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For the past 25 years, I have focused my career on understanding the relationship
between spirituality and work, and then organizing and disseminating what I have
learned. One of my efforts to disseminate this information was a book I wrote in
2012 called Creating Enlightened Organizations (Neal 2012). The purpose of that
book was to provide an overview of all the ways that organizations have
implemented workplace spirituality. I also edited a volume for Springer (the pub-
lisher of this Handbook) titled The Handbook of Faith and Spirituality in the
Workplace, a collection of writings from leading-edge thinkers and practitioners
on cutting-edge research and on breakthroughs of organizational practice. I was the
founding director of the Tyson Center for Faith and Spirituality in the Workplace at
the University of Arkansas, and as part of that role, I created a website that brought
together syllabi for workplace spirituality courses, doctoral dissertations, popular
press articles, and case studies of exemplary organizations.

During all this time, I have sensed there is something more unfolding in humanity
— something that encompasses workplace spirituality but also transcends
it. Workplace spirituality is but one facet of a larger transformative shift. I have
tried in vain to name what I am sensing. There is a well-known parable about the
blind men and the elephant that originated from the ancient Indian subcontinent. The
group of blind men encounter an elephant, a creature that none of them had ever
come across before. Each blind man feels a different part of the elephant’s body, such
as the tail or trunk, and then each man describes the elephant based on his partial
experience, as if his experience were the truth of the whole elephant. Each blind man
is partially right, but no one has a completely accurate description.

This Handbook of Personal and Organizational Transformation is my attempt to
blindly feel parts of the elephant that I cannot see. I have invited authors from around
the world and from many disciplines to explore with me and to describe the parts of
the elephant that they sense in the hopes that out of this dialogue with great minds,
hearts, and souls, some higher collective wisdom will emerge. I do know that this
field of transformation has something to do with the evolution of humanity.

I remember my excitement when I first read Teilhard de Chardin’s thoughts on
evolution in The Phenomenon of Man (1959). He stated that evolution was a given,
and that all things were evolving naturally — mankind, the cosmos, consciousness,
and God himself.
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Blind indeed are those who do not see the sweep of a movement whose orbit
infinitely transcends the natural sciences and has successively invaded and con-
quered the surrounding territory — chemistry, physics, sociology, and even mathe-
matics and the history of religions. One after the other all the fields of human
knowledge have been shaken and carried away by the same underwater current in
the direction of the study of some development. Is evolution a theory, a system, or a
hypothesis? It is much more: it is a general condition to which all theories, all
hypotheses, and all systems must bow and which they must satisfy henceforward if
they are to be thinkable and true. Evolution is a light illuminating all facts, a curve
that all lines must follow (de Chardin 1955, p. 219).

Although it can be difficult to see in today’s world, de Chardin is right, and it has
become a core tenet of my faith, and of the workplace spirituality movement, that we
indeed are evolving together toward a consciousness of unity — what he calls the
Omega Point (de Chardin 1959). I have a bias toward looking for what works and
toward looking for signs of progress. New thought philosophers and theologians call
this the Law of Attraction — “what you pay attention to grows” — and the field of
positive psychology has scientifically confirmed that there are more positive out-
comes when we build on what is best, highest, and most effective than when we
focus on problems and on what is wrong, broken, or not working (Seligman and
Csikszentmihalyi 2014). This is actually not new wisdom; the Bible states “what-
soever a man soweth, that shall he also reap” (Galatians 6:7).

This Handbook of Personal and Organizational Transformation is centered on
how this evolutionary process might work, and on what we can do individually and
collectively to support this unfoldment of higher consciousness for the good of
humankind.

In order to see positive transformation occur in the world, we must begin by
shifting our individual consciousness to a higher level of thinking and being, and
then we must also utilize systems or approaches that can scale up to generate a
collective shift in consciousness in groups, work teams, villages, governments, and
corporations. The structure of this Handbook basically follows this progression of
analysis from individual transformation to global transformation.

