afternoon sunshine that filtered
through the evergreens. It was only nine or ten feet high,
three meters or so, but fairly wide. It fell through rocks
and small plants that clung to the side of the cliff. It
sparkled and danced. Water at that moment was simply
beautiful. When have you experienced the beauty of
water?

| remember sitting on a beach watching the waves come
in and slowly retreating as another wave broke. There
were so many colors in the water. It was breathtaking.
When | was a kid we used to go to a lake every summer.
We stayed in a cabin. Late at night we would walk along
the shore to look at the moon's reflection, as it seemed
like a pathway to heaven.

Sometimes water can taste so good. Not necessarily what
comes out of the tap, but water can taste so good at the
end of a hot day. | was traveling with my family when |
was ten or twelve, driving from Los Angeles to Taos, New
Mexico. We had a 1954 Pontiac, no air conditioning.

My father hung a canvas sack filled with water on the
bumper to keep it cool as we drove through the desert
heat of 110 degrees Fahrenheit (43 degrees centigrade).
After a couple of hours we stopped and had a drink. It
was so cool and delicious. When has water tasted great
to you?

When you drink from a clear mountain stream. It tastes
like the forest, but it is great.

There is nothing like a huge glass of water in the morning
after a night of drinking. It makes a huge difference.

| grew up on a farm. Sometimes we would be in the fields
and in the middle of a summer afternoon my mother
would bring a cooler filled with jars of water.

Sometimes water can be frightening. I’'m sure you have
all seen the horrific pictures of the tsunami last year. When
| was in the Navy | made a couple of trips to the Mediter-
ranean. | was in what is called an LST—a Landing Ship
Tank. It was about six hundred feet long and carried
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Participant 2:

Participant 4:

Farticipant 2:

Leader:

trucks and Jeeps on the main deck and tanks below.
While crossing the Atlantic on the way back we were
caught by the edge of a hurricane. | remember standing
in the wheelhouse watching waves cover the front half
of the ship as we crashed up and down. The water that
covered the deck was blue-green and several feet deep.
| was terrified. Have you ever had an experience of water
that was frightening?

In a water safety program | took one time | had to jump
from a platform about twenty feet above the water. We
were to jump feet first, cross our legs and cross our arms
holding onto the life jacket. The thought of hitting the
water scared me to death.

| also did safety training. In our case we had to practice
escaping from a helicopter. We got into the cabin of a
simulated helicopter. It would drop into the water, float
for a few seconds, roll over and sink. We had to get out
of the cabin. The disorientation of the crash and rolling
over combined with panic. Because of the pressure of
water rushing in, you were supposed to wait to get out
until the cabin was completely full of water, but your
panic was so strong that it was very difficult to learn.

| was once caught in a riptide when | was swimming. It
sort of grabbed me. | was pulled under and rolled over
and over. | knew | should relax and then | would float to
the surface, but | kept starting to panic as | ran out of
breath and thought | was going to die. Then | floated
suddenly to the top, broke the surface and was safe.
When have you seen water being destructive? When |
was twelve or thirteen we lived on a hillside in South
San Francisco. Our row of houses was the topmost row.
Behind our house you could walk up to the top of the
mountain. One spring we had a mudslide. A sort of thick
stew poured off the mountain, rocks, trees, dirt, and
water. It missed our house, but the next four below us
were all hit. The gardens disappeared; the fences were
tossed aside, the mud pushed open doors and filled
rooms. Everything was pushed downhill. When have
you experienced water as destructive?
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Participant 3: One time | watched a flash flood run through a village. It
carried buildings, cars, and everything. People scrambled
to escape.

Participant 4: My old house and its rotting roof is a testament to the
horrendous damage a little leak here or there can do if
you let it go. It's amazing!

Leader: Water is such an everyday thing. They say our bodies are
95 percent water. We can't live without it, It is both life
giving and so destructive.

Naturally a dialogue like this feels artificial, but the exercise is clear.
The aim is to build together an appreciation for some mundane aspect of
existence.

Group Context

Another exercise related to the Sense of Wonder has to do with the con-
tent you give to groups with whom you are working. You might begin with
the vision/mission statement of the group. You might begin a discussion
about what the group does to contribute to their company. Ask them to
view this beyond the work process relationships, to include social, cultural,
and other aspects of their relationship with the company. Shift the focus
then to the company. What does the company contribute to society? Prod-
ucts and services surely, but what else does it contribute? Things may come
up like taxes, training, stability of the community, and so on. A final ques-
tion could be, “If an historian of the future were describing the company’s
most important contribution to the world, what might they say?”

The aim here is to look with a Sense of Wonder even at the everyday
relationships in which we work, to recast our relationships in a new light.

* & o
Exercise for a Sense of Wonder

Mindful Music

We pay heavily for our busy, harried lives. One cost of our distracted lives
is that we rarely take time to appreciate what is around us: the wonders of
nature, events that happen to us, even everyday pleasures like eating and
listening to music. We rarely give these things the opportunity to offer their
full benefits. Likewise, we miss the stunning mystery, depth, and greatness
of our colleagues, participants, and of ourselves,
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In this exercise we focus on a piece of music, to try to appreciate what
is there. You want to develop not only concentration but also greater sen-
sitivity and clarity of awareness. Listen as carefully as you can. Try to catch
the subtleties you may have missed before: the delicate notes, the back-
ground rhythms, and the emotions that arise in you. Try to hear with all of
your senses; feel the vibration, taste, and see the sound in all of its glory.

This is an individual exercise. Any music can be used, but you might
try beginning with something classical. Sit or lie comfortably and take a
moment to relax. Then listen and enjoy as fully as you can. Periodically you
will find your mind is adrift in fantasies and that you were largely oblivious
during the last few minutes. When that happens, simply return your at-
tention gently, just as in meditation, but this time focus on the music in-
stead of the breath.

A way to help yourself to focus on this exercise is to take a large sheet
of paper and a box of colors. As you hear the music, choose the main color
the piece brings to mind. As you hear the music, draw what the music
brings to mind.

Think back over what you have just done.

* What do you remember from this exercise?

» What did you notice about the music?

+ What were some of the emotions you felt during this exercise?
« What was different in this music from most music you listen to?
» What was different in your listening?

* What or whom in your life could use your appreciation?

* How might you practice that?



CHAPTER ELEVEN

AWARENESS: KNOWING
WHAT Is REALLY GoINnGg ON

We have chosen to call this discipline Awareness. It could equally
be called Knowing or Wisdom or Consciousness or even Consci-
entiousness. Awareness is consciousness of yourself, of others, of
the universe in which you live, and of the mystery of existence. We
have all had moments (perhaps mini-moments) of illumination,
those “Ah-ha!” flashes of insight. Who has not woken up in the
middle of the night with a great idea about a problem they have
been working on? We sometimes find ourselves in the midst of a
difficult situation, and we become aware that it is clear we don’t
know enough about it to create an effective solution. From time to
time we discover depths in ourselves and in others that we never
dreamt possible.

Awareness as a discipline is part of the final developmental
path: life. This path is the most profound and most difficult. The
interaction between Awareness and Action is played out in Pres-
ence. It is where you invent your life as it is and will be.

Awareness is intimately connected to the discipline of Action.
Away of putting it is the old traditional saying, “Action removes the
doubt that theory cannot solve.” Others have put it, “The only way
you know something is by changing it.” Anything that has never
been done before can only be proven to work by doing it. The
other side of the coin is that good action is based on good theory.

Jose Ortega y Gasset (1962), the Spanish philosopher, put the
problem in a way we find helpful. To live in the environment we
find ourselves in, we need to do something. We have to eat, breathe,
and so on. That something we have to do is not imposed on us by

215
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the environment. We have to decide what to do moment by mo-
ment. We have to decide what we are going to be. These choices
have to be made by us. We can transfer the mechanisms of choice
to others, but the choice is ours.

Joseph W. Mathews (1996), one of the founders of the Ecu-
menical Institute, spoke about Awareness as follows:

Doing compels you back to knowing. And if you ever find that

you know anything, that’s dangerous because that compels you
right back to doing. The minute you see something in life, brand
new imperatives are given and grounded in the new thing that you
see. It’s almost as if you can’t ever separate the knowing from the
doing. They also are intimately related to one another. (Mathews,
1996, n.p.)

WHAT IS AWARENESS?

Some attributes of awareness involve managing one’s own image
and the messages one receives, using different ways of knowing,
and developing perspective.

MESSAGES

Kenneth Boulding (1961) developed one useful understanding of
how we become aware. He talked about an “operating image,” a
picture of the world, of ourselves, of others, and of how things work.
This image is created by “messages” we receive throughout our lives.
They are any input from our senses. The flow begins even before
we are born. Out of the tens of thousands of possible inputs, only
a relative few are selected by a complex system of values and con-
structs built into our personal architectural design of the world.

Messages have one of four effects. First, they can have no ef-
fect; they can pass right through, sort of in one ear and out the
other. When someone says, “Did you see that?” and you have no
idea what that was, is an example of this “no effect” meaning of the
message. Second, messages can add to our image. When we hear
that Sacramento is ninety-six miles from San Francisco and we did
not know that, nothing earth-shattering happens, but we have a lit-
tle clearer understanding of Northern California.
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Third, messages can revolutionize our image. One of the ef-
fects of privatization has been to dramatically change the images
of former government employees. They have to create a new image
of their employer, who they are, what their work is, and who their
clients are.

The fourth effect of messages is that they can increase your cer-
tainty or uncertainty. You might consider yourself a pretty good
project manager. Then, a series of projects that you run fail, and
you may begin to doubt yourself.

Boulding helps us understand why we are not more aware with
his concept of resistance. He says we resist the doubt and the
change by tending to select those messages that are not hostile to
our image. The causes of this resistance seem to be the amount of
reinforcement the image has received. If we hear hundreds of times
that quality costs, and every time we try to buy something of qual-
ity, we find that it costs more than something with less quality, our
belief that quality costs is strongly supported by experience. An-
other thing that contributes to resistance is how internally consis-
tent the image is. This ability to resist change is both useful and a
problem.

Some messages do get through despite our defenses against
them. Messages that are very strong or repeated very often can get
through. Even then we explain them away or strike back at them
by attacking the messenger.

Our image has places where it is clear and without doubt. We
“know” that our friend is trustworthy. In other places it is not clear
and rather in doubt (Boulding, 1961). The key to Awareness is
managing our own image of the world, how it works, and who we
are in it.

DIFFERENT WAYS OF KNOWING

Many researchers have described different ways of knowing.
Howard Gardner (n.d.) identifies eight intelligences or ways we
know:

1. Verbal/Linguistic intelligence
2. Logical/Mathematical intelligence
3. Visual/Spatial intelligence
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. Bodily/Kinesthetic intelligence
. Musical intelligence

6. Interpersonal intelligence

. Intrapersonal intelligence

8. Naturalist intelligence

ot

~I

By being able to use more of these intelligences, our awareness
increases.

PERSPECTIVE

Perspective is another dimension of awareness. The saying about
being able to stand in another person’s shoes is what this is about.
Perspective enables deeper, better, and more complete under-
standing, creates the potential for creativity, and increases the pos-
sibility of more effective action.

A way of taking different perspectives was developed by Edward
de Bono. In several of his books, he talks about using perspective
to generate creative ideas. One of his more famous ideas is the “Six
Thinking Hats” (1985). The idea here is for a person to look at a
problem from six different perspectives. The perspectives are asso-
ciated with six colors. The Red Hat is about emotions, your imme-
diate, instinctive feelings about the situation. The Black Hat is about
the dangers, difficulties, and problems in the situation. The Yellow
Hat is about the benefits of the situation, what can be gained or got-
ten from the situation. The Green Hat points to the creative aspects
of the situation, the changes or modifications that are present. The
White Hat is about knowing the situation. What do you know, would
like to know or must know about the situation? The Blue Hat is
about the processes of thinking about the situation. What is the best
way of organizing thinking or the sequence of processes applied to
the situation? (de Bono, 1985). He is asking people to use their own
internal perspectives to view a situation.

DIFFICULTIES OF AWARENESS

In our time with its increased complexity and rapid change, gain-
ing and maintaining awareness is difficult. Many things contribute
to this problem.
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Schooling

Schooling systems discourage curiosity in primary grades, and by
the time secondary classes are started our children have learned to
not ask. Children before they go to school ask their parents ques-
tions when they occur to them not when the curriculum calls for
them. The parents answer at the moment of asking. If the ideas are
too difficult, they will help the child understand. In the classroom
the curriculum dictates what is learned and when it is learned. A
great deal of work is being done to rectify this problem, but the so-
lutions are not yet clear.

We are taught fragmented and seemingly unrelated ideas. Our
system of academic specialization often increases the lack of rela-
tionship between disciplines. The history of color woodprints in
seventeenth-century Japan has nothing to do with quantum physics
at the University of Chicago. It is increasingly clear that models that
unify knowledge are helpful. They give us hooks on which to put
new knowledge. They give us ways of seeing relationships between
things. Creativity is often the product of seeing relationships be-
tween diverse fields of thought. A scientist looks at moles digging
and conceives a new way of digging tunnels under the English
Channel. An oil engineer buys a bottle of wine in a duty-free shop
and the sleeve inspires a new system of pipes. The simple elegance
and placement of elements in a print of Mount Fuji could spark
an insight in a physics problem. Creating these unifying models is
difficult and not really possible for a single person.

Sense of Responsibility

We think we should respond to the problems we see in the world.
At one time it was normal to see someone that is in difficulty and
immediately help them. Today the number of people in difficulty
often overwhelms us. One response to this is to stop learning about
the difficulties in the world. Another response is to harden our
feelings for people in trouble. We see a car accident but drive on
by. We sometimes fear being taken to court or sued. If you gave
first aid to someone and did the wrong thing, you could lose every-
thing. There is a sort of collective, “I don’t want to know.” Jon re-
members teaching in a course in Seattle some years ago. At the end
of the second half-day session a course participant came up and
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said that she realized that what the teachers were saying was true
but that she did not want to live in that kind of world, and she left.

THE ISSUES OF AWARENESS
FOR FACILITATIVE LEADERS

Maintaining a high state of awareness is a great deal of work. First,
it is learning how to be still, to be silent. It is being aware of the
present, of this moment as it unfolds. It is looking under the sur-
face of the now and seeing the dynamics of the present. Second, it
is paying attention to the space we occupy. The mistake we make
is paying attention to the things in the space. The awareness we are
talking about is being conscious of the relationships in the space. It
is a quiet acknowledgment of the human effort that has con-
structed the spirit of the space. Third, it is paying attention to the
future as it emerges. Most of the time we extrapolate from the past;
we construct the future based on what has happened up to this mo-
ment. In this kind of awareness, the unknown future tingles at the
edges of our senses and seems to beckon us in a direction. The
touch is so light that if we are not paying attention we can’t expe-
rience it.

Awareness is also consciousness of the larger context in which
we work. We expand our attention to the larger world; in this we
learn to know the world. When the authors were doing community
development work, one of the first things we did before the plan-
ning consultation was to walk the community. We would walk
around the boundaries. We visit as many significant sites we could.
We would ask questions about the community. We would ask how
things were done. Most of all, we listened to the villagers talk about
their village. All of this was done in translation for most of the
projects, and that meant that we needed to pay much more atten-
tion to the way things were being said. The history of the place was
also a source of important insights into the dynamics of the com-
munity. In all of this, what was important was to maintain a sense
of appreciation about the way things ran in this place. The com-
munity sensed that belief in the appropriateness of the way the
community had constructed its life and they then shared in and
contributed to the energy that was being created.
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LISTENING

In an interview by William Taylor (1999), Harvard’s Ronald Heifetz
points to one problem of today’s leadership.

Most leaders die with their mouths open. Leaders must know how
to listen—and the art of listening is more subtle than most people
think it is. But first, and just as important, leaders must want to lis-
ten. Good listening is fueled by curiosity and empathy: What's re-
ally happening here? Can I put myself in someone else’s shoes? It’s
hard to be a great listener if you're not interested in other people.

Think about some of the best-known leaders in the airline busi-
ness: Jan Carlzon at SAS (Scandinavian Airlines System) in the early
1980s, Colin Marshall at British Airways in the early 1990s, Herb
Kelleher at Southwest Airlines today. These executives are always
flying on their own airlines’ planes. They're always talking with
customers. They're always encouraging ticket agents and baggage
handlers to be creative about helping customers to solve problems.
They're in “dynamic listening” mode, asking questions all the
time—and not getting seduced into trying to provide all of the
answers. (Taylor, 1999, n.p.)

Listening begins with the attitude of curiosity and care. It is in-
quisitive. It asks questions and genuinely wants to know the an-
swers. This creates a crucial internal state open to maintaining
awareness.

MANAGING INFORMATION

To expose ourselves to the information that we need to keep aware
ofis a lot of work. It is work to make sense out of that information.
[t is work to be constantly going through the process of learning
and changing.

Itis also difficult to seek the truth. The truth needs to be tested
through action in order to know if it is true. Because the source of
a piece of information is an authority, in the old paradigm we
tended to automatically believe it to be true. In the new paradigm,
an authority making a statement has no relevance to the truth of
the statement, no matter how powerful the authority is. The idea
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still needs to be demonstrated in reality. How do you know an or-
ganization? Try changing it. How do you know if a prophet is false?
Wait and see what happens with his prophecies. As Margaret
Wheatley (1992) points out, information in the new paradigm is
not the facts but the relationship between the facts.

What could be more factual than accounting? In his interview
in FastCompany with Baruch Ley, the Philip Bardes Professor of Ac-
counting and Finance at New York University’s Leonard N. Stern
School of Business, Alan M. Webber (2000) says this belief is not
necessarily true. He first describes the common wisdom about the
field. “Accounting is all about accuracy. Accounting is all about
hard numbers. Accounting is all about accountability. Accounting
is a time-honored tool for making hard decisions about dollars and
cents, about profits and losses” (Webber, 2000). He then goes on
to explain that Baruch points out how irrelevant the old approach
to accounting is in the postmodern world.

The value of a retail outlet may be more in the way the staff in-
teracts with each other and with clients. We go to a small snack
shop near our house about once a week. There are a great many
other restaurants nearby, and yet the one we go to is nearly always
full. The seating is okay and the food is good but a little quirky.
The experience is great. The owner and all of the waitresses greet
people when they come in. They smile and are friendly. The pho-
tos on the walls are of people we know: other merchants on the
same street or staff at leisure. The music is nice. We go not because
of the food but for the atmosphere. A change in any of these
things would diminish its value, and yet none of this is reported to
the tax authorities. The truth of value is not found in the inven-
tory or the cost of rent but in the responses of clients and suppli-
ers in the relationships with neighboring shops and the niceness
of the staff.

The difference between knowing in the old paradigm and in
the new paradigm is clear. In the old paradigm what was important
were the tangibles. They could be measured. Their value could be
determined. Their life expectancies could be estimated readily. In
the new paradigm, intangibles like knowledge and capacity to in-
novate are important.

We all have the experience of information overload. In the
new paradigm, part of the discipline of Awareness is that the
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leader takes responsibility for the way he or she acquires and han-
dles information.