This Handbook aims to pull together in one place the best and most creative
thinking about the field of transformation, to be an encyclopedia of leading edge
theories and approaches for both the academic and the practitioner. These days, the
lines between academic and practitioner are becoming more and more blurred. Many
management faculty also consult to organizations, deeply enriching their teaching
and research. And many successful full-time consultants conduct high quality
research to support their approaches and change initiatives. This Handbook aims
to be a creative dialogue integrating theory and practice. This is an impossible task
because new knowledge and thinking emerge faster than we can collect and codify it;
nonetheless, I believe that this attempt to bring quality ideas together into one
volume is worth doing. This volume is published as a print volume, but also as an
electronic volume. The print volume will, by nature, be static. But the electronic
volume will constantly be updated and will continue to grow as a living database of
new thinking and practice in the field of transformation.
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This is not a textbook of mainstream ideas that have been around for a long time,
although the pioneering and traditional work is referenced and built upon. Many of
those traditional and commonly accepted ideas and approaches simply do not work
in any sustainable way in today’s complex and unpredictable world. Instead, I
invited authors on the cutting edge of new theories and new approaches to give us
their latest thinking. Some of these ideas are conjecture about what is possible in
human, organizational, and societal development. Some of these approaches are
currently being tested in the field and may not yet have scientific results. And some
of these theories and models have stunning results but may not have been published
in academic journals because the author is a practitioner instead of an academic, or
because the concepts are a little too far out of the mainstream.

The objective of this Handbook is to expand the reader’s perspective and to
empower people to be courageous about their involvement in creating transforma-
tion at whatever level they feel called to do so. I also want this book to give people
hope that things can and are getting better. First, you must believe that transforma-
tion is possible (Neal 2018), and the chapters in this Handbook provide overwhelm-
ing evidence of the power of transformative practices.

There are three unique contributions of this Handbook of Personal and Organi-
zational Transformation:

1. Integrating theories and practices from all levels of analysis, from interpersonal to
organizational to global.

2. Encompassing theories and practices from multiple disciplines including psy-
chology, sociology, health and well-being, ecology, neuroscience, consciousness
studies, and the arts.

3. Featuring authors who are passionate about creating positive change in the world
who are willing to take risks and break new ground.

When I invited scholars and practitioners to write a chapter for this Handbook, 1
asked them to consider the following questions in their writing:

. What is the difference between change and transformation?
. Why is human change so difficult?
Why do we need more effective transformation processes in the world today?
. How can we make positive transformation more sustainable?
. Where are the exemplary change leaders and case studies? Why are not these
taught more often in Business Schools?
. What is the inner work of the Change Agent?
. What is the role of human consciousness and spirituality in transformation?
8. In what ways do the hard sciences provide models and theories that can be used
in social systems?
9. What is the contribution of the so-called softer sciences, such as psychology,
sociology, theology, economics, and so on?
10. What role does art, music, poetry, improvisation, and other creative expressions
play in creating personal and organizational transformation?

ISARE S I S e

~N



viii Preface

11. What is our relationship to unpredictability, and how can we improve our
adaptability and resilience?

12. Do we need new ways to define and measure transformation?

13. What is the link between personal and organizational transformation?

14. What is missing in our transformation processes that might make them more
effective?

It is my hope that you find these questions richly answered in this volume and that
other even deeper and more profound questions will be raised by these cutting-edge
thinkers and change agents.

One of the basic principles you will find throughout this book is that there can be
no team, organizational, or global transformation without personal transformation.
Anything else is just a case of the blind leading the blind, and we see that all too often
in systems today. The authors in this Handbook repeatedly address the challenges
faced by humanity and the need for transformation. Several of them mention the
apparently apocryphal quotation from Einstein: “No problem can be solved from the
same level of consciousness that created it.” A search for the original source of that
quotation came up empty handed, but this quotation speaks the same sentiment:

Problems are best solved not on the level where they appear to occur but on the next level
above them . .. Problems are best solved by transcending them and looking at them from a
higher viewpoint. At the higher level, the problems automatically resolve themselves
because of that shift in point of view, or one might see there was no problem at all. (Hawkins
2009, p. 176)

Organization of This Handbook

There are eight sections to this Handbook. Each builds on the next, but each can be
read independently.

Part 1, titled “Overview of the Field of Transformation,” consists of chapters
providing a background on various transformation theories and practices. This
section title is a bit ironic because there is not yet a professional field of transfor-
mation, but it is my hope that this book might provide some inspiration and energy
for such a field to be created.

Part I1, “Personal Transformation in an Organizational Context,” examines ways
in which personal transformation takes place from several perspectives including
psychology, neurobiology, creativity, and spirituality. These chapters also discuss
why personal transformation is a prerequisite for more systemic forms of transfor-
mation. Contributors to this section include academics, therapists, a medical doctor,
and consultants.