ACQUIRING INFORMATION

There are three issues in acquiring information: perception, dif-
ferent perspectives, and scale.

Perception

Perception has to do with attentionality, the process of knowing
what is important and becoming aware of those things that are crit-
ical to know. Using all of one’s senses improves attentionality. Dif-
ferent people use their senses in different ways. Some senses are
more acute for some of us than others. A colleague of ours can
walk into a room and know by smell who was there before he ar-
rived. Apparently, he can distinguish different body odors for dif-
ferent people.
A story might illustrate what we are describing.

A young orphan boy of nine or ten years greatly desired to be

the greatest swordsman in all of Japan. He went to the best teacher
and begged to be his student. The master was old and had no stu-
dent. He told the boy to leave. The boy persisted and persisted and
finally the old man agreed. The boy began by carrying water from
a stream up the hill to the master’s hut. He carried water all day
and, exhausted, fell into his bed after a meager meal. This went on
until the boy became convinced that he had made a mistake in his
choice of teachers. On the day he decided to leave, he was carrying
water up the hill when without warning he was struck from behind.
He did not even see who had done it. A few hours later he was
struck again and later struck again. This last time he realized that
it was the old man. He was so startled that he forgot to leave. Day
after day the boy tried to avoid the pain of the bamboo stick. Slowly
over time he became aware of things around him. He avoided ob-
vious ambush places. He learned to dodge the stick a few times out
of a hundred. One day he carried his water up to the door of the
hut. He stood at the door for some time. He then walked through
to be struck over and over as the old man said, “You knew, you
knew and you used this door! At least try to make this interesting.”
(Jennings, 2001)
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The boy knew unconsciously that the old man was there and yet
he ignored his own intuitions, an important learning for the boy.

Different Perspectives

The ability to view a situation, problem or potential solution from
different perspectives is critical for a leader. Perspective enables
deeper, better and more complete understanding, creates the po-
tential for creativity and increases the possibility of more effective
action.

Often these perspectives are those of different roles, functions,
or personalities. The leader might ask him- or herself what finance
would say about this, or manufacturing or sales. By seeing a situa-
tion from many different viewpoints the leader comes to appreci-
ate both the situation better and the importance of the view.

We had a boss who would come into the office between 5:00
and 6:00 A.M. He would be working on a project of one kind or an-
other, but the real reason was to be available to people. Anyone
could come into his office during this hour and talk about any-
thing. He would listen and ask questions. He would engage in the
thinking of the other person and help them clarify whatever they
were concerned about and guide them to think through solutions.
Sometimes he would give advice, but often not. He had a profound
understanding of many different perspectives, but not all. Over
time and with some struggle, he would add a perspective that he
did not have available to him. What made him a leader in this area
was this capacity to add perspectives.

Scale

Scale is another of aspect of attentionality. Scale has to do with the
distance from, breadth and depth of, or time frame applied to the
problem or situation.

When looking at a financial report, it is possible to look at dif-
ferent levels in the report. You can look at a specific transaction, a
summary of all similar transactions, a summary of all transactions,
the bottom line of the whole report, or this report in a larger
framework such as the past ten years. Each of these levels of infor-
mation gives the viewer a different perception of what is happen-
ing to the company.
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In John Whitmore’s Coaching for Performance (1996), like all bat-
ting coaches he suggests to baseball batters to concentrate on the
ball, but in addition he asks the batter to notice the direction in
which the ball is spinning. This reduces the scale of the problem and
changes what they are aware of and what is important. At the same
time the batter’s ability to hit the ball increases. Many organizational
change experts suggest that one of the healthy aspects of an orga-
nization is a clear understanding of its larger purpose. This is to take
a step back from the organization and look at it from a distance.

Understanding the breadth of a situation is also important to
be able to change it. To be able to see all of the things that influ-
ence an organization helps create a better understanding of the
context in which it operates. One of the places the issue of breadth
shows up is in problem diagnosis. We all know that we see symp-
toms of a problem and not the real problem. Getting to the real
problem is to understand the dynamics of an organization.

A great deal has been written about the destructive effects of
managers and executives operating on a quarterly time frame.
Choices are made so that quarterly numbers are maintained.
Change programs are evaluated within weeks or a few months of
initiation and criticized for not being effective. A new program re-
places the old one. The long-term problems are often not even
seen, let alone taken on. Short memories and the need for quick
results combine to undermine any chance for real change. By tak-
ing a longer view, leaders learn the patience needed for real
change to happen.

Developing the ability to shift scales, perspectives, and ways of
perceiving the situation are important for leadership. These form
the ability to become more aware.

HANDLING INFORMATION

Handling information means building the capacity to organize in-
formation and to use that organization effectively. This discipline
understands how creating, discerning, and using meaning brings
structure to information. There are different ways of structuring
information. One is to use an existing structure. The second is to
understand how to build models based on existing information.
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Ewxisting Structure

A model or structure of information for us has a number of char-
acteristics. A model is relevant, internally consistent, simple, ele-
gant, and beautiful. It must be connected to experience, to reality,
in order for it to be useful. Models also need to be simple, simple
enough to be used and complex enough to be useful. It is a bit like
a map for a trip on a freeway over several hundred miles. The map
does not need to be very detailed. To find a specific house the map
needs to be much more detailed. A model that is elegant is refined,
precise, and has a certain grace in form. A beautiful model is pleas-
ing to see and use. Models, for example, with fractal-like charac-
teristics—repeating patterns throughout their structure—have
extra resilience.

A model is also inclusive. It takes into account all of the infor-
mation available. It is tested against a number of circumstances. It
should work in a number of situations.

Social Processes

One such model is the Social Processes model (Figure 11.1), which
is used in a number of ways. One is to compare the compatibility of
a company’s culture with that of a country. A careful description of
how the company works is placed in each of the categories in the
triangle. The same is done for the country. Possible points of dif-
ference and similarity are noted. Decisions are made about how to
deal with the differences and support the similarities. The advan-
tage of this kind of model is that it tends to be more inclusive than
standard business models that focus on economic and legal issues.

Another way this model is used is to look at trends. The focus
of the analysis is defined. For each of the categories in the social
processes, changes are noted over a period of time. Often this is
fifty-plus years, but it can be shorter or longer depending on what
is needed. One or more major trends are noted, as are minor
trends. Emerging trends are noted. Counter trends are described.
Plans can be developed to respond to these trends.

Awareness is knowing about the many models that are available,
which ones are useful, and when they are useful. Sometimes the
models you need are not available and you have to create your own.
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FIGURE 11.1. THE SOCIAL PROCESSES

Model Building

Often models to help structure information need to be built. This
can be a time-consuming process.

In its simplest form, the process goes like this: Ideas are gen-
erated. They are then organized into categories. These categories
are tested against criteria and then modified if necessary. Incon-
sistencies are corrected. Missing data is searched for and added to
the ideas. The process is repeated at the next level of the model.

In a sense, everything can be changed, from the original de-
sign to the criteria the model is tested against. It is important to
maintain one’s values throughout the process.
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STORIES

The ability to tell and listen to stories may be the key to leadership.

Stories, including narratives, myths, and fables, constitute a
uniquely powerful currency in human relationships. Stories speak
to both parts of the human mind—its reason and its emotion.
Stories provide a tool for articulating and focusing vision. Stories
provide a medium of communication, both internally within an
organization and externally to customers, potemial customers,
business partners, business rivals, investors, and others. Increas-
ingly, various companies are becoming aware of how stories can
serve as a market research tool, a public relations and marketing
tool, and a tool for learning and communicating important insti-
tutional knowledge about effective business practices, adapting

to innovation, etc. Stories provide a tool for conceptualizing and
identifying challenges and opportunities. Stories provide a power-
ful tool for capturing and leveraging knowledge, one that is com-
plementary to logical thinking, what we think of as “just the facts.”
(McLellan, 2002)

A great deal of work has been done over the past decade on
knowledge management, and one of the interesting developments
is the use of stories in knowledge management. Organizations are
becoming aware of the value of stories and story telling. “The
World Bank and IBM have run storytelling programs, Hewlett-
Packard has created a corporate mythology—Xkey stories that illus-
trate company values—while Nike executives tell new employees
tales from Nike’s history. In Britain, the Countryside Agency, Royal
Mail and Met Office have all looked at this too” (Murdoch, 2004).

Terry Bergdall (2005) uses both hard data and stakeholders’
stories in evaluating community development projects. These sto-
ries become part of the history of the communities and help bind
them together.

Steve Denning (2002) suggests that there are seven types of or-
ganizational stories:

1. Springboard storytelling that ignites transformational change
2. Storytelling that gets people working together
3. Storytelling that transfers knowledge (“Uh-oh!” stories)
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. Storytelling that communicates who you are (“Who’s There”
stories)

. Storytelling that transfers values (“What We Stand For” stories)

. Virus stories: Storytelling that transforms the narrative dynamic

. Storytelling that leads the way to the future (the “Amen!” stories)

~ O Ot

We see stories as having four functions for leaders: transmit-
ting values, creating and supporting community, solving problems,
and enabling personal identity.

Transmitting Values and Knowledge

Stories and storytelling transmits the core values of a company.
This function is critical to making sense out of situations that oth-
erwise would be disasters. The poisoning scare concerning Tylenol
is a good example.

Some twenty years ago, bottles of Tylenol were laced with
cyanide and seven people died in Chicago. Johnson & Johnson’s
chief executive officer, James Burke, ordered all of the millions of
bottles removed from the stores and spent a huge amount of money
informing the public of what had happened. According to Alicia
Korten, an expert on stories:

Through that investment he gained two things that were precious—
he may have saved some lives, and two, he gained a story—a story
that is embedded in the public consciousness as to what Johnson
and Johnson stands for. The story is now famous. . . .

What Johnson and Johnson has is something I call a Core Values
Story. A story that communicates to others what their values are,
and also a story that makes them clearer as a company about what
they stand for. In addition to being a good ethical decision, it also
turned out to be a tremendous business decision. Here they have
a story about their values embedded in the public consciousness.
(Korten, 2003)

The story is both an internal story and a public story. It com-
municates to employees and to the public what the values are at
Johnson & Johnson. Core value stories to a large degree embody
the values of the community. They are often stories about origins,
struggles, and destiny. They can be about corporate heroes.
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Some stories are used in induction programs to prepare peo-
ple to work for a company. Such a company is Nike. “The best way
for a company to create a prosperous future is to make sure all of
its employees understand the company’s past. That’s why many vet-
eran execs at Nike spend time telling corporate campfire stories”
(Ransdell, 2000, p. 44). In Nike’s case, these stories are for the
most part for internal consumption.

Most people have heard of Nike CEO Phil Knight, a middle-
distance runner who turned selling shoes out of his car into a
footwear-and-apparel colossus. But few know of Nike cofounder
Bill Bowerman, Knight's coach, or of Steve Prefontaine, the now-
deceased runner who was also coached by Bowerman and whose
crusade for better equipment inspired Bowerman and Knight to
build the Nike empire. Yet, inside Nike, those three figures are
more relevant to the company’s sense of identity than any of its
superstar spokespeople. (Ransdell, 2000, p. 44)

Every new hire hears these stories from senior managers and ex-
ecutives. For Nike this is not a passive process. Technical repre-
sentatives go to Eugene, Oregon, and run on the track where
Bowerman coached and visit the site of the car crash where Pre-
fontaine died.

Stories can also transmit knowledge. A salesperson might tell
a story to junior salespeople about how she closed a deal. The story
communicates more than facts. It shares the way decisions are
made and thus the ethics at play. It communicates emotions, con-
flicts, and successes and the human side of the organization. By
creating drama in the story, the storyteller involves the audience
so that they are part of the process.

Creating and Supporting Community

Stories and storytelling help create and support communities: com-
munites of practice, teams as communities, business as communi-
ties, and social groups as communities. Traditionally these are stories
told of beginnings, endings, and the struggles in between. When we
worked in a village in Peru, we heard many stories of the beginning
of the community. They all revolved around what was called the
“founding families.” The village is located in the coastal desert, in-
land a few miles from the Pacific Ocean and the coastal highway. It
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is on a plateau overlooking the Mala River. In this desert almost
nothing grows, so it was simply a flat plain of sand and rock a few
miles square. These founding families contructed homes and dug
an irrigation canal five miles long along the side of a mountain
cliff. They created fields and irrigation ditches and planted fruit
trees, cotton, beans, and potatoes. Over the two-plus years it took
to do this, they had to carry water up the side of the cliff. They
camped out for the whole time while the work was being done. Itis
hard to believe what it took to make a living and build a village at
the same time. The people of today are still proud of these found-
ing families. A five-day-long fiesta is held each year to celebrate this
beginning. The stories we heard contained all of these elements
but more. They were stories of struggle, sacrifice, and creation.

The stories make connections between people. They enable
people to see the connections among themselves, other members,
and the community as a whole. The stories enable people to iden-
tify with the community. Even though we were outsiders and not
really part of the village community, we felt proud of the founding
families. Somehow we were included in the story.

The stories connect people to the land. Every house, street, and
irrigation ditch had a story connected to it. While we were there,
each section of the village constructed a “mini-park” in their part
of the village. When the mayor complained about young people sit-
ting late at night playing the guitar and engaging in some flirting
there, the mini-parks became part of the story of the village.

Solving Problems

Stories and storytelling have at least three functions in problem
solving. They can be used to remind people of the values of the or-
ganization and as such create a framework within which to make
a decision. Stories are used to communicate knowledge that is im-
portant in understanding the situation and how the problem might
be solved. Stories also are used as problem-solving tools.

John Seely Brown’s (2001) analysis of photocopy repairmen,
which we mentioned briefly in Chapter Four is a case in point. The
company in question has a complete series of repair manuals and
training processes for company representatives and technicians.
The reps go to the customer’s site and make any repairs necessary.
The technicians act as support for the reps when they could not



232 THE 9 DISCIPLINES OF A FACILITATOR

find a solution to a problem with a machine. The policy is that if
the process suggested in the repair manual and taught in courses
didn’t succeed, then the equipment was to be replaced. For a va-
riety of reasons, the repairmen and the technicians were reluctant
to replace machines.

Solving the problem in situ required constructing a coherent ac-
count of the malfunction out of the incoherence of the data and
documentation. To do this, the rep and the specialist embarked

on a long story-telling procedure. The machine, with its erratic
behavior, mixed with information from the user and memories from
the technicians, provided essential ingredients that the two aimed to
account for in a composite story. The process of forming a story was,
centrally, one of diagnosis. This process, it should be noted, begins
as well as ends in a communal understanding of the machine that is
wholly unavailable from the canonical documents. (Brown, 2001)

When the repairmen don’t have a solution, they begin by tell-
ing stories about what has happened so far, what tests have been
run, what the results are, and why these results are of little help.
They begin remembering some similar photocopiers or symptoms
and recall how they were dealt with, Users are asked to share their
experiences with the machine. In this flow of gathering informa-
tion, recalling similar situations, possible problems are diagnosed
and the machines are tested. Slowly a solution is arrived at, far
more frequently than the manuals and training suggest is possible.
The company saves money, the customer is satisfied, and the re-
pairmen’s self-esteem and reputations are intact.

At the other end of the problem-solving spectrum is the use of
storytelling and stories in strategic planning. Three obvious ones
come to mind: scenarios, appreciative inquiry, and Lego Serious
Play. All of these are about using and telling stories. In scenario
writing, the stories are about the future of the organization. Sce-
narios offer real alternatives to each other and to the present mo-
ment. Appreciative inquiry begins by asking people to tell stories
about when they experienced the organization functioning at its
best. Naturally, the questions evoking these stories are much more
specific to the issue being addressed. Lego Serious Play combines
the use of storytelling and the tactile and visual experience of con-
structing a future using Lego blocks.
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Enabling Personal Identity

Stories also create an identity. They form our “selfsstory.” Our self-
story is both public and private. Or rather, parts of our self-story
are public and parts are private.

A story is more than a chronology of events. It is also an inter-
pretation of those events. It includes the emotions surrounding
those events. It tells about what is important and suggests why that
is so. Like corporate stories, personal stories are indicators of val-
ues and purposes.

Stories can be about how you came to be who you are. Stories
can be about overcoming problems—mental health, obesity, ad-
diction, disease, accidents, disasters, and more. Every professional
group seems to have stories of “the worst I ever”—the worst class,
the worst customer, the worst software catastrophe, the worst pa-
tient, and on and on. Stories are also about the future, what I am
going to do, what I will become, why I am making this particular
move. One interesting change from the old to the new paradigm
is in CVs. Time was when a CV was a documented list of what you
did—facts and dates, period. That was what an employer needed
to know. Increasingly, employers look for your story about what you
did. It has to fit the facts, of course, but your interpretation of the
facts gives relevant information about you that the facts alone
never reveal.

Constructing a personal story consciously is an adventure,
sometimes painful, but often enlivening. Not easily done, it re-
quires both a close look at the facts of our lives and keen decisions
about what we intend to say those facts mean. This is important be-
cause in today’s paradigm, what we say the stories mean becomes
what they mean.

THE LEVELS OF AWARENESS

Awareness has four levels, being sensitive toward the self, sensitive
toward the world, sensitive to possibility, and sensitive to awe. Lead-
ership depends on being brutally honest about the current situa-
tion. Leadership is about seeing the truth, both the positive and
the negative aspects.
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SENSITIVITY TOWARD THE SELF

Self-awareness is about paying attention to your internal and ex-
ternal life. You know both the things you do well and those things
you don’t do well. Unfortunately, neither your own reflections are
very trustworthy nor are those external to you. By continually ask-
ing, “Why are people responding the way they are, and why am I
responding the way I am?” some patterns will emerge. When they
do, changes can be tried to see if different responses occur.

We all have dark sides to our personalities. The dark side
emerges when we face situations in which we are destructive to oth-
ers or are self-destructive. Normally we are not aware of them, so
we need to have them pointed out. Feedback from trusted friends
or colleagues is critical here.

Sometimes becoming self-aware can take place in an instant,
such as in this traditional Zen story:

There was a young monk in China who was a very serious prac-
titioner of the Dharma. Once, this monk came across something
he did not understand, so he went to ask the master. When the
master heard the question, he kept laughing. The master then
stood up and walked away, still laughing.

The young monk was very disturbed by the master’s reaction.
For the next three days, he could not eat, sleep nor think properly.
At the end of three days, he went back to the master and told the
master how disturbed he had felt. When the master heard this, he
said, “Monk, do you know what your problem is? Your problem is
that you are worse than a clown!”

The monk was shocked to hear that, “Venerable Sir, how can
you say such a thing?! How can I be worse than a clown?”

The master explained, “A clown enjoys seeing people laugh.
You? You feel disturbed because another person laughed. Tell me,
are you not worse than a clown?”

When the monk heard this, he began to laugh. He was en-
lightened.

SENSITIVITY TO THE WORLD

Awareness of the world has to do with the ability to expand the use
of your senses and being aware in new kinds of ways.
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Drew Brees, the American football quarterback from San
Diego, practices passing the ball. “The receiver is watching the
quarterback walk another five yards down field, waiting as Brees
pivots and fires. The football smacks the receiver’s hands square
in the palms. ‘The first time it happened, I couldn’t believe it.” Said
Malcom Floyd, a rookie receiver” ( Jenkins, 2005, p. 5). The dif-
ference between this quarterback and others is that he does this
with his eyes closed.

While talking with the coach at our gym, he described similar
things in gymnastics. He described how no matter what direction
you are looking in, you are always aware of exactly where you are
in relation to the floor or the bars or rings. It is not a matter of see-
ing, but of sensing the space.

Similarly, you can walk into a business and immediately feel the
state of health of the organization. A healthy, creative company
feels different when you experience it, although it is difficult to pin
down in specifics. It certainly has to do with the way the space is
kept, what employees do and say with each other as well as with
clients. In a sense, every part of the company is represented in the
reception area, or the manufacturing plant, or the customer ser-
vice outlet. Every part reflects the whole, like a hologram.

SENSITIVITY TO POSSIBILITY

Recently, studies by Professor Richard Wiseman as reported in Red-
World.biz (2004) have been conducted into why people are lucky.
There is a difference between chance and luck. A person has no
control over chance. Chance is the random acts that happen to us.
Interestingly, luck doesn’t have much to do with chance but with
what a person does with the circumstances they find themselves in.
Lucky people create their own luck. Lucky people see opportuni-
ties that unlucky people do not see.

Some of the research looked at, for example, how we see oppor-
tunities in life. So in one experiment we asked people to flick
through a newspaper and to just count the number of pictures or
photographs in there. About halfivay through we would place a
huge half-page advert saying spot this and win £100. Well it was the
lucky people that saw it—the unlucky ones didn’t. It’s a very good
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example of how you create your own luck. The unlucky people are
often so focused they don’t step back, see the bigger picture and
see the opportunities. (RedWorld.biz, 2004)

Wiseman has four principles of lucky people:

1. Maximize Chance Opportunities. Lucky people use chance to
their benefit. They are aware of opportunities, create them, and
act on them. They can do this by building strong networks, are laid
back in their lives, and are open to new ideas and experience.

2. Listen to Your Lucky Hunches. Lucky people pay attention to
their intuitions and act on them. They develop their ability to
sharpen their intuitions by using practices such as meditation and
other techniques to clear their minds.

3. Expect Good Fortune. Lucky people expect things to get better
over the long term. This allows them to keep going when things have
gone wrong. This also develops positive relationships with others.

4. Turn Bad Luck into Good. Lucky people use self-talk and self-
created attitudes to deal with bad things that happen. They rec-
ognize that things could be worse, they move on from ill fortune,
they assume responsibility for the situation. (Pink, 2003)

Ann Watson, another researcher on luck, suggests several fac-
tors that people use to improve their luck. They have extensive so-
cial support networks and use them. Lucky people take more and
greater risks than unlucky people. They see opportunities where
others do not. They have positive intent and a high level of self-
awareness. They persevere, staying with something long enough
for the results to come to fruition. They are flexible in finding so-
lutions to problems. They take responsibility for what they do and
who they are (RedWorld.biz, 2004).

SENSITIVITY TO AWE

Leaders appreciate those moments that seem to appear out of no-
where and add delight and significance to their lives.

One aspect of this is to see beyond the appearances of mun-
dane things. We fail to see through reality to the complexity of re-
lationships that constitutes it. Take a typical dinner. On the plate
is a boiled potato covered with parsley and butter. The potato is
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much more. It was prepared by a cook, served by someone, and
will be cleaned up by someone. The cook bought it at a store paid
for by money earned at a job. A stock person put it on the shelf. A
truck delivered it to the store. Someone unloaded the truck. It had
been stored in a distribution center. Another truck brought it to a
distribution center from the farm. The farmer who grew it is also
present in that potato. Worms, bacteria, fungus, and the weather
created the dirt it grew in. A magnificently complex network of re-
lationships brought that potato to you; it’s a miracle arriving on
your plate. Our capacity to be present to these relationships can
be developed, and leaders are continually improving their capac-
ity to see beyond appearances.

Leadership also has the capacity to be surprised. Being open
to the unknown allows surprises to happen. Being able to not put
experiences into a box is important here. The sort of “It’s only a
potato” response prevents us from being surprised. This response
is so quick we are unaware of it. To de-box the potato, we have to
go back to the precognitive moment in the experience, when we
experience the potato and hadn’t put it into the potato category.
Paying attention to the uniqueness of the experience is important
if we are going to be surprised.

CONCLUSION

Developing the discipline of Awareness is more than knowing a lot
or being able to espouse theories. It is being sensitive to what is
happening around you and what is happening inside you. It is de-
veloping the capacity to understand the world, who you are, and
how these two interact. It is appreciating being surprised by what
you don’t know and don’t understand. It is putting this under-
standing and knowledge in a context so that you can act if you
choose to. It is the ability to move from one framework or per-
spective to another to better comprehend.

Time needs to be taken to develop the capacity of Awareness.
Becoming aware, you would think, is just a matter of opening your
eyes and paying attention, but it is that and more. It is having mod-
els of reality that help you understand what is going on and enable
you to act effectively. We believe that this time and effort is the path
to Awareness.
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* ¢ ¢
Practices for Awareness

Here we offer two good starting points for Awareness: Journal Writing and
Personal Feedback.

Journal Writing

A journal is a Web blog, book, notebook, or any collection of written
thoughts in which one writes about events in detail, especially including
descriptions of the situation, feelings, opinions, beliefs, hopes, fears, reflec-
tions, and the like.

People use journals for a variety of reasons, including self-understanding,
focusing awareness, getting organized, solving problems, keeping a record
of creative ideas that would otherwise be lost, stepping back and reflecting,
as therapy, celebrating or expressing gratitude, and/or keeping a record of
events in your life.

Different techniques are used to keep a journal, including the following:

e Stream of Conscious or Free Writing is writing whatever comes to
mind. The stream of conscious writer records everything. When they
reach a block in writing they can write, “| can’t think of anything to
write.” Or ”l am bored out of my mind.” Or whatever comes to mind.
It may seem chaotic or disorganized and unreflective, but the disci-
pline is to keep writing. The idea is that as you continue to write you
will begin to uncover deeper aspects of yourself. An alternative to this
method is called Focused Free Writing, which begins with a topic and
you try to write as much about that topic as you can in the same way
as free writing.

* Descriptive Writing is putting down in great detail what is happening
in the world around you. It is important to not only what has hap-
pened but your and others’ reactions to these happenings.

* Mind Mapping begins with a circle or square in the middle of a sheet
of paper that contains the central idea being focused on. As ideas
about the topic come to mind, a line is drawn from the circle or
square with the topic in it to another shape in which the new idea is
put. A number of subtopics are connected to the topic. As ideas are
generated about the subtopics, lines are drawn from them to shapes
with these sub-subtopics. This continues until the page is full or all
ideas are exhausted.
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* Prompts can be use to stimulate thinking and writing. A list of ques-
tions or important issues is created and each one is placed on a slip
of paper and put in a bowl. Select one slip of paper from the bowl
and begin writing about it. As thinking runs down about the first ideq,
pull another slip and continue writing. A list of words can also be
placed in a bowl and used as prompts. An interesting creativity exer-
cise is to select several slips of paper and write about the relationship
among them.

* List Writing is a technique in which you don't create narratives but
simply list of things. You can start with something like “What are the
events of the day?” or “What have | learned today?” If these lists are
going to be used later, it is a good idea to put them in complete sen-
tences; if they are simply a list of words it is easy to forget what they
meant.

* People sketches are verbal descriptions of other people. Several may
be dcne of the same person over time. They need to be in great de-
tail, appearance, expressions, moods, comments, gestures, and so
on. Your responses to these things are good to record.

There are a number of other techniques, but these should give you an
idea of the kinds you can do. The discipline of course is to do it regularly
and frequently. Spending ten to thirty minutes a day is a good target for
journal writing.

Personal Feedback

As second useful technique is to put yourself into situations where you can
receive personal feedback. We suppose that this is the role that the popu-
lar image of a court jester played for royalty. An effective leader finds ways
of getting an understanding of what they are doing well and what they are
doing badly.

A practice used by the Institute of Cultural Affairs and continued by
our company, Imaginal Training, is to do a debrief at the end of every day
during a program, whether a two-day course or a month-long research
project. We ask three basic questions:

1. What went well today?

2. If we were to do this again what could we do to improve the program?
and

3. What might each of us do personally to improve our performance?
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The key is not only to create a system of providing feedback but also to
utilize the insights to improve performance.

® ¢ ¢
Exercise for Awareness

Meeting the Rock

To consider awareness, select a rock from the ground. Look at the rock
closely. Look at the various sides to the rock. Now fill in the following boxes:

Look at the whole rock:

What are some shapes that you see on Describe in as much detail as possible
the rock? the shape, its edges, interior, color,
texture, and so on.

Select one of the shapes you see. (Draw or describe one of them.)

What are some of the shapes within that Describe in as much detail as possible
shape? (Draw or describe one of them.) the shape, its edges, interior, color,
texture, and so on.

Select one of the shapes you see. (Draw or describe one of them.)

What are some of the shapes within that Describe in as much detail as possible
shape? (Draw or describe one of them.) the shape, its edges, interior, color,
texture, and so on.

Continue the process until you have to imagine what you are seeing. (Use the back of
the sheet to continue.)
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When you have finished your charts, discuss together:

* What are some of the shapes you described?

* What was the most difficult part of the exercise?

* If you were to observe a group in the same amount of detail what
would you have to do?

* How could you become more aware of the groups you work with?

* What would be a symbol or ritual you could use while leading a group
to remind yourself to be more aware?



CHAPTER TWELVE

AcTION: EFFECTIVE DOING

Dee Hock (1999) quotes from W. N. Murray’s The Scottish Himalayan
Expedition to point to what action is.

Until one is committed there is always hesitancy, the chance to
draw back, always ineffectiveness. Concerning all acts of initiative
and creation there is one elementary truth the ignorance of which
kills countless ideas and splendid plans. The moment one commits
oneself, then providence moves too. Multitudes of things occur to
help that which otherwise could never occur. A stream of events
issues from the decision, raising to one’s favor all manner of un-
foreseen accidents, meetings and materials assistance which no one
could have dreamed would come their way. (Hock, 1999, p. 308)

Action is an important step toward the development of self-
hood. It is critically understanding the world, accomplishing what
you want, and being a presence. In applying your understanding to
the situation you live in, you learn whether that understanding is
valid and how it could be improved. Action tests your thinking while
thinking gives you a direction to your action.

We have unfortunately separated thinking and doing in our so-
ciety, although the bias toward thinking is changing to some de-
gree. Managers are thinkers and employees are doers. Creativity is
thought of as inventing an idea, not of making it work. From our
perspective they are both required and of equal value.

The way you behave determines what kind of presence you
have in a group.

Action is in tension with Awareness. Our action is based on an
understanding of the world and what it is about. As Ortega y Gasset

242
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(1962) says, in order to survive we are compelled to do something,
no matter the situation or our disposition.

Not only are we driven to act, but we also have a desire to be
effective in what we do. We act in order to accomplish something.
Sometimes we are not sure why we are doing things. Not infre-
quently, we realize in the midst of acting that we are doing the
wrong thing. It is not unheard of for us to do things that are clearly
self-destructive or destructive of others; even we are aware how
wrong they are. We smoke (or used to). We eat too much. We se-
lect partners who are unmistakably bad for us. Whether we act for
our own interests, the interests of others, or even in destructive
ways, the action has some purpose, even if the purpose is wholly
unconscious.

WHAT IS AcTION?

We are not using the word action here in the popular sense of,
“Don’t just stand there; do something! Anything! Now!” It is not ac-
tion for the sake of acting. It is not acting for the sake of doing some-
thing that seems useful even if it is not effective. It is not doing
something to deal with personal or collective guilt. It is not about
you saving the world. All of those reasons are focused on you and not
on the purpose of the action. Effective action is about accomplish-
ing something; it is detached from the self.

Effective action is also something more than mastering tech-
nique. In Daisetz T. Suzuki’s introduction to Zen in the Art of Archery
(Herrigel, 1989), he says, “If one really wishes to be master of an
art, technical knowledge is not enough. One has to transcend tech-
nique so the art becomes an ‘artless art’ growing out of the Un-
conscious” (p. vii). In this kind of action, a profound mastery of
skills is required. Constant practice is needed. At some point skills
and self get in the way of mastery and must be given up to be ef-
fective. This is not only a matter of Zen. Learning theorists speak
of “unconscious competence,” which is to say the individual has a
skill so well developed that he or she exercises it without thinking
about it. If you habitually drive a car, you may find yourself pulling
into your driveway at the end of the day without having thought
through in much detail how you got there—you have indeed tran-
scended technique!
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Effective action is being able to do the seemingly impossible.
This chapter is about developing the competence to succeed at
what we intend. The effective actor also turns the failure to reach
goals into opportunities while never denying the failure. Action is
always about managing change. In a changing world we are always
either initiating, going along with, redirecting, or blocking change
of some kind or another.

Effective action transcends the tension between immediate ac-
tion and paralysis by analysis. At one end of this tension is spon-
taneous, unreflected action. From this perspective, thoughtful
preparation is seen as a self-imposed trap, hindering creativity and
freedom.

From the other end of the tension, spontaneity is seen as sim-
ply irresponsible, giving permission to do whatever comes to mind
without regard for consequences. Here is the meticulous planner
who thinks through every detail and accounts for every contin-
gency. This is responsible, claim its advocates. It takes into consid-
eration as many of the known factors as possible. To its detractors,
this is death by planning. It is a way of avoiding action and risk in a
futile search for certitude.

Another approach altogether is avoidance. Simply waiting
until the problem goes away or is corrected by the system is an ef-
fective approach requiring the least effort and cost. Organiza-
tional systems do act on problems and often solve them or at least
move them around in such a way that they are not immediately
discernable.

All of these approaches sometimes get things done, personally
and for the organization. Action as we are talking about it here,
however, is not just getting something done. It is bringing your full
self to bear on the world. This is not just acting, but moving in
union with life in such a way that change happens. People confuse
activity or nonactivity with action, and it is not the same thing. A
Zen artist may spend hours sitting on a beach before a canvas and
then in a few seconds produce a masterpiece. The hours spent sit-
ting are not to plan the painting, quite the opposite. The mind is
settled; calm is achieved. The paint is mixed and brushes are pre-
pared. In a moment the painting appears. What emerges is un-
known until it is completed.
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DIFFICULTIES OF ACTION

Why is action difficult today? One issue is time pressure. We all act
in increasingly shorter time frames. When a change process is in-
troduced and the results are not immediate, the process may be
dropped. A great deal of literature has been written about man-
aging change. Companies shift from one change process to an-
other in the hope of getting better results faster.

Katzenbach and Smith (1992) describe the development
process of a work group into a real team. During the initial transi-
tion period, productivity often declines while issues like creating
shared purpose and approaches are worked through. The team
who expects to become a team instantly can only do so by creating
a superficial bond, and this is something that the first winds of real
crisis can blow apart.

A similar thing happens physically when you enter a fitness pro-
gram. When we first began to go to the gym every morning, the in-
structor tested us and developed a program for both of us. What
was most helpful was his statement that for the first month our fit-
ness would actually deteriorate. We would then become more and
more fit until we reached the level we wanted to sustain. Had he
not said that and worked with us on a daily basis at the beginning,
we would have limped home never to return in that first painful
week. Would that board, executive teams, and managers were given
the time it actually takes for change to genuinely take hold, or had
the courage to demand it!

THE ISSUES OF ACTION
FOR FACILITATIVE LEADERS

Effective action is intent, the capacity to will successful activities.
Action is found in the execution and not in the plan, no matter
how comprehensive or elegant that may be. What happens is what
determines the future, nothing else. Action is effective to the de-
gree that behavior changes in the organization.

Three issues face a leader when considering action. They all
have to do with effective action: intent, implementation, and impact.
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INTENT

In this book we spend an entire chapter on intent (see Chapter
Nine: Intentionality), but here we would like to spend a few para-
graphs looking specifically at its influence on action.

We continually run into situations in which change plans are
sitting on a shelf, never looked at again after the end of the plan-
ning process. Enough planning was done to create a plan, but not
enough was done to create change. The intent is different, and it
may take some work with you as leader and with the group to clar-
ify the intent. To be effective, action begins in these cases before
the planning process ever begins. Different practical questions
come to mind when the end product is change rather than a plan
about changing.

Another issue in the area of intent has to do with revising
plans. Plans sometime crumble under the onslaught of the arrival
of new information. A plan is a few weeks old: new data appears
that suggests that the plan may need revision, and teams can get
stuck trying to figure out what to do. When do you revise plans and
when do you stick with them? We find that by setting revision dates
for plans, such as at the end of a quarter or every half-year, it is eas-
ier to put new information into a file to be looked at when the
revision is done. The decision to look later must be made self-
consciously. Sometimes new data does mean that the plans need
revision, but it must not be allowed to freeze the process.

If plans are continually being revised whenever new informa-
tion arrives, perhaps the planning process needs to be looked at.
This pattern of behavior needs to be looked at. Is enough data
gathering being done? Are projections overly optimistic or pessi-
mistic? Are the issues being looked at in enough depth or breadth?
Are the root causes being discerned?

A third issue regarding intent has to do with execution. Here
again, the intent is change, not planning, but how can that intent
be realized? A plan is created. It needs to be checked, published,
and rolled out. This can take weeks or even months. When a really
great plan is created, especially when those affected by the plan
build it, a great deal of motivation exists. Unfortunately, this moti-
vation is easily dissipated. The very best time to begin executing a
plan is the moment it is completed. Anything that can start imme-
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diately, even as documentation and approvals are progressing, can
use the rich flood of motivation that exists, and keep it flowing and
building until the rest of the documentation is in place.

IMPLEMENTATION

A second action issue for the facilitative leader has to do with the
way a plan is implemented. There is a bias toward serial imple-
mentation of plans: first complete this part and then start that
other part, and when it is done move on to the third part. Natu-
rally, some things depend on others, and in these cases serial im-
plementation is necessary. However, this is not often the case. Not
everything has to wait.

In large-scale change, the more things that can take place at
once, the more integrated the change experience becomes. While
itis easy to isolate change processes that are aimed at only one
thing at a time, it is harder to ignore a process that is taking place
in many different points at once. It avoids the tendency to identify
a change process with the first group for whom it is rolled out.
(“This seems to be really just a process for the secretaries, not us.”)
In this approach, every aspect of change process that can begin at
the same time is begun.