Part II1, “Leadership Transformation,” offers several cutting-edge approaches to
leadership transformation, including the concepts of leadership convergence as a
form of practical wisdom; leadership applications of Joseph Campbell’s “Hero’s
Journey”’; religious and spiritual disciplines including prayer and meditation; and the
role of virtue ethics in leadership transformation.
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Part IV, “Group Transformation,” focuses on working with groups using non-
traditional approaches that lead to higher levels of coherence and performance.
These chapters describe the use of music in different contexts as well as the use of
energy healing in teams. Interestingly, each of the authors in this section bridge the
worlds of academia and practice; their chapters are theoretically supported and also
based in grounded consulting experience.

Part V, “Organizational Transformation,” also offers a couple of chapters that provide
approaches with the use of music, but this time at the organizational systems level. There
are also chapters describing methods that draw upon a variety religious wisdom and
spiritual models of consciousness for raising levels of consciousness in organizations. All
of the authors in this section have practical applied experience in organizations, and many
of the chapters provide brief case studies or organizational examples.

Part VI, “Global Transformation,” tackles the really big questions about how we
can act effectively to create a better world for all. Several approaches are explored,
including the connection between culture and finance, how to cultivate a global
mindset, and the role of entrepreneurship in global transformation. Most importantly,
we must believe, as de Chardin proclaimed, that global transformation is part of our
natural evolution; one of the chapters provides very concrete visions of our imminent
future, inspiring us each to do our part.

Part VII, “Management Education Transformation,” gives us one particularly
effective lever for creating transformation at all of these different levels of analysis.
Business is the most powerful institution on earth, and business schools have a major
impact on the development of its influential leaders. This section provides examples
and models of what is on the cutting edge in university settings, where transforma-
tion is beginning to happen in the ways business schools are teaching management
and leadership.

Part VIII, “Case Studies and Application,” provides concrete examples of
transformation at the individual, leadership, group, and organizational level. The
accomplishments described in this section are like Roger Bannister’s 4-min mile. Up
until the 1950s, it was commonly accepted that it was beyond human capacity to run
a mile in under 4 min. But on May 6, 1954, with minimal training, Bannister ran a
mile in 3 min 59.4 s. His accomplishment shifted the mindset of what was presumed
as impossible, and many more went on to break his record shortly thereafter. These
case studies demonstrate that transformation is possible and provide several different
roadmaps for how this can be achieved.

As far as I know, there are no university courses specifically on transformation,
although some course may address in their content some of the sub-topics of
transformation. And, it is not possible to get a degree in transformation. There are
many leaders and consultants who are committed to bringing about transformation,
but there is no established training or credentialing in the field. This Handbook aims
to create a larger, more richly informed dialogue about the ways in which transfor-
mation unfolds and can be supported for the greater good. Perhaps, this dialogue will
lead to a greater professionalization of the field of transformation.

If, as you read the chapters in this book, you find ideas or practices that inspire
you, I encourage you to reach out to the author(s) and start a conversation. If you
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have your own ideas and experience with transformation that are not currently
expressed here, consider writing your own chapter. This is an ongoing project and
will be a growing database of the latest thinking on transformation, and I invite you
to contact me to get involved.

I want to close with a quotation about global transformation from my friend and
colleague Lothar Schafer, a chemist who authored Infinite Potential: What Quantum
Physics Reveals About How We Should Live:

Physicists such as Bohm, Eddington, Heisenberg and Jeans started this process. All of a
sudden, they found themselves in a reality in which the invisible is real and mindfulness
must be accepted as a property of the universe. With this, they were drawn into ancient
structures of consciousness, but their minds didn’t become archaic or magic minds because
the ancient concepts appeared quite naturally, without any stress, within the rational struc-
tures of physics. The outcome is something absolutely exciting: an integrative view of the
world that accepts all the virtues of the past, unifying all aspects of reality: its physical order
as well as its mental and spiritual order.

Previous jumps in the evolution of life typically occurred in times of global stress, when
life as a whole was challenged and survived through the cooperation and mutual support of
its various forms. Thus, when unexpected aspects of the wholeness of the world appear
together with signs of stress, as this is happening at the present time, it seems prudent to
prepare for another movement of the evolution of life. (Schafer 2013)

It is my prayer that in some small way, the ideas in this book contribute to this
movement of the evolution of life.