Different people are interested in and have passion for differ-
ent things. This approach taps into that motivation from the very
beginning. Some people will begin to work on one area and get
frustrated or bored and move to another area. The parallel ap-
proach provides them with a way of contributing when this hap-
pens. We find that if this part of the project is self-organizing, it can
have a greater chance of success. In a workshop done by Shell’s
Wells Global Network, representatives from around the world used
the self-organizing process called “Open Space” to select and work
in parallel on projects that affected them locally. Projects were
linked to work spaces and volunteers went to work on the project
or projects they had enthusiasm about. The time to work was lim-
ited, as many people wanted to work on more than one project. In
this process people were required to select areas in which they have
the most interest. Working this way wherever possible allows peo-
ple of divergent interests to get involved, a process that is much
more difficult when people are only involved when their part of
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the change process comes along and then withdraw when it is
done.

In this scale and type of change project, a kind of synergy is cre-
ated. People see more going on. Things are happening. Morale in-
creases. As things are accomplished, new ideas develop and are
implemented. This same process happens in business organizations.

We did a workshop with the personnel staff department of a
company of thirty thousand people. The workshop took three days,
and at the end there were a number of projects that needed to be
started within the next ninety days. Most would be completed in
that time frame. First, we asked for people who would be respon-
sible for implementing each of the project areas. Then we asked
people to volunteer for one of the projects that they were most
committed to getting done. Everyone signed up, and was ready to
report their successes at the end of the ninety days.

The company was downsizing, and this department was getting
new tasks all the time to carry out the staff reductions. Even though
some of the reductions would include themselves, morale re-
mained high as teams put their tactics into place.

[MPACT

Much of the impact of any action a leader takes is not in the new
stuff or office or factory that have been acquired but in the per-
ception and behavior of employees, suppliers, and clients. For
change to happen, people need to see and believe change has hap-
pened. They then act in a new way that is consistent with their per-
ceptions. The stuff can be used to reinforce the perception of
change, but the real change is in the people themselves. Care
needs to be taken in changing the way people think and do. This
section will talk about the balance in large-scale efforts between
quick and easy actions and actions that require more effort, time,
and money. It will discuss what we call symbolic acts. It also will talk
about the issue of impatience.

Obviously, some actions take longer than others. Commission-
ing, creating, and installing a new computer system will certainly
take longer than hiring a new assistant. In most change processes,
the small, quickly implemented activities are much more numer-
ous than the big steps that take significant time and effort. These
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myriad short-term, easily done things need to be balanced with
those that take longer and need more work.

Think of the image of the two swords of a Samurai warrior. “A
katana is the long sword that is most associated with Samurai.” The
blade is approximately twenty-four to twenty-nine inches long. The
ko-gatna is the short sword and is really a knife that was also used
as a weapon. Some Samurai were proficient at throwing it (Locke,
2003). While most warriors used the swords one at a time, some
used both at once.

A project may include many, even hundreds, of easily done, low-
cost projects that contribute to the overall plan or increase the vis-
ibility of the change process. Consider these the change process
“short swords.” Although no one of them makes a big difference in
itself, the sum total of activities can be impressive. Above all, short
sword activities offer engagement and motivation. These activities
are a bit like a pointillism painting in which the artist uses little dots
of primary colors placed close together with the effect that if you
step back the eye rather than the brush mixing them reproduces
any color that the artist wants. These little dots of action when seen
from a larger perspective are experienced as a high degree of
change. When a project comprises short sword things alone, how-
ever, fundamental structures never improve, even though lots of
people are actively involved and very motivated.

The fundamental, long-term projects, physical or social infra-
structure, may take months or even years. Much of this work needs
professional expertise and is not especially stimulating. Think of
things such as installing electricity in a community, changing fi-
nancial systems over to a new software program, or rolling out new
personnel management policies. Funds need to be raised, con-
tracts awarded, paperwork sorted out, and programming done.
This sort of project is virtually invisible until construction starts,
and no one benefits until it is operational. In fact, the day-to-day
experience of people may be worse while systems are in transition
than it was before. When the focus of a project is on these things
alone, no matter how substantial and eventually rewarding, people
can easily become disenchanted and demotivated. By the time new
services start, they may have forgotten that they were the ones who
proposed the changes in the first place. Nevertheless, it is these
changes of fundamental systems that may have the greatest impact
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in the long term. These substantive projects can be seen as the
“long sword.”

The trick is to use both of these swords together, in a creative
and coordinated way, with each one reinforcing the other. Sus-
taining motivation means creating a balance of activities such that
work is going on in several different spheres at the same time.
When a lull appears, short, quick activities should be initiated.

Another dimension of maintaining momentum in a project is
creating ongoing indicators of change, so that people are contin-
ually reminded that something new is happening. Wherever pos-
sible, change needs to be made visible. We are all familiar with
billboards that announce the future location of a highway, office
building, or apartment block long before construction begins. It
shows there is change afoot. The same principle can apply in any
change process. The manager of a wide area network for a telecom
company understood this. The department had performance mea-
sures that came out every week, but few people took the trouble to
look them up. Our colleague coded each team with a color, and
posted on the bulletin board at the end of every week colored cir-
cles that corresponded in size to the productivity of that team.
Everyone in the office knew at a glance how they were doing.

SYMBOLIC ACTS

Some acts have greater impact on the spirit and motivation of a
group than others. Some of these actions make a positive, exciting
statement about the organization. Some say how important what
they are doing is. Some acts honor the past or the present. Some
anticipate the future. Understanding and enabling symbolic action
is a key task of any facilitative leader.

Often these acts are quite small but highly significant. In the
first of what could be contentious and difficult negotiations be-
tween labor union officials and a major Dutch company, just as
everyone was sitting down opposite each other, one of the leaders
of the company’s negotiating team stood up and walked around
the table pouring coffee and tea, beginning with the head of the
union team. This gesture reduced the tension, demonstrating what
the style of dialogue could be like.
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Some acts make a huge difference. They change the way things
are perceived. The people in a small Peruvian village where we once
worked believed that the difference between a dusty nowhere and a
proper village was that a village had a well-maintained plaza in front
of the church. In this dry, desert area, flowers are especially impor-
tant in a plaza—they demonstrate quite visibly that someone cares
enough to water the plaza every day. One of the early acts of the de-
velopment project was the construction of a plaza. An old millstone
had been found when the village was first built some hundred years
previously. It was a relic of the pre-Spanish civilization that had once
thrived in the valley. It was the community’s physical link with their
own heritage. The stone was about three feet across and weighed
hundreds of pounds. The youth of the village built a base on which
the stone could rest and mounted it in the center of the plaza
space. Irrigation canals were dug and trees and flowers planted. A
sidewalk was constructed and benches installed. Over a period of a
few months, the voluntary labor of a few young people tuned an
empty space into a real village.

Sometimes symbolic acts simply say that change is happening.
They give people courage to keep going. Our personnel depart-
ment colleagues knew their change was real the day that they
moved into new quarters. Only on that day did most of them come
to believe that something real was happening. Skepticism turned
to cautious belief.

IMPATIENCE

Impatience can be an issue for facilitative leaders. Results in
projects and change processes need to be quick, sometimes un-
reasonably quick. The impact of quarterly financial reports and the
need to respond immediately to competition is well known. Yet
many change processes take years of quiet effort before results can
be seen. In this sort of situation, actions do not result in noticeable
change for a number of years of effort.

Pressure to do something immediately—this ingrained impa-
tience—also results in desiring simple solutions to complex prob-
lems. Of course, problems can be made more complex than they
need to be. The more common failing, however, is to overly simplify
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them. A common example from event facilitation is the dominant
participant in a meeting. The simple issue is that one person is
grabbing too much airtime and needs to be stopped. The facilita-
tor should stop it, now!

It is not at all a simple situation, in fact. People may dominate
discussions for any number of reasons. The facilitator must have
patience enough to understand the dynamics in the group before
responding.

Running a meeting is a very simple task compared to some of
the matters that we face in leading projects—increasing market
share, cutting costs, attracting skilled new employees. We live in a
world of growing complexity. The amount of time it takes to ana-
lyze any situation is growing because of the number of perspectives
that need to be considered. Yet we block our ability to act effec-
tively when we oversimplify.

A related way in which impatience impedes effective action is
the tendency to jump to solutions. A problem or opportunity is
placed on the table, and there are one or more obvious courses of
action. This creates two difficulties. Normally when a problem or
opportunity is presented, only the symptoms are described. The
whole situation may not yet be well understood. The complexities
may not yet have been explored. Underlying causes may not yet be
understood. The relationship between the problem or opportunity
and the various parts of the organization may not yet be clear. And
yet, solutions are at hand. The temptation is to apply the obvious
solution, get moving, and avoid the risk and irritation of having to
invent and sell a new approach.

One company, needing to cut costs, had an annual pattern of
freezing all of its outsourced projects in November because of bud-
get overruns. A favored strategy to deal with this was to keep a
project running, but submit its November and December bills in
January, which simply carried the problem over to the following
year, when the freeze had to come earlier. An alternate solution
was for suppliers to stop work with the understanding that they
would resume in January under the new budget. To recoup their
losses at the end of the year, suppliers added personnel or raised
prices when they resumed in January. The freeze was an obvious
solution for dealing with a budget overrun, but it only managed to
increase costs year on year.
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Finally, impatience impedes action by leading to unintended
consequences. In a downsizing process, the assistant editor of an in-
ternal journal was let go on short notice. Some months later, the de-
partment began receiving complaints about subscriptions not being
changed or cancelled. The assistant editor had for years handled
subscription issues, even though it was not part of her job descrip-
tion. During the reorganization, she had never been required to re-
port what work she actually did, and that function had simply fallen
through the cracks. This was not the last straw, but within a year the
department was sold off completely and the journal abandoned.

Beyond impatience is avoidance. Sometimes we put things off
because we simply do not know what to do, or we hope they will go
away or that things will perhaps get better of themselves. The great
difficulty with avoidance is that is does indeed work occasionally,
like curing a cold. You can treat your cold and it will go away in ten
days or so, or you can just endure it and it will go away in ten days
or so. Unfortunately, this happens just often enough to make avoid-
ance seem to be a viable option, even though it is not.

THE FOUR LEVELS OF ACTION

The discipline of Action has four levels. The first level is mission,
followed by the venture, the election, and finally ecstasy. It is the
experience of deepening your capacity to act effectively and mean-
ingfully. If Awareness is about understanding, then Action is about
accomplishing. Action is doing the vision found in Focus and ex-
periencing the delight found with a Sense of Wonder.

THE MISSION

This first level is experienced as though what you are doing is ex-
actly right for you and the world in which you live. You hear peo-
ple say, “I suddenly knew this is what my life is all about.” Mission
is both an “Ah-ha!” experience and a choice. You hear people say,
“Live for the weekend!” as if five days a week are not living, and two
days are real life. This seems an excessively high price to pay for
anything. There is work/life balance, which at its extreme becomes
a drive to reduce the price in meaningless work time that has to be
paid for the more meaningful family and personal time. We are
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exaggerating here, of course, but the trade-off of the organization’s
time versus your time is no exaggeration. Our society suggests this
dichotomy, but it is we who choose to split our lives in half this way.
In the discipline of Action we make another choice, a choice for
connection.

Leaders in the discipline of Action have connected home and
work, family and colleagues into a single whole—one life. The mis-
sion level of Action is throwing yourself into getting your hopes
and dreams, your vision for society and your organization into re-
ality. This is not doing for the sake of doing but doing for the sake
of the world. It is interior activity and stillness.

We have often had the opportunity to participate in very in-
tense research assemblies, consultation workshops, and training
courses. These programs tend to start the day at 6:00 A.M. and run
right through the evening with preparation for the next day. Es-
pecially in pilot programs, these are very exciting times, punctu-
ated with real breakthroughs. The time is simultaneously
exhausting and exhilarating. There are fantastic breakthroughs
and total defeats, and a profound sense of cooperation among the
team. When you see people from such a team even years later, you
may still feel connected by the bond of that single month’s or
week’s great work together.

The same thing may happen in family events. Some years ago,
our family bought a new house and moved into it on very short no-
tice. We painted together, laid carpets, put up shelves, installed the
kitchen, and left the old house spotless and empty with about two
hours to spare. When we are together now, ten years later, we still
laugh together at some of the events of those busy days. This being
connected to mission is the first level of Action.

THE VENTURE

Contrary to what our society says, doing is not just putting in time.
It is bringing our life energy to bear on something that needs to
be done, no matter how trivial or underrated that may be. Follow-
ing mission is venture, wherein you come to see your every action
contributing to your mission. If it isn’t, then there is no reason for
doing it. It feels wrong, inappropriate, a waste of time. In this sit-
uation it is activities that are meaningful, not your thoughts or what
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you have to say about your activities. There is a Ukrainian folk song
that goes something like,

On Monday morning you told me you loved me,

but Monday night you were with someone else.

On Tuesday morning you told me you loved me,

but Tuesday night you were with someone else . . .
and so on.

Clearly what happened at night spoke more clearly and effectively
that what was said in the morning.

At the level of the venture, you are focused onto having your
say by doing it. This means working through everything it takes to
do your mission to its ultimate. If you listen to interviews with
coaches of Olympic athletes, you hear a level of concern with sport
that few of the rest of us aspire to. There is attention to every ele-
ment of movement, to proper warm-ups and cool downs, to every
item the athlete eats, how long he or she sleeps. It is total training.
It is absolutely clear on the intended outcome. Sometimes you see
this as well in facilitative leaders—here is someone who honestly is
concerning herself or himself with every tiny aspect of the work.
This is the venture.

The venture is creating the future. It is pushing the bound-
aries. The slogan, “don’t work harder, work smarter” has become
commonplace, but in fact few of us ever consider what it would
look like to push our own limits. In his book Dark Star Safari
(2003), travel writer Paul Theroux decides to travel alone from
Cairo to Cape Town by public transport only because everywhere
he goes, people say that no one could ever do that—he would
surely be murdered, contract a deadly disease, encounter a terri-
ble accident, or some such. Theroux describes his strategy of trav-
eling not as an influential tourist, but in nondescript clothes as
patched and shabby as his co-travellers, carrying not much more
than his notebook.

What would it be like to live at the limits of what we can do?
What strategy would it take to do what seems impossible? In the
venture this is the question we are asking. In his book The Tipping
Point: How Little Things Can Make a Big Difference (2002), Malcolm
Gladwell looks at the process used by New York City to attack a
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level of subway crime that seemed completely out of control. The
first phase of the crime reduction plan was dealing with graffiti.
Most “professionals” thought this was the wrong focus. They be-
lieved that more police in the cars, surveillance cameras, and
tougher sentences were the answer. What worked were a few coun-
terintuitive measures like keeping the subway cars free from graf-
fiti. Systematically, subway line after line was converted into a
“clean” line, that is, in which no cars were allowed to run with graf-
fiti on them. When a car came into its end station, graffiti was ei-
ther removed or painted over before the car was permitted to leave
the yard again.

Next came a crackdown on fare beaters. The system was losing
$150 million per year because an estimated 175,000 people were
not paying fares. Each crime was for $1.25 and considered by the
transit police not worth dealing with, as other more serious crimes
were taking place in cars and on platforms. Up to ten plainclothed
police officers were assigned to the fare turnstiles. Each person
going through without paying was arrested, handcuffed, and put
in a line until there was a “full catch.” A bus was fitted out as a mo-
bile police station, and the processing time reduced from taking
most of a day to less than an hour. The added benefit was that of
those arrested, one in seven had outstanding warrants for their ar-
rest for other offenses, and one in twenty were carrying illegal
weapons. “Minor, seemingly, insignificant quality-of-life crimes . . .
were tipping points for violent crime” (Gladwell, 2002).

For each of us there is a critical limit connected with our mis-
sion. There are indeed things we cannot accomplish. Most often,
however, that critical limit is far beyond what we think it is. What-
ever we aim to accomplish, the Venture is the experience of seek-
ing ways to push the limit. It involves unearthing those steps that
can make our action effective.

This means understanding what you really intend. The leading
U.S. manufacturer of beer can openers went bankrupt when pop-
top cans grew popular. The owner reflected that he had thought
he was in the business of making kitchen utensils, when really his
business was opening cans. These distinctions are commonly made
in business. Consultants ask, “What business are you in?” However,
this detailed consideration of objectives could well be useful to ask
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oneself personally, to ask in the family and in the nonprofit asso-
ciation. Once you are clear what you intend, you can choose strate-
gies that apply and stop worrying about the rest. Life becomes not
more difficult, but simpler.

THE ELECTION

The election is the third level of the discipline of Action. Election
is the experience that existence is helping you along in your doing.

At the election level, you are going along pushing the bound-
aries, and something unexpectedly helpful happens, moving you
forward without your own effort. Just as you were considering giv-
ing up, a sponsor is found, a new project appears, funding be-
comes available,

One of the necessary tasks in our former work of community
development was fund-raising. After every community consulta-
tion, visits were made to potential donors in the area to provide
support for the new programs. Two of us were visiting donors in
Memphis regarding a project in Pace, Mississippi. On one visit,
the businessman listened to our story and immediately wrote a
sizeable check. As he walked us to the elevator, he confessed that
he never ordinarily made such donations, but when he saw us and
heard our story, he just knew it was something special. We had
given just the same story any number of times to any number of
donors without this response, but inexplicably something hap-
pened there.

Not everything is positive at this level. There are choices be-
tween right and right and between wrong and wrong. While still
committed to the direction you have chosen, all steps into the fu-
ture can be problematic, dangerous, or painful. The downside of
every possible action is clear. Not acting is as much a problem as
acting. With courage you go ahead, even as your commitment is
assaulted by doubts and the knowledge of destructive conse-
quences. You do what is required because it is required, not be-
cause of external pressure or internal need, but because it seems
existence needs it. Here is the paradox of serving. You experience
yourself as both nothing, a servant, and as connected to all, the
king.
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THE EcSTASY

The fourth level is ecstasy. Here time seems to stop and the mo-
ment becomes eternal. It is as if you suddenly become aware that
you are standing in an amphitheater. As you look out at the huge
crowd, you realize this is all of existence awaiting your next act.
The universe is holding its breath in anticipation of what you do
next. You experience yourself as part of a league of giants whose
work you are completing. Future giants await you so that they too
can contribute to the process of co-creation.
Miyamoto Musashi (1974) calls this level the void:

People in this world look at things mistakenly, and think that what
they don’t understand must be the void. This is not the true void. It
is bewilderment. (p. 95)

He goes on to say:

Until you realize the true way, whether in Buddhism or in common
sense, you may think that things are correct and in order. However,
if we look at things objectively, from the viewpoint of laws of the
world, we see various doctrines departing from the true way. Know
well this spirit, and with forthrightness as the foundation and the
true spirit as the way. Enact strategy broadly, correctly and openly.
(Musashi, 1974, p. 95)

Action is being at one with what history is calling into exis-
tence, what Musashi calls the “true way.” The Institute of Cultural
Affairs describes this kind of action as taking place in the empty
space between the “no longer” and the “not yet.” Most people
choose to spend most of their lives outside of that region if they
can. It is surely safer and more satisfying to live and work where
the rules are clear and expectations can be met. We live in times
in which that can be very difficult to arrange.

The future only comes into place because of those who are will-
ing to step out beyond what currently works and try out the new
directions. In his inauguration speech in 1994, Nelson Mandela
placed himself between the no-longer apartheid and the not-yet
reunited South Africa:
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Out of the experience of an extraordinary human disaster that
lasted too long, must be born a society of which all humanity will
be proud. Our daily deeds as ordinary South Africans must pro-
duce an actual South African reality that will reinforce humanity’s
belief in justice, strengthen its confidence in the nobility of the
human soul and sustain all our hopes for a glorious life for all.
(Mandela, 1994)

This is Action at its ultimate stage.

CONCLUSION

The discipline of Action is selecting what one intends to achieve
and then thinking it through in such a way that it can be done.
Those who have defined their objective and focused their life to
achieve it find that the world cooperates with them in a way they
could never have anticipated.

¢ ¢ ¢
Practices for Action

A wide variety of practices can help in the discipline of Action from regu-
lar workouts, preparing for a marathon, to lkebana or Tai Chi.

Martial Arts

Tai Chi or Tai Chi Chuan can be translated from the Chinese as “supreme
ultimate force.” It is based in the idea of the dynamic duality of the yin/
yang, male/female, active/passive, dark/light found in all things. “Force”
means, according to Christopher Maijka, “the means or way of achieving
this yin/yang or ‘supreme-ultimate’ discipline.”

Tai Chi, as practiced in the West today, can perhaps be best thought of as a
moving form of yoga and meditation combined. There are a number of so-
called forms (also sometimes called “sets”), which consist of a sequence of
movements. Many of these movements are originally derived from the mar-
tial arts (and perhaps even more ancestrally than that, from the natural
movements of animals and birds) although the way they are performed in
Tai Chi is slowly, and gracefully, with smooth and easy transitions between
them. (Maijka, n.d.)
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While different users have different aims in practicing it, our aim in
suggesting Tai Chi for helping with the discipline of Action is to develop a
tranquil mind. It is a practical road to learning focused on the precise ex-
ecution of the movements. Some of the movements contribute to our un-
derstanding of others: a two-person exercise called “push hands” develops
sensitivity to and responsiveness to another person’s chi or vital energy.

Japanese Art

A number of Japanese arts may contribute to developing the capacity to
act effectively, including kendo (swordsmanship), archery, the tea cere-
mony, and ikebana (flower arranging). All of these have a long tradition of
finding spontaneity in very rigid sets of activities. All require careful prepa-
ration of your mind before you act.

Developing the discipline of Action does mean practicing acting and
not thinking about acting. It is not theory or planning, it is doing. It is de-
veloping and mastering a set of skills by repeating the same actions over
and over until they become automatic, disconnected from thought. When
this is achieved, then spontaneity is possible. In the world of organization,
these same kinds of disciplines can be applied in the way meetings are run,
plans are made, and reports are prepared.

* o+ 0
Exercise for Action

Risk Planning

To work with your action, think about risks you‘ve taken in the past year.
The question here is not whether they worked out “successfully,” or whether
you kicked yourself later for trying them. The question is in what ways
you've been willing to stretch yourself, to go farther than the limits of your
certainty.

First, consider a few of the risks you've taken. They may be intellec-
tual, like tackling material that’s thoroughly new for you or moving into a
new culture or language. Or you may risk yourself physically, with a longer
jogging circuit than you‘re sure you can achieve, or a longer fast than you
thought possible. Risk can be emotional as well—confronting thorny rela-
tionships, taking several days of silent retreat to consider your life, or mak-
ing peace with painful areas of your past.

Perhaps equally interesting is to consider where you have passed up
risks, where you've stuck to what you are sure of. The point here is not to
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look at risk for the sake of foolish frivolity, but risks you need to take to keep
your own spirit and ethical fabric in peak form.

Risks I've Taken Lately

Risks I've Avoided Lately

First write out risks you have taken lately in the left-hand column and risks
that you avoided lately in the right-hand column. Looking at these lists, con-
sider where you haven’t been stretching much lately. How might you take
a step in the needed direction? Brainstorm a bit using the boxes following,
and then circle two or three risks you might undertake in the coming month.
A stretch risk should be something rather frightening to consider.

Intellectual Risks |
Could Undertake

Physical Risks |
Could Undertake

Emotional Risks |
Could Undertake

Vocational Risks |
Could Undertake

You can reflect on this exercise individually or with a team:

* What sorts of risks do you find important for yourself?

* What is difficult about this line of thinking? Fun?
What would taking these risks contribute to your presence as a leader?
What might you do to ensure you went through with such a plan?



CHAPTER THIRTEEN

PRESENCE: INSPIRING AND
EVOKING SPIRIT IN OTHERS

Presence is the final discipline. It is the focal point of the other
eight. It is where the tension is found between Awareness and Ac-
tion. It is the intersection of knowing and doing. Presence is based
on care, and it acts out that care in sacrifice. Presence is charisma,
inspiring and evoking spirit in others. Presence is the unique man-
ifestation of spirit at a particular point of history. At this moment
in society’s journey, facilitation—enabling collective direct deci-
sion making—is part of the spirit of the times. Facilitation creates
new freedoms and new responsibilities for individuals while en-
abling more diverse and creative interaction among groups, com-
munities, and networks. Presence is the facilitator’s capacity, the
discipline of enabling new forms of individual innovation and col-
lective interaction.

WHAT IS PRESENCE?

Presence is the magical quality of someone who combines care for
others as individuals, in groups, and as societies. Such people are
sensitive and insightful about barely discernable emerging futures.
They act at the boundary between the possible and the impossi-
ble. When they are present life seems more meaningful, more pos-
sible, more exciting. Yet they are not a domineering force, but one
that enables others to be greater than they are. Presence is not
something that is reproduced in a cookie cutter process. Because
in each period of history a new presence is required, and because
each person who answers the call to be a presence brings his or her
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unique gifts to their time, no two are ever alike. You as a presence
will be the only one. Yes, there are some characteristics of people
of presence.

Presence as we describe it here is the point at which the past and
future meet, where society is being invented to meet new needs and
to remedy new issues. Perhaps “inventing” the future is not really the
right term. Presence is more like co-creating the future. It is as
though many potential realities are vying to come into being. At the
same time, each of us is in the process of becoming his or her high-
est self. This highest self is aligned to some potential future.
Michelangelo is reported to have said that he saw the statue of David
in the stone. His job was simply to remove the unnecessary rock.
David was there already just waiting to be released. Had Michelan-
gelo not had his sight and skill, the work of art David would never
have come into being. Could another sculptor of great vision and
skill have seen David in the stone as well? Another David would have
been sculpted. In this example, Michelangelo was becoming his
higher self while he and the stone were co-creating the future.

THE DARK SIDE OF PRESENCE

Presence also has its dark side. Charisma can lead to demagoguery
and misuse. Jon was present when a presentation was given by
Claus Otto Scharmer to members of the board of directors and se-
nior executives of a large Dutch company. The contrast between
Scharmer’s presence and that of the company director at the time
was notable.

The director arrived a few minutes before the session was to
begin. Barely acknowledging anyone from his company, he was in-
troduced to Dr. Scharmer and said, “Okay, let’s start.” He went to
his seat, and when everyone else was seated, he observed that two
of the twenty-four seats were empty. He yelled, “Who’s missing
here?” A couple of names were mentioned, and again he yelled,
“Get them on the phone and get them here or else get replace-
ments!” The rest of the management were clearly accustomed to
this way of operating, perhaps a bit relieved that they were not the
missing ones.

Scharmer began his presentation. The director interrupted
with frequent challenges, asserting his knowledge and power.
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Scharmer, unruffled, answered every point clearly and respectfully.
His knowledge of the issues of leadership and organizational
change was remarkable, yet at no point was his tone anything other
than respectful and patient.

Halfway through the program there was a break. As the session
began again, the director challenged less and contributed more.
By the end of the session, the director had become part of the
group, engaged in shared discovery.

This director is a well-known charismatic figure in the Nether-
lands. His charisma is a dark presence, however, based on the force
of his personality and his ability to have his way. He demonstrated
both within a few minutes of arriving in the room. This power is
one of control. On the other hand, Dr. Scharmer has charisma, but
it is based on his care for the group and genuine interest in how
they can recognize and embody a new kind of leadership.

The major differences were not about power or personality, but
in their relationship to the future of society. The director’s
charisma is based on the traditional command-and-control para-
digm. At the time of this anecdote, he was actually retarding de-
velopment of anything new in the organization. Scharmer, on the
other hand, was a living example of a new kind of leadership, a
new social model.

This director is not at all unusual. Many leaders act in the same
way, afraid to risk a new style to suit the new challenges in their
businesses. The command-and-control mode of leadership can
achieve what it seeks, namely control. However, this dark charisma
does not generate commitment or creativity; it generates obedi-
ence. Scharmer’s positive approach stimulates attitudes and be-
haviors in an organization that the power approach cannot reach.

DIFFICULTIES OF PRESENCE

[tis difficult to act with Presence today because we lie to others and
ourselves so often and so routinely that we lose the feeling of hon-
esty. We learn a set of responses to our own failures and mistakes
to choose from, depending on the seriousness of the mistake and
how directly related we are to its consequences. These are options
such as:
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® Ignore it and it may go away or others may not notice.
Downplay its significance.
Deny that it was a mistake: “That’s just what we intended all
along.”

e Transfer the blame somewhere else: to others, the situation,
the equipment, and so on.

e Flee: If one gets away fast enough, no one may notice your
involvement.

These responses are so common and familiar that they form
the basis for any number of jokes, cartoons, and humorous slogans.
We learn them so early in life that we are largely unaware of them
until someone calls attention to a particularly obvious or out-
rageous one. These little maneuvers work well enough, often
enough, that they are hardly noticed. This is deceit, however. It is
precisely in these deeply ingrained habits of avoiding the truth of
ourselves and our situation that we lose our ability to be truly pres-
ent to a situation and to others.

Second, it is difficult to deal with the discipline of Presence be-
cause we have a fear of standing out. The head that sticks up too
far above the crowd tends to be knocked down. Presence moves
one to stand out, but it does so without calling attention to itself.
[t is quiet power. Presence is transparent. What you see when the
facilitative leader who practices this discipline is present to the sit-
uation is the spirit of the organization. This presence is wise. They
see through the illusions they and others create. This presence acts
in the knowledge that something is always possible, even when all
seems impossible. This presence offers all who see and have the
courage to act the opportunity to create the truly new.

A third reason why presence is a difficult discipline in today’s
world is the struggle of being all you can be. We tend to either be-
little ourselves or blow ourselves up all out of proportion. The
choice of becoming your particular presence at first seems excit-
ing, interesting, and fun. What if I really could make a difference
in this situation? As we move closer toward it, however, the pros-
pect becomes frightening. We begin to touch our own greatness
and recoil from it. When we have the courage to stick with it, oth-
ers may well insist that this is the wrong path. They point out that
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it’s not your job; you’re no saint; you probably don’t have the abil-
ity to influence anyone anyway. Our friends may be offended by
our transformation and become more distant.

Presence is an individual discipline that necessarily has a collec-
tive side. An individual on his or her own has no presence any more
than a leader can lead without followers. This collective dimension is
more than the obvious. We have said earlier that Presence happens
when an individual manifests the spirit that is emerging in his or her
times. It is also true that the people who respond to that spirit,
those who recognize a leader, also define it. They bring their own
understanding of who that individual is and what his or her lead-
ership means. The followers add and suppress aspects of the
leader’s presence to suit their concerns and needs. It is an inter-
active system of mutual creation, sustenance, and limitation, in
which both group and leader are shaped by their interactions. The
development of charisma is also influenced in similar ways with the
larger world.

THE [SSUES OF PRESENCE
FOR FACILITATIVE LEADERS

Presence is important for the facilitative leader. Presence as
charisma does not overwhelm or intrude unnecessarily or exces-
sively. It is accepting of the group as it is, and it challenges the
group to be all that it can be. Presence steps inside the spirit of the
group and calls forth its greatness.

EVOKING SPIRIT

Facilitative leaders are important at three moments in the life of
an organization: at the beginning, during those moments when
the spirit lags, and at the ending.

A facilitative leader has his or her own unique charisma. At the
beginning of an organization, the facilitative leader attempts to put
form onto the grasp he or she has of the spirit of the times. Ini-
tially, that form involves talking about the issues. As the leader finds
people who respond to what they say, a story begins to emerge. It
is told in many settings, and it changes as it is told. If all goes well,
the story becomes increasingly powerful and compelling. At the
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same time, the group is making the story tangible, whether it is a
computer in every household or a new approach to Montessori ed-
ucation. Prototypes are built, methods tried. More and more peo-
ple are attracted to the idea because it is so inspiring. One way of
defining leadership at this point is “empowering spirit.” The key
for the facilitative leader is to find the best form for that particu-
lar dimension of spirit that they encountered. If they pay attention
and act with care and integrity, what they build will last.

When spirit lags in an organization, it is the job of the facilita-
tive leader to revitalize it by returning to the source where it came
from. Sometimes this is quite literal. Nike takes its employees to
the sites where the company founders worked to see and experi-
ence firsthand the place where their organization began. Some-
times it means recreating the environment in which the spirit
started. Nike European Headquarters has photos of early pioneers
in the company hanging throughout the entrance hall. In a nearby
shipping center, a pair of shoes worn by John McEnroe in one of
his biggest victories is displayed at the entry in a glass case. These
things represent more than just décor. Everyone participates in at
least an hour of sport a day. Facilities are available; managers make
the time available to employees and join in themselves.

Organizations end just like everything else. Departments are
eliminated; teams are disbanded. People are transferred and new
people replace them. These moments of ending are as important
for the facilitative leader as the beginnings. While beginnings are
exciting, endings are frightening. When a group stops being a par-
ticularly healthy, productive group, people go through a grieving
process, and it is at this moment that the facilitative leader must
be present, must share in the process. Such leaders don’t short cir-
cuit the grief but are present to the grief and comfort those griev-
ing. They are also present to those who are not leaving to help
them through their grief and their guilt as survivors.

A big multinational, European data management company re-
structured some of its departments. One of the departments had
to let go about 20 percent of its employees. Before the official an-
nouncement was made there were lots of rumors about the
change. The HR manager couldn’t say everything that she knew,
but she did send a memo to all employees, a clear statement of
what could be said. She announced that she would set aside several
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hours a week if people would like to discuss the situation with her.
She then visited every section in the department and explained
what she could. Each week she sent out memos about the current
situation. When the cutbacks were announced and everyone knew
who was going, she made appointments with all of them. From our
perspective this HR manager was presence. She stood out in some
degree because most of the other managers were to one degree or
another avoiding the situation.

SENSING THE FUTURE

Perhaps it is willingness of the leader to set aside his or her own
needs that enables foresight. Stilling the internal chatter allows qui-
eter and more gentle insights to be heard. Insights into the future
may also arise from being focused on the future, not in the sense
of controlling it but rather being concerned about where history
is going. It is more about sensing the direction of time than acting
in it. Bob Dylan refers to this while reflecting on his life as a young
musician in the early 1960s. He describes how you intuit that
change is going to happen but it is more feeling than thought. Lit-
tle clues to the change appear here and there and you may not be
aware of them until the change comes and you have to go in a dif-
ferent direction (Dylan, 2004).

Being present to this moment and the trends of the future
seems to enable foresight. Insight in this sense is not black and
white. It won’t tell you which stock to buy and which to sell, or
whether it will rain in London tomorrow. It is instead a vague sense
of the direction in which things are moving; it may elicit questions
rather than certitude.

ENABLING THE IMPOSSIBLE

The facilitative leader enables the impossible rather than demand-
ing it. They see the possible as a practical reality in the impossible.

A San Diego construction association regularly sponsors a con-
test in which two teams compete with each other to build a three-
bedroom ranch house with garage in the fastest time. In one contest
that was filmed, both teams were trying to break the world record
of four hours. Nothing could be prefabricated, and the house had
to meet all of the various inspections required by the city. The
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grounds were to be landscaped and kitchens and bathrooms in
working order. Foundation had to be dug and poured, and all plas-
tering and painting had to be completed.

The winning team completed their house in less than three
hours, and the losing team in less than four hours. What seemed
impossible was not so. Each team had about six hundred profes-
sionals working on site. Practice sessions had been done weeks be-
fore the competition day. Minute-by-minute project plans had been
designed. Chemicals were added to cement to speed up the drying.
The roofs were built a few hundred yards away from the houses with
ducting and electrical wiring built in. The roofs were transported
onto the house frames and wiring and ducts connected together.

When you see the film of this competition, it becomes obvious
that building a house in less than four hours is possible. Viewed
from the initial challenge, it sounds utterly impossible.

Some leaders put the burden of accomplishing the impossible
onto those who have to carry out the work. We have all seen bosses
who say, “I don’t care how, I want it done now!” They do not take
responsibility for what it may take to accomplish what they are ask-
ing for. Some do not even want to know.

Henry Ford is attributed with saying, “If you think you can do
a thing or think you can’t do a thing, you’re right” (Moncur,
2005). Here the emphasis is on your own perspective; that is what
makes the difference. The facilitative leader takes great care for
his colleagues’ attitudes, understanding that things are what we
call them, be that possible and impossible, or success and failure.
The facilitative leader stands at the boundary of social existence
and pushes against the boundary, inventing new ways of interact-
ing with groups and individuals. Like a scientist exploring the
boundaries of physics, the facilitative leader is “discovering” how
decisions are made, how teams are built, how people of different
cultures and perspectives interact when working together. Actu-
ally, in today’s paradigm these processes are as often invention as
they are discovery.

THE FOUR LEVELS OF PRESENCE

Like the other eight disciplines, Presence has four levels of expe-
rience. They are the discontinuity, the style, the willpower and the
eternal.
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THE DISCONTINUITY

Discontinuity is the experience of emptiness. Jon recently attended
the International Association of Facilitators (IAF) Conference in
South Africa where he gave two presentations. During the confer-
ence, a post-lunch session on the first day was about laughter. The
session attendees went outside and did several exercises practicing
laughing. We ended each exercise with he he, ha ha, ho. We laughed
with a partner. We laughed like a lion. We laughed in anger. We
laughed as though we were floating away. It was easy to laugh. As we
walked back to the seminar room, Jon experienced a deep sense of
futility. After the exercises, there was a presentation about the ben-
efits of laughter. The presenter had a body of facts and statistics
showing that laughing several hundred times a day, as children
often do, leads to a healthy physical, mental, and spiritual life. Jon’s
sense of futility increased. What he experienced was that here was
laughter, a wonderful thing. It was enlivening. Most of the group
seemed to get a lot out of the exercise. At the same time the pre-
senter did not seem to believe in laughter. She seemed to be ma-
nipulating the group to a point of view. She was using statistics to
justify that point of view. In the process of this experience Jon real-
ized that the problem was not the woman doing the presentation
but his interpretation of what she was doing. His understanding was
not necessarily wrong. His question was, What was the most re-
sponsible way of responding to her and the group she was working
with? What would the longer-term consequences of doing nothing
or doing something be? The hollow feeling was nearly paralyzing.