May 2018 Judi Neal
Fayetteville, Arkansas
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Abstract

This chapter begins with four stories of transformation as a way of introducing
some key principles drawn from life experience. The field of transformation is
interdisciplinary, informed by scholarship and practice in such diverse fields as
theology, quantum physics, neurobiology, and management theory. Yet there are
some common concepts and themes across disciplines. The body of this chapter is
divided into five sections, based on some of these common concepts and themes:
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(1) transformation, (2) transformational leadership, (3) transformational learning,
(4) spirituality, and (5) consciousness. Each section provides definitions, a liter-
ature review, and a summary of key points. The discussion of these five topics is
based on a review of the chapters in this Handbook as well as related literature.
Examples of theoretical and practitioner models are provided at the level of
individual, group, and organizational transformation. The chapter concludes
with a summary of key principles of transformation.
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Introduction

This chapter begins with four stories of transformation as a way of introducing some
key principles drawn from life experience. The field of transformation is interdisci-
plinary, informed by scholarship and practice in such diverse fields as theology,
quantum physics, neurobiology, and management theory. Yet there are some com-
mon concepts and themes across disciplines. The body of this chapter is divided into
five sections, based on some of these common concepts and themes: (1) transforma-
tion, (2) transformational leadership, (3) transformational learning, (4) spirituality,
and (5) consciousness. Each section provides definitions, a literature review, and a
summary of key points. The discussion of these five topics is based on a review of
the chapters in this Handbook as well as related literature. Examples of theoretical
and practitioner models are provided at the level of individual, group, and organi-
zational transformation. The chapter concludes with a summary of key principles of
transformation.

There are nearly 50 chapters in the print version of the Handbook of Personal and
Organizational Transformation, and more chapters are available in the online
version, so it is impossible to mention every single chapter in this overview. Instead,
this introductory chapter is meant to give you a high-level perspective on transfor-
mation theory and practice as well as a sampling of the content of this book.
I encourage you to read the chapters that are of the most interest to you.

The Importance of Belief

The very first step in the transformation process is that you must believe that
transformation is possible. This is true for all levels of analysis: individual, team,
organization, and global. You must be open to the possibility that things can improve
in a sustainable way, in a way that will not revert to the old paradigm. Without this
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belief, transformation is impossible. I call this the Roger Bannister “four-minute mile
effect.” Bannister was a physician and academic who had a talent for running. Before
1954, it was believed that human beings were not capable of breaking the four-
minute mile and that the human body would collapse under pressure. In the 1940s,
the record for running a mile had reached 4:01, but it had not budged since. Bannister
believed that the four-minute barrier could be broken, and he trained for that. On
May 6, 1954, he won a race at 3:59.4. He proved it was possible and within weeks,
other runners broke his record. Once they believed that it was possible, they could
make it happen.

Crum and Phillips (2015) examined the growing body of psychological research
on how beliefs and expectations about common experiences can fundamentally alter
the impact of those experiences. They also reviewed the neurological and physio-
logical underpinnings of the placebo effect and combined findings from these two
fields to describe a more comprehensive understanding of the phenomena underlying
the social-psychological creation of reality. Their studies in several different domains
consistently support the power of belief in achieving positive outcomes. As Henry
Ford (1947) said, “Whether you think you can or whether you think you can’t,
you’re right.” If you believe transformation is possible for yourself, for others, and
for organizations, you are right.

Before providing scholarly definitions of key terms in the body of this chapter, let
me offer these two metaphors of change and transformation. Change is like water,
which can take many forms. It can be heated up to become a vapor, but when it cools
it will change back into liquid form. It can be frozen into ice, but when it melts, it will
change back into liquid form, not so with transformation. The popular metaphor for
transformation — a chrysalis transforming into a butterfly — is apt, in that the butterfly
will never go back to being a caterpillar. It has transformed into something that is
completely different and is a higher order of complexity. After World War I ended, a
song rose to popularity called “How Ya Gonna Keep ‘em Down on the Farm (After
They’ve Seen Paree)?” There was a real concern that American soldiers from rural
environments would not want to go back to the simple life on the farm after they had
experienced the excitement of big cities like Paris. They had been transformed by
their experience.

So, when I and the authors in this Handbook of Personal and Organizational
Transformation talk about transformation, we are talking about this kind of meta-
morphosis into something healthier, more evolved, more effective, and quantita-
tively different from what went before.