In the movie As Good as It Gets (Sakai et al., 1997), Jack Nichol-
son plays a very neurotic writer. He is angry and hateful. He throws
his gay neighbor’s dog down the laundry chute out of petty irrita-
tion. He is compulsive. He goes every day to the same café, sits at
the same table, and must be served the same meal by the same
waitress. When someone else occupies “his” table, he becomes vi-
cious. During the course of the film, he learns that there are other
people he cares about, and he can express some of that care. At
the end of the film, he is still a neurotic, nasty old man. As the title
suggests, it is “as good as it gets.”

In Stephen Donaldson’s (1977) double fantasy trilogy about
Thomas Covenant the Unbeliever, the protagonist learns that the
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source of evil, Lord Foul, only wins when someone succumbs to his
or her despair. Lord Foul is quite accomplished at putting people
in circumstances that can lead them to despair. At the end of the
first trilogy, Thomas Covenant goes to confront Lord Foul in order
to save the land he has come to live in. Lord Foul shows Covenant
all of the destruction Covenant has done intentionally and unin-
tentionally, often with the best of motives. There is nothing that
cannot be turned to destructive purposes. While the temptation is
overwhelming to despair, Thomas Covenant remembers to laugh,
tentative at first, but becoming stronger and stronger. Lord Foul is
not destroyed, but his power is reduced.

Discontinuity is embracing your own responsibility for the oc-
casions of despair without succumbing to the despair. The infinite
void at the center that cannot be filled is always there. The real-
ization that you have no ultimate control of existence is always
ready to come to consciousness.

This experience includes the realization that all of our actions
are ultimately irrelevant. We all build monuments that crumble.
The pyramids, the Aztec temples, the Twin Towers, all crumble, all
turn to dust in the end.

The expression “Be yourself” is an interesting one. Either it is
an incredibly naive statement about who one “really” is, or it is a
profoundly insightful rule of life.

Naive persons, whom Kierkegaard, writing under the pseudo-
nym Anti-Climacus (1989), called the “circumspect,” know that
their life will end as will all others. To avoid the implications of this
realization, they don’t look at who the “self” is that will die. They
hide from what they really are. They have a vague feeling that
something might be amiss with themselves and with others, but
they close their eyes to it. They fail to see their own destructive mo-
ments, or they justify them as innocent necessity. They don’t re-
member their own self-destructive moments, what Paul Tillich
(1948) called acts of “open or hidden suicide.” The circumspect
also hide from those times when they do others irreparable dam-
age through forgetfulness or neglect.

The good news for the circumspect is that they can confront
the damage to themselves and others fully. Usually this is through
someone offering a gentle invitation to awareness. Those of us who
are circumspect need to be asked to reflect on the real situation.
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Sometimes when people are confronted, they become more ef-
fective at avoiding the truth about themselves. Inviting people to
awareness calls for a great deal of self-awareness and self-honesty.

Those who are aware of their “self” and are honest enough to
recognize their own hand in the tragedy of the world tend to be
either passively or actively defiant. The passively defiant are those
who look at their own despair and say, “See, I told you so!” The ac-
tively defiant are those who try to prove existence wrong.

This journey from naive to active defiant is one in which all of
us participate. It is one of deepening understanding, an increas-
ingly profound sense of despair accompanied by a growing capac-
ity for effective action (Anti-Climacus, 1989). The key from the
perspective of the facilitative leader is not the breadth or depth of
their despair and the tragedy they perceive, but that they decide
to continue in spite of these without giving in to despair. The dis-
continuity is the void, brutal awareness, futility and despair, lived
through, day to day, without giving in.

THE STYLE

The style is the second level of Presence. At the level of style you
find yourself choosing to “be” your discontinuity.

A folktale from Indonesia tells of a Javanese king conquering
more and more lands. The king sent a message to a poor village in
Sumatra, at the very end of the empire. The message told the elders
of the village that they must give up their village and submit to the
rule of the king or else they would be attacked and beheaded. The
elders said to the messenger, “War is a terrible thing and should be
avoided at all costs. We are weak and have no army but would pro-
pose a contest to determine if the village would be under the king’s
rule or not.” They suggested rather than having men fight, that
each side should select one of their fighting water buffalos and let
the winning buffalo determine the outcome of the war.

The messenger agreed to take this proposal back to the king.
Meanwhile the villagers sent word to all the villages of the kingdom,
describing the terms of the contest. Sometime after the messenger
had told the king of the proposed contest, the king began to hear
rumors of how wise the king was to permit this contest. Although
the king had not yet agreed, the rumors convinced him to allow the
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buffalo fight to go ahead. The messenger returned to the village
and set a date.

On the day of the contest, the king and his entourage arrived
at a field just outside the village. The king’s buffalo was the best in
the kingdom, having won many fights already. He was huge and
very strong, standing proudly at the edge of the field, ready to
fight. The village elders then arrived, leading a bleating buffalo
calf, only a few days old, with iron horns tied onto its flufty little
head. Everyone was laughing. The king asked if this calf was really
the buffalo the village had chosen to defend its fate, and the elders
assured him that it was. The king called for the fight to begin. The
king’s buffalo looked around for its opponent. The calf, not hav-
ing been allowed to nurse for more than a day, sought for milk
under the big buffalo. He began butting where the udders should
be. This normal preparation for nursing drove the metal horns
into the belly and side of the buffalo, killing him.

The king, amazed at the resourcefulness of these insignificant,
poor villagers, let them have their freedom.

There are many stories of people using what they had, however
little it was, to overcome adversity. The facilitative leader likewise
uses his or her weaknesses as a point of advantage.

Avis Rent-a-Car seemed to understand this some years ago
when they launched their “We try harder” campaign. They were
the second in the rental car market in the United States at the
time, behind Hertz. They based their campaign on the common
wisdom that the person or company in second place puts out ad-
ditional effort while the one in first place relaxes after a time. In
this sense, weakness is a potential source of strength.

THE WILLPOWER

Presence is living in and being discontinuity, style, and willpower.
Willpower is a discipline within a set of disciplines.

"Take top tennis players. They practice two hours twice a day,
five or six days a week. They run and lift weights. They improve
their service and returning serves. They increase their control in
placing the ball. They get faster on the court. They learn to antic-
ipate an opponent. They push their bodies to the point of break-
ing, and then they learn how to play with injuries and potential
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injuries. Their attitude and thinking processes become more im-
portant than their physical capacities. They make mistakes and
learn to set them aside and move their game up a notch. They
learn not to let a stronger or higher-ranked opponent intimidate
them. As they get older and more experienced, it becomes less and
less their physical ability that provides the edge to their game. New
edges are found—more cunning returns for opponents, greater
variety, and the capacity to surprise. Why continue with this pun-
ishing regime? Perhaps simply because they can.

In the film The Matrix Revolutions, mechanical monsters have in-
vaded the humans’ city and are out to destroy it. The heroine and
helper of the hero is dead. The hero confronts a mechanical world
that has replicated itself innumerable times. In this titanic battle,
the hero is obviously defeated and yet keeps getting up to continue
to fight. The mechanical replica asks, “Why do you continue?”
The hero’s answer is, “Because I choose to do so” (Wachowski &
Wachowski, 2003).

Willpower is continuing to move on, with the knowledge that
there is a good chance of failure and that even success can be eas-
ily corrupted. The facilitative leader chooses to act. She or he acts
with all of the foresight and cunning available.

At the style level, you sensed the future. At this willpower level,
you trust your own intuitions. By “trust your intuitions” here, we
mean applying a set of self-consciously refined principles. You have
refined them in the practice of sensing the oncoming future. In
difficult situations thoughts come to you that are often vague and
seem quite insubstantial. They may seem illogical. These frail, ir-
rational insights are the best of your thinking emerging from your
unconscious. These are the intuitions that are to be trusted.

As we grow up and become part of society, we learn what works
and what doesn’t within our social circle. Leadership challenges
those assumptions of what works and what doesn’t, adapting prac-
tice to changing times and changing needs. Leadership dialogues
with society in building a revised set of images and models, which
may be counterintuitive to the societies in which we grew up. So
our intuitions are continually being retrained. This is a lifelong
process. Presence is the restructuring, refining, and acting on new
intuitions.
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We have a friend who played semi-pro baseball. The position
he played was shortstop. For those who don’t know baseball, his
major task was catching a batted ball and throwing it to a base be-
fore the batter ran there. Our friend spent days practicing catch-
ing balls that had been hit very hard. The type of pitch, the sound
of the bat striking the ball, the way the hitter bats the ball, the sight
of the ball as it comes off the bat are all areas in which he was re-
fining his intuitions. In a game, the period between the bat hitting
the ball and the shortstop throwing the ball to first base, accord-
ing to our friend, is often a complete blank to him. He catches the
ball and throws it without being altogether conscious of what he is
doing.

This seeming paradox of consciously developing intuitions and
then surrendering your conscious mind to the unconscious is also
true of facilitative leadership. If you watch a truly great facilitative
leader before a group, you are aware of dozens of tiny acts that
help to move the group along. Over the years that leader has de-
veloped a complex set of gestures, facial expressions, tones of
voice, ways of framing questions, verbal and nonverbal interven-
tions. If you ask why they smiled when so-and-so said such-and-
such, they are often unable to remember doing it. It was just the
right thing to do at the time.

Developing and trusting intuitions is a dimension of willpower.
Another aspect of willpower is being responsible for your own ac-
tions. To put it in an old-fashioned way, Presence “keeps their own
conscience.” Keeping your own conscience is not a stoic, “I did it
my way” practice. It is making your own decisions without justify-
ing them. We justify our decisions all the time. We use work and
family. We say we felt like it, or I did it for the money or for the
sake of my team. We appeal to circumstances and plans or to val-
ues and ethical systems to justify what we do.

The person of Presence knows that only their actions and
choices justify. The responsibility for acting belongs personally to
them. It cannot be transferred to another thing, principle or per-
son. It is my choice. In The Matrix Revolutions (2003), when the
hero tells the representative of the mechanical monsters that the
reason he keeps on fighting is because he chooses to do so, he
is keeping his own conscience. He is truly free. The discipline of
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willpower is maintaining that freedom in spite of the many temp-
tations to give up. At the same time, it is offering the same possi-
bility to others.

In Jim Collins’s book, Good to Great (2001), he discusses Level 5
leaders. One of the characteristics of Level 5 leaders is that their
companies continue to prosper after the leaders have gone. They
have found and developed successors who are also Level 5 leaders
to carry on their work.

Robert Greenleaf’s image of the “Servant Leader” (1983) is a
useful paradox. At the level of the willpower, the leader is in
process of being transformed while assisting the transformation of
society. While willing a new self into existence, a new society is also
willed into existence. In a real sense the duality we have been de-
scribing between self and society is a false one. Society and self are
bound together.

At an international conference, a session was held on servant
leadership. About thirty people attended the session, seven or eight
of whom came from the tax department. The leader of the session
asked the participants to name some of the relationships they were
involved in. People mentioned mother, father, son, daughter, em-
ployee, and boss. When someone said “Taxpayer,” everyone laughed,
especially those from the tax department. “Do we have a relation-
ship with those people?” Something changed in the quality of the
discussion at that point, from personal to social relationships. The
group came to a clearer understanding of servant leadership, not
only in its personal but also in its social context.

THE ETERNAL

The eternal is the fourth and the most profound of the levels of
Presence.

In the early 1970s, the Institute of Cultural Affairs began work-
ing on what they called “States of Being” to describe the everyday
human experience of having an interior life. They called it “The
Other World in the Midst of This World.” They used four
metaphors to describe these internal experiences: the Land of Mys-
tery, the River of Consciousness, the Mountain of Care, and the
Sea of Tranquility.
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The Land of Mystery is the experience of coming to love all
those moments where your thinking, doing, and being are attacked
for being too parochial, too limited, too self-centered. These ex-
periences draw out the greatness in you, and you are profoundly
appreciative of the opportunity. This does not make them less
painful. They are healing.

The River of Consciousness is the experience of continuing
awareness that you really don’t belong to the superficialities of this
world. You don’t belong to the interior world either. Both are nec-
essary and of some considerable use. You are a bit like being an
alien at home. Everything is familiar in a vague sort of way. After
all, it is home. Yet you don’t belong.

The Mountain of Care is the experience of expanding concern
for the world. This care carries power to do things. You seem to be
able to accomplish miracles. Everything you touch seems to be done
well. This is care for the suffering of others transformed into effec-
tive actions.

The Sea of Tranquility is the experience of calm in the midst
of chaos. It is a bit like the color woodcut “The Great Wave Off
Kanagawa” from the series “Thirty-six Views of Mount Fuji”
(1823-1829) by Katsushika Hokusai, in which a tiny boat is being
rowed at the bottom of a giant wave that is about to crash over it.
Something calming is present in the picture.

A friend of ours tells a story about his experience of the Sea of
Tranquility. He is an architect near Chicago, and early in his career
he designed and built a home for his family. It was beautiful. A wall
of glass overlooked a creek running through the yard. At the time of
the story, he was struggling with a number of things. The business was
not going as well as he wanted it to. He and his wife were having
more and more arguments. He was working later. One evening he
drove home in a downpour. Already tense from the drive, he discov-
ered that one of his boys was in trouble at school. He was simply over-
whelmed. He thought of every trouble he could remember or invent.
He went upstairs and starting pouring out all his problems to his wife.
He went back downstairs. He looked out the glass window to see that
the creek had risen and was several feet up the side of the building.
At that moment, he said, total calm set in. He no longer had any
problems. He had a lot to do, but he had no problems.
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The internal experience is of your self being absorbed into
whatever you choose to serve. Bob Dylan describes this in very sim-
ple terms writing about his encounter with other musicians during
his early career:

I...knewsomehow ... thatif  wanted to stay playing music, that
I would have to claim a larger part of myself. I would have to over-
look a lot of things—a lot of things that might need attention—
but that was all right. . . . I had the map, could even draw it free-
hand if T had to. Now I knew I'd have to throw it away. Not today,
not tonight, sometime soon, though. (Dylan, 2004, p. 72)

When you are present, it is the role you have created that is present,
not necessarily you. It claims a larger and larger part of your self.

At the end of The Journey to the East (Hesse, 1956), the hero is
given three choices of penance to redeem himself for leaving the
journey. He is so terrified by the first two that he refuses them. For
the third task he is given a statue. As he looks at it, the statue be-
comes himself and HH, the leader of the community that spon-
sored the journey. He sees movement in the statue between himself
and HH. His spirit is flowing from himself into that of HH. He re-
alizes that his penance is to become the leader of the community,
to lose himself into that venture. His self is gone, replaced by the
community he desires to serve.

The hero sees that all of the destruction to himself, others, and
the community are of no consequence. He sacrifices himself gladly
for the journey that benefits mankind through its very existence
(Hesse, 1956). While this may sound very mystical indeed, the sim-
ple fact is that we become what we serve.

CONCLUSION

The journey from discontinuity to style, to willpower, and finally to
the eternal is one that facilitative leaders make. We all are invited to
this journey in different ways and with different intensities. Fre-
quently we refuse the invitation. A facilitative leader brings discipline
into maintaining and deepening his or her capacity—whatever that
may be—to be present. Being present is easy when being truthful is
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easy, when little power of character is needed, and when standing
out is not a problem. The discipline of presence is necessary when
the lie is easier than honesty, when character is demanded, and
when who you are will be exposed to the world.

* ¢ ¢
Practices for Presence

Perhaps the practices for this discipline are in fact the practices of the other
eight, and there is nothing separate at this level. Be aware every day of
both the moment and the larger context. Act to serve those with you now
and the coming generations. Be sensitive about the wonder present in
every moment and about the larger movement of existence. Be humble
and joyful. Fill your life with focus both on the immediate and on the globe.

Silencing the Mind

In the book Presence (Senge, Scharmer, Jaworski, & Flowers, 2004), the
authors concern themselves with this discipline:

“Isn't the key point really that study, meditation and other forms of indi-
vidual cultivation over an extended period of time are essential to build the
capacity to be an ‘instrument of service?’,” asked Betty Sue [Flowers].

"Yes, exactly,” said Peter [Senge]. “It's not just a matter of belief or wanting
to be an instrument. You must develop the capacity. That's why | was saying
the Buddhist notion is about the process of cultivation. There are three basic
areas in which you must work. First, you must meditate of ‘practice’—you
must have a discipline of quieting the mind. Second, you must study—the
sutras, the Koran, the Torah, the Bible or whatever helps to develop a
theoretical understanding. And you must be committed to service, what

the Buddhists would call ‘vows.” Your cultivation grows out of all three.”

(pp. 231-232)

Perhaps the best practice is to spend time alone every day reflecting.
Begin this reflection with twenty or thirty minutes of meditation. Slow your
mind down, become at peace. Meditation is practicing “giving up.” It is
letting the self go so that the self does not become a block to being pres-
ent. At the end of an action or a task, ask yourself, “What went well? How
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can what | have done be improved?” Aim at practical steps. Ask, “How
has this contributed to the larger journey of humankind?” This is not in-
tended as evaluation, but rather as a search for the truth. Pause without
thought. Wait for something emerging from the heart. Let the spirit move
you as it will. If your mind begins chattering away, first one direction and
then another, stop and meditate for ten or fifteen minutes more. If your
mind continues chattering, stop and go back to your daily work. Come
back the next day. It is not time wasted if you have been present to your
inner self.

We find time spent in a museum also a silencing practice. Open your-
self to the art. Let each picture speak to you without arguing back or dis-
missing what is being said. Some pieces give their message and you can
move on. Others require some time to understand, or you may need to re-
turn to them again. Return when you can and see what is being said.
Leave when you have received what you can. Return again and again.

Retreats can be invaluable opportunities for quieting the mind. Many
kinds of retreats are available; select one that sounds interesting and chal-
lenging to you. The key to these retreats seems to be the varied kinds of
activities. One way is to spend a day or two in retreat, reflecting on your
larger purpose as an individual and how that is aligned with the larger pur-
pose of the universe. Time needs to be spent in quiet, perhaps meditation,
but however it is done, your mind should quiet down, its chatter gradually
decrease until long moments of stillness begin to refresh your sense of well
being. Again, this is the discipline of letting go, of setting aside the ego
and becoming connected to the higher self. There are retreats that focus
exclusively on this quieting.

Time can be spent doing something artful, sculpting, painting, or writ-
ing poetry. If you play an instrument, take the time to play until you are
content.

Writing during a retreat can also be important. It can be helpful to write
down what you are experiencing. Writing short stories can also be a great
exercise. They are often metaphors about your own interior state. Don’t
start with that in mind; start with telling a story and then look for the mean-
ing in it.

For obvious symbolic reasons, food is important in a retreat. Some re-
treats are best done as fasts. If food is served, it can be simple, indicative
of a life without status and adornment, a reminder of humility. The begin-
ning and the end of a retreat might be a celebrative meal, especially in re-
treats that have involved fasting.
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Deepening Understanding

Another useful practice is to find like-minded people who are willing to dis-
cuss important issues of the emerging future. Find ways of establishing and
maintaining depth to your discussions. Finding communities is not easy,
and you may need to bring them together rather than looking for one that
exists already.

These communities can vary in type and focus. They can be focused
on study or discussion or research or action. Whatever the focus of the
discussion, growth in every member’s Presence should be the result.
Everyone who wants to should have a chance to lead. The whole group
should agree on what is done and how it is done. The direction of the
work or shared thinking can emerge through dialogue. Opinions can be
valued and respected. The values and norms can be expressed openly as
much as possible, open to challenge and change. The symbols that
emerge can be used with care. As they evolve to the point of being ma-
ture, they can be fixed in place. Symbols that are no longer relevant can
be reinvented or replaced. The boundaries of these communities can be
clear enough to enable identity and process, and flexible enough to allow
movement in and out,

Another practice is in-depth, intentional reading and studying. Find
books or papers that are challenging—emotionally, intellectually, or spiri-
tually. Approach your study with an open mind. An open mind does not
begin with agreeing or disagreeing with what the author says; it begins by
trying to understand what an author is saying, without judging it one way
or another. Judgment can come later. It asks, “How can | put this in my
own words?” It gives examples out of its own experience. It grasps the parts
of a work, their relationship with each other and with the whole work. Once
the open mind understands in depth what is being said, then it forms its
own opinion. Only then does it challenge what is written by offering better
insights. An open mind does not say, “You are wrong!” It gives its own per-
spective on what is right and true. The focus is on growing, becoming more
responsible and freer, not on being right.

The whole point of study is to develop a deeper and deeper under-
standing of the world and of yourself. This only happens when your image
changes. Sometimes this image is simply addition to what you already
know, and the change is calm and not dramatic. Your behavior may not
change at all. When something quite foreign to our image appears, how-
ever, a sudden revolution may occur.
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While you may not look forward to this kind of dramatic change of
thinking, strive to be open to it and seek it out for the sake of a deeper un-
derstanding of life.

Another practice that increases Presence is service.

Service can be a simple thing or it can be a total vocational choice. A
friend of ours in Belgium heard that the local church was going to set up
an elders day center and that they needed help. He spent three nights a
week clearing out debris from the church basement. In a few months el-
ders, many of whom had lived quite isolated lives, had a place to visit and
have a good lunchtime meal.

Another friend left her job as a midwife in New York and moved to
Afghanistan to teach and practice midwifery, knowing full well that her life
was in danger.

Despite any difficulties involved, serving is an important discipline. Like
all of the disciplines, it should be meeting a real need, done regularly, and
connected to global concerns.

Like all of the practices described here, this is not to be taken without
careful consideration. We offer practices that we have found useful ourselves
and seen to be useful among close colleagues. They do not necessarily apply
to others’ needs and requirements. What is important is finding a set of prac-
tices that enable you to become an increasingly effective facilitative leader.

Once you begin to practice, you may find it uncomfortable. That is prob-
ably a good sign. Your life is going through a transformation, and that is not
necessarily without pain. After some time you may become bored or feel as
if you are not making progress. That too is good. Many of these practices
lead to periods of regression. Keep at it when things are not going well. You
might promise yourself one more month, and then you will decide whether
you are going to continue. Do keep an open mind then during the month.

If you quit, that is also good. Go back to what you were doing before.
If that is not possible, find another practice. After all, this is about devel-
oping your own discipline, not following one practice or another.

e o o
Exercise for Presence

Visualization

Envision a group that you work with sitting around a table. Call to mind
the challenge, issue, or problem that the group is struggling with. Think
about what is the underlying cause of the issue. Envision this challenge or
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issue or problem as a cloud of dark grey smoke that grows and grows until
it fills the whole room. The smoke is stifling, choking. It drains the energy
out of the group.

Visualize that you are slowly drawing the smoke into your lungs. You
keep inhaling. You hold the smoke inside yourself. You inhale more smoke
and more smoke until the air is crystal clear.

Imagine the best future possible for the group. Imagine that future as a
silver cloud. The cloud is inside you and you blow it into the air. Slowly you
exhale, and fill the whole room with the silver cloud. The group breathes
deeply of the cloud. They take that new future into themselves.

Imagine the larger community the group is part of. It could be a de-
partment or a company or town or city. Imagine the challenge, or issue, or
problem that it faces. Visualize the grey smoke and silver cloud for that
community.

Now imagine the country or continent that the community is part of,
and repeat the process. Keep doing this until you have done the process
for the whole world.

As a group discuss the experience of the clouds.

* What were some of the groups and communities you dealt with in
your visualization?

* What were some of the issues?

* What were some specific things you saw during the visualization?

* What did you feel during this visualization?

* What did you think?

¢ What kind of thinking is this?

* When might you do this exercise in your private life?
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and, 108-109; spirit and, 65

Challenger disaster, 196

Chance, 235, 236

Chang Y, 116

Change: contextual, 22-25, 35; disrup-
tive, 35; engagement and, 106-107,
117; indicators of, 250; intuiting,
268; levels of, 106; in modern orga-
nizations, 47-52; paradigmatic,
16-27, 31; seeing the need for, 51;
setbacks and, 180-181; stability and,
106-109

Change leaders, 115

Change processes, action discipline
and, 247-253



Change programs, 225

Charisma, 263-264, 266. See also
Presence

Chavez, C., 184-185

Children: detachment learned by,
79-80; rights of, 47

Chodron, P., 95-96, 97

Choice: awareness and, 215-216; fear
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Content: detachment to, 85, 92-93;
management of, 58-59

Context, awareness of larger, 220

Contract versus covenant, 117-118
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Courage: self-mastery and, 2-3; sense
of wonder and, 199-200, 208-209

Covenant of engagement, 117-119

Covey, 5. R., 135

Creativity: challenge and, 51-52, 110;
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wonder and, 200-201; sensitivity to
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Denning, S., 36, 228-229
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deception and, 151-154
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79-101; everyday experience of,
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79-80; levels of, 93-98; overview of,
4-5, 80-81; practices for, 98-100; to
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to work, 82

Details: in complex situations, 73-74;
interaction skills and, 57-58

Developmental paths, overview of, 3-9

Dharma, 95-96. See also Buddhism
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Dialogue, as level of interior council,
161-162

DiGiorgio Corporation, 184-185

Digitization, 35

Direction, possibilities of, 185-187

Disciplines: of action, 242-261; of
awareness, 215-241; of detachment,
79-101; of engagement, 102-126;
of focus, 127-146; freedom and,
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Disruptive change, 35

Distraction, 74, 175-176, 213

Do-ability, of vision, 33

Donaldson, S., 270-271

Downsizing, 43, 253, 267-268

Drilling projects, 135-136, 172

Dualistic paradigm, 16-17

Dune, 130

Dutch telephone company, 107

Dylan, B., 268, 278

Dynamic complexity, 48—49

Dynamic Facilitation, 21

E
E-mail, 133
Eastern Europe, 204
Ecstasy, as level of action, 258-259
Ecumenical Institute, 34, 216
“80-20 rule” of information accuracy,
30
Einstein, A., 16, 130
Eisley, L., 142
Elder phase, 103, 104-105
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Empathy, 181-182. See also Care and
caring
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precedents to, 45-47; organiza-
tional complexity and, 47-49; orga-
nizational creativity and, 50-52;
organizational movements toward,
52-54; organizational responsive-
ness and, 49-50; trends in, 44,
45-54

Employee satisfaction, 26, 50-51

Employee termination, dehumanizing
approach to, 155-157

Emptiness, experience of discontinuity
and, 270-272

Encounter, in sense of wonder,
203-204

Endings, 41-43, 267-268

Energy, aligning, 179

Engagement: difficulties with, 102-103;
dimensions of, 105-110; discipline
of, 102-126; everyday experience of,
103; exercise for, 125-126; focus as
balance between detachment and,
127-129, 134; issues of, for facilita-
tive leaders, 110-116; levels of,
116-123; overview of, 5, 102; phases
of group, 103-105; practices for,
123-125. See also Commitment

Entrapment, in sense of wonder,
204-205

Environment: facilitating the, 55-56;
online, 67-70; setup of, 39

Essential Spirituality (Walsh), 99-100

Established Adult phase, 103, 104

Eternal, the, 276-278

Ethics: lapses in, 27-28; multiple roles
and, 118

Evil, 151

Evolutionary vision, 33-34

Execution, 246-247

Executive Champion’s Workshop,
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Exercises: for action, 260-261; for
awareness, 240-241; for detach-
ment, 100-101; for engagement,
125-126; for focus, 145-146; for
intentionality, 191-193; for interior
council, 168-169; overview of,
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for sense of wonder, 213-214
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Facilitative leaders and leadership:
action issues of, 245-253; awareness
issues of, 220-233; defined, 1; de-
tachment issues for, 84-93; engage-
ment issues for, 110=116; external,
91; focus issues for, 134-137; inten-
tionality issues of, 178-182; interior
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91-92: need for self-mastery in, 1-3;
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sense of wonder issues for, 200-202;
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See also Leadership

Facts, 221-222
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and correct, 199-200; detachment
from, 82, 84, 89-90; enabling learn-
ing from, 89-90; fear of death and,
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power and, 274
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FastCompany, 2, 83, 160, 222
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Fifth Discipline Fieldbook, The (Senge),
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Intelligences, types of, 217-218

Intentionality: action and, 171, 174,
181-182, 185-187, 246-247, 256—
257; difficulties of, 175-178; dimen-
sions of, 171-175; discipline of,
170-193; exercise for, 191-193;
issues of, for facilitative leaders,
178-182; levels of, 182-188; over-
view of, 6, 7, 170-171; practices for,
189-191; sense of wonder and,
194-195

Interaction skills: at meeting level, 58—
65; at organizational level, 57-58

Interior council: choosing internal
advisors in, 154—155; difficulties
with, 150-155; dimensions of,
148-150; discipline of, 147-169;
exercise for, 168—169; issues of, for
facilitative leaders, 154—158; levels
of, 158-163; listening to the right
voices in, 155-158; overview of, 6-7,
147-148; practices for, 164-168;
self-deception and, 151-154; sense
of wonder and, 194-195

Interior experiences, 276-277

Internal disciplines. See Disciplines

Internal state, importance of, 27

International Association of Facilita-
tors (IAF), 3, 270; Methods Data-
base of, 59

Internet: new economy and, 35; online
meetings and, 67-70

Interrelatedness, 17, 24

Intervention: in groups, 59-60; as level
of intentionality, 185-187

Intuition: acting in the now with, 129;
awareness and, 223-224, 236; inte-
rior council and, 154; presence
and, 268, 274-275; trusting,
274-275

Irish fable, 208-209

“Irresponsible genius,” 121

Italy, development planning in, 108
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Jackson, P., 15

Japanese arts, 260

Japanese car manufacturers, 50, 197

Japanese folklore, on three selves,
174-175 g

Japanese management, 89

Japanese sword art, 141-142, 223,
249-250, 260

Javanese King folktale, 272-273

Jaworski, J., 94, 163, 173, 197, 279

Jenkins, J. C., 23-24, 80, 82, 90, 91,
94-95, 104, 108, 111, 114, 119-120,
132, 154, 158, 160-161, 177, 179,
182-183, 187-188, 195, 200, 202-
204, 205-207, 210, 219-220, 270

Jenkins, L., 235

Jenkins, M. R., 23-24, 80, 90, 91, 111,
114, 132, 135-136, 138, 154, 158,
161-162, 182, 187-188, 195, 200,
205, 210

Jennings, W. D., 82, 163, 223

Job selection, 24

Jobs, S., 64

Johnson & Johnson, 229

Jordan, K., 136-137

Journal Writing practice, 238-239

Journey to the East, The (Hesse), 278

Judgment, suspending, 5, 84-85,
90-92

Justification, of destructive behavior,
151-154, 155-156

K
Kahan, S., 36
Kant, I., 121
Katagini, D., 97
Katzenbach, J. R., 21, 26, 85, 115, 245
Kazantzakis, N., 157
Kelleher, H., 221
Kennedy, J. F., 33, 65, 199
Kierkegaard, S., 133-134, 271, 272
Kimsey, J., 84
King, L., 122-123
King, M. L., Jr.,, 9, 65, 130
King-vassal relationship, 32
Kleiner, A., 53
Knight, P., 230
Knowing, ways of, 217-218
Knowledge management: complexity
and, 49; storytelling in, 37, 71, 228,
230, 231-232

Knowledge workers, 53-54
Koestenbaum, P, 2, 83
Korten, A., 229

Koudsi, S., 137

Kuhn, T. S., 196

L

LaBarre, P, 2, 83

Labeling, of experience, 198-199

Labor movement, 46

Ladder of Inference, 61-62

Lakers, 110

Land of Mystery, 276-277

Language diversity, 23, 24

Lao Tsu, 84, 141

Larger purpose, engagement and,
111-114, 116-117

Laughing, 270

Lavoisier, A., 17

Lawrence, D. H., 139, 200-201

Lazarus, S., 148-149

Leadership: backlash against new para-
digm and, 31; global changes and,
22-25; Level 5, 141, 276; new chal-
lenges of, 16-27; in new world,
31-32; paradigm shifts in, 16-22,
31; spirit and, 15-16, 32—43; tradi-
tional, failures of, 27-30; traditional
versus new, 16-27. See also Facilita-
tive leaders

Leadership Is . . . (Owen), 32, 108-109

Lebesch, J., 136-137

Left-Hand Column/Right-Hand Col-
umn, 166-168

Lego Serious Play, 232

Lepers, 182-184

Letter writing, to interior council, 164

Lev, B., 222

Level 5 leaders, 141, 276

Levels of Contribution practice,
123-124

Lewin, K., 52-53

Liberation, 107

Life, disciplines of, 3, 8-9. See also
Action; Awareness; Presence

Life, living fully, 139-140

Life purpose, uncertainty about,
133-134

Life Timeline Chart, 145-146

Limits, pushing one’s, 255-257

Linsky, M., 85

List Writing, 239



Listening, 221

Locke, M., 249

Logos, 36

Lonely Hearts Club Montage exercise,
168-169

Long-term effects: of action, 249-250;
dynamic complexity and, 48-49

Long-term problems, 225

Los Angeles, City of, 23

Los Angeles Lakers, 15

Love, 108-109

Love making, 128-129

Loyalty, 32, 105

Lucidity, 172

Luck, 235-236

Luther, M., 154

Lyall, S., 20

Lyneis, J., 48

M

Machine paradigm, 17-18, 40, 46,
56-57, 109

Magical places, 163

Mahmad, India, 94-95

Maijka, C., 259

Mandela, N. R., 6, 122-123, 258-259

Marathon training, 120

March of Folly, The (Tuchman), 28

Marriage partner selection, 24-25

Marshall, C., 221

Martial Arts practice, 259-260

Marx, K., 46, 154

Mathews, J. W., 93-94, 216

Matrix Revolutions, The, 274, 275-276

McCartney, P,, 158

McDonald’s, 24, 56-57

McEnroe, J., 267

McGregor, J., 29

McLellan, H., 228

Meaning: engagement and, 111-113,
116-117; group spirit and, 65; inte-
rior council and, 162-163

Measurement, 222, 250

Meditation: for detachment, 98-99;
for presence, 279-280

Meeting the Rock exercise, 240-241

Meetings: content management in,
58-59; creating trust in, 56, 62-63;
diagnosis for, 57; dominant partici-
pants in, 252; facilitating resolution
in, 58-65; online, 67-70; people
management in, 60-65; process
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management in, 59-60; spirit in,
64-65

Memories: in grieving process, 42; in
interior council, 148-149; of what is
given up, 96-97

Mendel, G., 17

Mental toughness, 189

Messages, awareness and, 216-217

Met Office, 228

Metaphors, organizational, 56-57

Method actors, 175

Methods and models, 59

Metropolises, 23

Michelangelo, 263

Middlebury College, 187

Miller, A., 86

Mind Mapping, 238

Mindful Music exercise, 213-214

Mission, as level of action, 253-254

Mission statements, 111-112

MIT, 35

Modeling, 89, 116; exercise regarding,
125-126

Models: building, 227; characteristics
of, 226; for structuring information,
225-227; unifying, 219

Moncur, M., 269

Moon, putting a man on, 33, 65

Moon rock, 6

Moral influence, 116

Morgan, G., 56-57

Motivation: action and, 246-247; car-
ing for spirit and, 109-110; sense of
wonder and, 201

Mountain of Care, 276-277

Mumbai, India, 182-183

Murdoch, A., 228

Murray, W. N., 242

Musashi, M., 141-142, 258

Museums, silence practice in, 280

Music, 70-71, 72, 213-214, 278

Muslims, 99

Mystery, intentionality and, 173

Myth, 35-36, 70. See also Storytelling
and stories

N
NASA, 28-29, 31
NATO, 207
Nausea (Sartre), 194
Networked structures, 35, 40-41
Neutrality, 91-92, 93
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New Belgium, 136-137

“New Heaven and New Earth”
(Lawrence), 200-201

New ideas: employee participation for,
50-52, 53-54; environment of trust
for, 88-89; facilitative leadership
for, 54; sense of wonder and, 201;
storytelling for, 37; suspending
judgment on, 91

“New Individual and New Society,”
205-206

New York City, subway crime preven-
tion in, 255-256

Nicholson, ., 270

Nike, 36, 228, 230, 267

9/11 Commission Report, 28

9/11 terrorist attacks, 28, 31, 44

Nixon, R., 94

No Exit (Sartre), 96

Novartis, 159

o

Obedience, 121

Obligations, avoidance of, 176-177

Observation, impact of, 21-22

Odyssey, The, 175

Ogilvy, D., 148-149

Ogilvy & Mather Worldwide, 148-149

Olympic athletes, 255

Online meetings and learning, 67-70

Open Space stage of grieving, 42

Open Space Technology, 21, 32, 247

Openness: for deep understanding,
281; to sense of wonder, 195, 199,
236-237

Opportunities: losing, through distrac-
tion, 176; risk management for,
190; sensitivity to, 235-236

Organizations: archetypes of, 40-41;
beginnings of, 266-267; changes
facing, 47-52; as communities, 41;
as containers of spirit, 40-41; creat-
ing trust in, 55-56, 88-89, 202; cre-
ativity and innovation in, 50-52;
diagnosis of, 56-57; endings and
grieving in, 41-43, 267-268; inter-
action skill in, 57-58; larger pur-
pose of, 112-114; as machines,
17-18, 40, 46, 56-57; metaphors
for, 56-57; movements toward par-
ticipation in, 52-54; phases of

engagement in, 103-105; respon-
siveness and adaptability of, 49-50;
as self-organizing systems, 19-21;
sensing the health of, 235; stability
in, 105-109; stories in, 36-37, 228-
233, 266—267. See also Structure

Ortega y Gasset, J., 215-216, 242-243

Osborn, A., 53

Others, disciplines regarding, 3, 4-5.
See also Detachment; Engagement;
Focus

O, ]., 187

Otto, R., 64, 195, 196

Oversimplification, 251-252

Overwhelm, 132-133

Owen, H., 21, 22, 32, 41-42, 108-109,
198

) i

Paper manufacturer sales reps, 49-50

Paradigm and paradigm change: back-
lash against new, 31; facilitative
leadership for new, 31-32; informa-
tion management and, 221-223;
old versus new, 16-27, 109, 221-223

Paralysis, 177, 183, 244

Parochialism, 23

Passion, as level of intentionality,
183-184

Past: awareness and, 220; bringing, to
present moment, 129-130, 195;
gap between future and, 258-259;
group connection through, 65;
interior council and, 194-195;
sense of wonder in, 195, 203; stabil-
ity and, 106

Patterns: constructive versus destruc-
tive use of, 177; discernment of,
90-91

Patton, 129-130

Peck, M. S,, 151, 196

People management, in meetings,
60-65

People of the Lie (Peck), 151, 196

People sketches, 239

Perception: attentionality and, 223—
224; filtering, 197-198; of impact of
action, 248-250

Personal Feedback practice, 239-240

Personal mastery. See Self-mastery

Personal Values exercise, 100-101



Perspectives, multiple, 86-87, 218, 224

Peru, 37-38, 79, 81-82, 230-231, 251

Philip Morris, 82

Photocopy machine repair stories, 71,
231-232

Pink, D. H., 236

Planck, M., 16

Planning: action and, 244, 245,
246-248; detachment in, 83;
dynamic complexity and, 48-49;
revision in, 246; storytelling for, 37.
See also Strategic planning

Poland, 203-204

Porras, J. I, 130

Positive attitude, 151, 236

Possibility, sensitivity to, 235-236

Power: in detachment, 97-98; fear of
losing, 84, 86

Practical Care practice, 190-191

Practices: for action, 259-260; for
awareness, 238-240; for detach-
ment, 98-100; for engagement,
123-125; for focus, 143-145; for
intentionality, 189-191; for interior
council, 164-168; overview of,
10-11, 98; for presence, 279-282;
for sense of wonder, 210-213

Precognition, 35, 195, 196, 237

Prefontaine, S., 230

Preparation, for focus on group, 135

Preparing the Space practice, 124-125

Presence: collective side of, 266; dark
side of, 263-264; difficulties of,
264-266; discipline of, 262-283;
exercise for, 282-283; issues of, for
facilitative leaders, 266-269; levels
of, 269-278; overview of, 8, 9,
262-263; practices for, 279-282

Presence (Senge et al.), 279

Present moment: awareness of, 220;
focus on, 129-130; as gap, 258-259;
sense of wonder in, 195, 200, 204

Presley, E., 36

Prisons and prison camps, 4, 6,
122-123

Privatization, 217

Problem solving: addressing root
causes in, 206; avoidance in, 244:
diagnosis in, 225; jumping to solu-
tions in, 252; sense of wonder in,
201; storytelling for, 231-232
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Process: focus on, versus content, 85,
92-93; management of, 59-60
Product development and improve-
ment, 50

Profiles in Courage (Kennedy), 199

Profiling Yourself in the Group exer-
cise, 191-193

Progress tracking, 74

Promise, as level of focus, 139-140

Prompts, 239

Providence, in commitment to action,
242 257

Prusak, L., 88

Purity of heart, 133-134

Putnam, R, 61

Quarterly financial reports, 225, 251

R

Ransdell, E., 230

Real Change Leaders (Katzenbach),
1156

Reality tests, 196

RedWorld.Biz, 235-236

Reflection: interior council and,
150-151; presence and, 279-280;
written dialogue and, 70

Relationships: adversarial versus coop-
erative, 21-22; commitment diffi-
culties in, 102-103; detachment to,
82-83; sense of wonder and, 202,
205-206; social trends in, 22-25, 35

Renunciation, 95-97

Reorganization efforts, 107

Resistance, 217

Resolution, facilitating, 57-65

Responsibility taking: avoidance of,
176-177; awareness and, 219-220;
detachment and, 83-84; in engage-
ment, 120-123; for failures, 65, 82,
141; fear of, 177-178; freedom
and, 121-123; intentionality and,
176-177, for life purpose, 134;
presence and, 275-276

Responsiveness, organizational, 49-50

Retirement crisis, 86

Retreats, 280

Return to Love, A (Williamson), 140

Reverence, 208-209

Revolutionary vision, 34-35
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Rhythms: complexity of, 23-24; struc-
turing, to sustain spirit, 39-40

Rich man, parable of, 96

Risk and risk taking: detachment and,
84; engagement and, 115; focus
and, 135-136; freedom and, 172;
identifying personal, practice of,
189; for sharing new ideas, 52

Risk Management practice, 190

Risk Planning exercise, 260-261

Rituals: organizational, 36; for practic-
ing engagement, 123-125

River of Consciousness, 276-277

Robert, H. M., 53

Robert’s Rules of Order, 53

Role models, 150

Roles: different perspectives and, 224;
engagement and, 103-104, 117, 118~
119; identity and, 174-175, 178-179;
intentionality and, 174-175, 178~
179; separating self from, 84, 85-86

Ronin, The (Jennings), 82

Ross, R., 61

Rotterdam, 202-203

Rough, |., 21

Royal Mail, 228

Ruete, N., 179

Russell, B., 109-110

S

Sacrifice, in detachment, 94-95

Sakai, R., 270

Sartre, .-P., 96, 194

SAS, 221

Scale, attentionality and, 224-225

Scenarios, 232

Schaffner, F. J., 129-130

Scharmer, C. O., 35, 40—41, 163, 173,
197, 263-264, 279

Schooling systems, 219

Scientific paradigm, 17, 25-26

Scientific revolutions, 196

Scottish Himalayan Expedition, The (Mur-
ray), 242

Scram jet, 22-23

Sea of Tranquility, 276-277

Second Wind (Russell), 109-110

Seduction: of demands on time, 176;
inner voices of, 150

Self: awareness of, 234, 271-272; creat-
ing, with intentionality, 174-175;

detachment to, 83-84; emptiness
and, 270-272; highest, 263; sensitiv-
ity toward, 234; separating, from
role, 84, 85-86; society and, 276. See
also Identity; Whole being

Self, disciplines of, 3, 6-7. See also Inten-
tionality; Interior council; Wonder

Self-actualization, 171

Self-care, 43—44

Self-censorship, 30

Self-confidence, 115; humility and,
208-209

Self-deception, 151-154

Self-limitation, 2, 172

Self-mastery: honesty and, 127-128;
journey of, 75; need for, 1-3, 43-44;
for online meetings, 68; spiritualiza-
tion and, 35

Self-organizing systems, 19-21

Self-stories: to create identity, 233; to
develop focus, 143-144; interior
council and, 151-154, 164-166

Self-talk, 6-7, 147-148, 236. See also
Interior council

Senge, P. M., 35, 48, 61, 127, 140, 143,
154, 163, 166, 197, 279

Sensitivity: to awe, 236-237; freedom
and, 172; levels of awareness and,
234-237; to possibility, 235-236; to
reality of detachment, 93-94;
toward self, 234; to the world,
234-235

Sensual perception, 197-199, 223,
234-235

Serbia, 206-207

Servant as Leader (Greenleaf), 114-115,
276

Servant leadership, 31, 32, 114-115,
158, 276

Service industries, 29-30

Service practice, 279, 281

Setbacks: intentionality and, 180-181,
189; as motivation, 65. See also
Failure

Sgt. Pepper’s Lonely Hearts Club Band,
168

Shell, 67, 247

Shock, in grieving process, 42

Short History of Robert’s, 53

Short-term effects: of action, 248-249;
dynamic complexity and, 48-49



Short-term focus, ethical lapses and, 27

Silence, 220, 279-280

Silencing the Mind practice, 279-280

Silo behavior, complexity and, 47-48

Sitting Bull, 154

Situation, current: attentionality to,
223-225, 234-235; focus on, 130-
131, 136; gratitude for, 180-181;
honesty about, 127-128, 136

Six Thinking Hats, 218

Skills, facilitation: for diagnosis, 56-57;
in environment, 55-56; for resolu-
tion, 57-65

Skype, 67

Slavery, abolition of, 46

Smith, D., 21, 26, 85, 245

Smith, D. M., 61

Smith, M., 27-28

Social capital, erosion of, 88-89

Social Processes model, 226-227

Social responsibility, 136-137

Social science research, 52-53

Socialism, 46

Songwriting workshops, 70-71

South Africa, 258-259

Southern Peru Copper, 81-82

Southwest Airlines, 221

Space: awareness of, 220, 234-235;
magical, 163; practice for engage-
ment in, 124-125; workplace, 39

Specialists, 26; complexity and, 47-48, 74

Spirit: caring for, in engagement, 109-
110; comforting, at the end, 41-43;
conditions for, 65; evoking, in en-
gagement, 109-110; evoking, with
presence, 9, 266-268; evoking, with
vision, 32-35; facilitating, in a meet-
ing, 64-65; growing, by collective
storytelling, 35-38; leadership and,
15-16, 32-43; organizations as con-
tainers of, 40-41; revitalizing, 267,
sustaining, with structure, 38—41

Spirit or Consciousness Conversation,
210-213

Spiritualization, 35

Spontaneity, 244

Spurgeon, B., 174

Stability: balancing change with,
107-109; engagement and, 105-109

Standards, responsibility for, 116

Standing out, fear of, 265
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Stanislavski, C., 175

Star Wars, 170

States of Being, 276-277

Staying Alive (Heifetz and Linsky), 85

Stockdale, ., 4

“Stockdale Paradox,” 4

Storytelling and stories: awareness and,
228-233; communication through
art and, 70-72; to develop focus,
143-144; functions of, for leaders,
229; in grieving process, 42; grow-
ing spirit through, 35-38, 266-269;
of interior council, 148-150, 164—
166; for knowledge sharing, 37, 71,
228, 230, 231-232; in organiza-
tions, 36-37, 228-233; for problem
solving, 231-232; self-, 143-144,
151-154, 164-166, 233; for sustain-
ing commitment, 112-113; for
transmitting values, 229-230; types
of organizational, 228-229; of “us,”
119

Strategic planning: identifying root
causes in, 206; importance of
process in, 92; practical proposals
and strategic directions in, 186; sto-
rytelling in, 232. See also Planning

Stream-of-consciousness writing, 238

Stress: as condition for spirit, 65; focus
and, 132-133

Structure, sustaining spirit with, 38-41

Structure of Scientific Revolutions, The
(Kuhn), 196

Study, 279, 281

Style, as level of presence, 272-273

Submission, in engagement, 119-120

Success: culture of, 29, 42: intentional-
ity and, 170-171, 188; presence
and, 268-269

Summary documents, 74

Summary writing, 166

Sun Tzu, 115, 116

Supplier relationships, 50

Support networks: luck and, 236; stress
and lack of, 133; traditional versus
new, 25, 133

Suzuki, D. T, 243

Symbols and symbolism: acts as, 250~
251; in practices for engagement,
123-125

Synchronicity (Jaworski), 173
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T

Tacit knowledge, 37

Tagore, R., 182

Tai Chi, 259-260

Tan, A., 175

Task break-down, 47-48

Taylor, W. C., 85, 221

Tea ceremony, 124, 260

Teams: complexity and, 49; develop-
ment of, 245; executive and board,
85; new paradigm of, 21; story-
telling of, to develop focus, 144. See
also High-performance teams

“Tears in Heaven” (Clapton), 163

Technical limit, 172

Technique, transcending, 242

Technology: control and, 198; and
demands on time, 176; and expec-
tations of accessibility, 133; impact
of, on social relationships, 22; for
online meetings, 67-70

Teleconference, 69

Telleen, S. L., 18

Tennis players, 273-274

Thinking, control over, 137-138

Thomas Covenant the Unbeliever,
270-271

Threaded discussion, 69-70

Tillich, P., 271

Time: action and, 245, 248-250,
9251-253; awareness and, 225, 237;
in complex situations, 73-74; creat-
ing trust and, 55-56; demands on,
175-176, 189-190; focus in, 129-130;
frenetic, 23-24; structuring, to sus-
tain spirit, 39-40

Time frame, organizational, 225, 245,
251-252

Time management, 132, 189-190

Tipping Point, The (Gladwell), 255-256

Tito, 207

Traffic management, 20

Transitoriness, 80-81, 93-94

Transparency: in decision making, 44;
in leadership, 141; presence and,
265

Transportation changes, 22-23

Trend analysis, 226

Trust and trust building: consequences
of lack of, 88-89; creating an envi-
ronment for, 55-56, 88-89; detach-

ment and, 84; emotions and, 62-63;
sense of wonder and, 202

Truth: authority and discernment of,
291-2292: avoidance of, 28-29,
271-272. See also Honesty

Trying versus doing, 170

Tuchman, B. W., 28

Tuning out, 68-69

Tupe, B., 95

“Two Wolves,” 149-150

Tylenol recall, 229

U

Ukrainian folk song, 255

Uncertainty, about self, 133-134, 217

Unconscious: aligning conscious with,
131-132, 135, 173-174, 182; aware-
ness and, 223-224; competence
and, 243; interior council and, 158;
intuition and, 275

Unifying models, 219

Unintended consequences, 253

Union, as level of interior council,
162-163

United Farm Workers, 184—-185

U.S. Air Force, 22-23

U.S. military, commitment in, 102

U.S. Navy, 39

Urbanization, 22, 23

Useem, M., 160

v

Values: commitment to standards and,
116; Eastern versus Western, 73;
exercise in personal, 100-101;
information interpretation and, 30;
for professional facilitators, 3; tradi-
tional versus new, 25—27; ransmit-
ting, through stories, 229-230

Vasella, D., 159

Venezuela, community development
planning in, 90

Venture, as level of action, 254-257

Videoconference, 69

Vietnam War, 28, 102, 160

Vigil practice, 144-145

Visa, 20

Vision: evoking spirit with, 32-35;
evolutionary, 33-34; holding, with
focus, 136-137; and honesty about
current situation, 127-128, 136;



honoring greatness and, 140-141;
as level of focus, 137-139; qualities
of, 32-33; revolutionary, 34-35;
stage of grieving, 42

Visser, G., 82

Visualization exercise, 282-285%

Vocation, 133-134

Voting rights, 46

w

Wachowski, A., 274

Wachowski, L., 274

Wademan, D., 148-149, 159

Walking in Bombay practice, 125

Walkway construction, 198

Walsh, R., 98, 99-100, 182

War, art of, 116

Warrior phase, 103

Water, contemplative conversation
about, 210-213

Watergate, 94

Watson, A., 236

“We Are Transmitters” (Lawrence),
139

Weakness: acknowledging one’s, 179;
using, to advantage, 272-273

Weariness, 200

Webber, A. M., 222

Wesley, J., 130

Wheatley, M., 17-18, 222

Whitmore, J., 225

Whole being: action with, 244; focus
on, 131-132

Will: focus and, 127-146; intentional-
ity and, 170-193; interior council
and, 147; presence and, 273-276.
See also Intentionality

Williams, S., 15

Williams, V., 66

Williamson, M., 140
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Willpower, as level of presence,
273-276

Wilson, C., 174

Wisdom of No Escape, The (Chodrén),
95-96, 97

Wisdom of Teams, The (Katzenbach and
Smith), 21

Wiseman, R., 235-236

Women’s right to vote, 46

Wonder (sense of): difficulties of main-
taining, 197-200; discipline of, 194—
214; exercise for, 213-214; issues of,
for facilitative leaders, 200-202; lev-
els of, 202-209; as nexus between
interior council and intentionality,
194-195; overview of, 6, 7, 194-196:
practices for, 210-213

Wood, D, 112-118, 116

Work/life balance, 253-254

World Bank, 228

World Café, 184

World Trade Center, 44

Worldview, disruptions to, 196

Worst-case scenarios, 28-29

Writing, 164, 238-239, 280

Written dialogue, 69-70

Wrong, courage to be, 199

X
Xerox Park, 71

b
Yoda the Jedi, 170
Young Adult phase, 103, 104
Youth, phase of, 103-104

Z
Zen, 234, 243, 244
Zen in the Art of Archery (Herrigel), 243
Zone, the, 187



This page is a continuation of the copyright page.

Introduction, p. 2:

Peter Koestenbaum quotation from “Do You Have the Will to Lead?” by
P. LaBerra from FastCompany, March 2002, Issue 32, p. 222. Copyright © 2002 by
Mansueto Ventures LLC. Reproduced with permission of Mansueto Ventures LLC
via Copyright Clearance Center.

Chapter 5, p. 85, & Chapter 12, p. 221:

Excerpt from “The Leader of the Future,” by William C. Taylor from FastCompany,
June, 1999, Issue 25, p. 130. Copyright © 1999 by Mansueto Ventures LLC. Repro-
duced with permission of Mansueto Ventures LLC via Copyright Clearance Center.

Chapter 6, pp. 122-123:
Excerpt from “President Nelson Mandela One-on-One,” Larry King Live, May 16,
2000, is reprinted by permission of CNN Image Source.

Chapter 7, p. 139:
“We Are Transmitters” by D.H. Lawrence from The Complete Poems of D.H. Lawrence
by D.H. Lawrence, edited by V. de Sola Pinto & FW. Roberts. Copyright © 1964,
1971 by Angelo Ravagli and C.M. Weekley, Executors of the Estate of Frieda
Lawrence Ravagli. Used by permission of Viking Penguin, a division of Penguin
Group (USA) Inc.

Chapter 8, p. 160:

Michael Useem quotation from “Everything You Wanted to Know About
Courage . . . But Were Afraid to Ask” from FastCompany, September 2004, Issue
86, p. 97. Copyright © 2004 by Mansueto Ventures LLC. Reproduced with per-
mission of Mansueto Ventures LLC via Copyright Clearance Center.

Chapter 9, p. 173:

Excerpt from The Heart Is the Key to All of This, conversation with Joseph Jaworski.
Dialog on Leadership, October 29, 1999. Reprinted by permission of Joseph
Jaworski. Mr. Jaworski is the cofounder and chairman of Generon Consulting
(www.generonconsulting.com)

Chapter 9, p. 174:

Colin Wilson quotation from “The Arduous Work of the Eternal Optimist,” Brad.
Spurgeon, The International Herald Tribune (Paris), August 17, 2005. Copyright ©
2005, ITHT/i.h.t.com. Reprinted by permission.

Chapter 9, pp. 184-185:

Excerpt reprinted with permission from “The Least Qualified Among Us: Lis-
tening for the Wisdom of the Group,” by Juanita Brown from Briskin, A., Erick-
son, S., Lederman, J., Ot |., Potter, D., & Strutt, C., Centered on the Edge: Mapping
a Field of Collective Intelligence and Spiritual Wisdom. COTE. Kalamazoo, MI: The
John E. Fetzer Institute (2001).

Chapter 9, p. 187:

Excerpt reprinted with permission from “From Lacrosse to Healing Our Species:
Thought Passing Toward a Goal (Excerpt from an edited conversation of Tom
Callanan with John Ott),” from Briskin, A., Erickson, S., Lederman, J., Ot, J., Pot-
ter, D., & Strutt, C., Centered on the Edge: Mapping a Field of Collective Intelligence and
Spiritual Wisdom. COTE. Kalamazoo, MI: The John E. Fetzer Institute (2001).