Four Stories of Transformation

Following are four stories of transformation from my own experience that explain
why I believe in transformation. One is at the personal level, one at the group level,
and one at the systems level. The final story demonstrates the connection between
personal and organizational transformation.
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Personal Transformation

As a child, I was painfully shy and very much an introvert. It didn’t get any better
when I became a young wife and mother. In fact, it became much worse. We moved
from the town where I grew up in Hawaii, left family and friends, and moved to
Virginia. I developed agoraphobia and would not leave my house unless I absolutely
had to. It was painful to be in public and to interact with strangers. When the
mailman came each day, I would sit by my living room window and watch until
my neighbor had picked up her mail and gone back in. Only then did I feel safe
enough to leave the house for a minute to get the mail, knowing that I wouldn’t have
to interact with her.

One day I heard that a nearby neighbor named Cindy was a guitar player. I love
playing the guitar and am passionate about music, and so although it was extremely
difficult for me to do, I forced myself to leave my house to visit her. I was so glad I
had the courage to go there; our kids enjoyed playing together, and we had a
wonderful time sharing our songs. I was so glad I had the courage to go there, and
I began to visit on a regular basis, even though it was still uncomfortable for me to
leave my house. Cindy mentioned that there was a music store called Ramblin’
Conrads that had a weekly open mike — a place where amateurs could go and share
their music — and I decided to go with her, because I loved music so much. One thing
led to another, and soon I was taking guitar lessons at Ramblin’ Conrads and going
out of the house every week. I was no longer agoraphobic. When my family moved
to Branford, Connecticut, the next year, I could not find a place to play music and be
with other musicians, so I decided to start the Branford Folk Music Society. I had
never led anything in my life, but I learned step by step with help from friends. The
Branford Folk Music Society is still active after more than 40 years, although I am no
longer involved.

I had transformed from a person who wouldn’t leave my house to a person who
started an organization and built a community of like-minded people. Since that
time, I have gone on to create other organizations, with the focus on workplace
spirituality. I travel internationally and have friends almost everywhere I go. I
experienced deep personal transformation by overcoming my fear. My life has
been so much the better for it.

I am a strong believer that people can transform because I went through my own
chrysalis-to-butterfly story. The key to my transformation was that my desire to be
involved in music was so strong and intense that it overcame my deep introversion
and my agoraphobia. In a relatively short period of time, the fear of people and open
spaces melted away, and my primary focus became the joy of expressing myself
through music and being in community with other like-minded people. The desire
for something I wanted was stronger than the fear of something I didn’t want. I have
seen this pattern unfold in my life several times since then, as well as in the lives of
many others.

Key Principle: Vision and passion are stronger than fear and provide a driving
force for taking risks that can lead to transformation.
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Group Transformation

In the 1980s, I worked as a facilitator in an 11-person organizational development
(OD) team at a Honeywell computer plant in Phoenix, Arizona. The team was led by
Bill Van Horn, the best boss I ever had. Before we would introduce a new manage-
ment approach to the plant, we always tried it out on ourselves. One of these
approaches was a personality assessment called the Myers-Briggs Type Indicator
(MBTI). We learned that eight of our members were “Intuitive Feeling (NF)” types
and one person was a “Sensing Thinking (ST)” type. Eight of us came from human
resource-related backgrounds, and Russ, our lone ST, was from engineering.

We were a rather high functioning team before we took the MBTI. But when we
understood why Russ seemed so different and saw what gifts he brought to the team,
something important shifted in our way of working with each other. Rather than
thinking of him as our geek and the one who would manage details while we were
off in our creative imagining, we listened much more closely to what Russ had to say
because we realized he brought a perspective that was not natural to the rest of us. In our
discussion about the assessment results, we also learned that Russ was tired of being the
one who always did the detailed and technical work, so we began looking for ways that
we could all share that kind of work. The group cohesiveness became significantly
higher, and our performance, creativity, and effectiveness leapt to a whole new level.

The key to this particular group transformation was a higher level of group self-
awareness, greater authenticity, and a sense of wanting the best for each other and for
the team as a whole. With exercises such as the MBTI, and other team-building
approaches, our group cohesion and bonds grew so strong that several of us still stay
in touch more than 30 years later.

Key Principle: Self-awareness activities in teams, and a sense of compassion and
trust for team members, can lead to deeper understanding of one another and can
result in greater group cohesion and higher productivity.

Organizational Transformation

Our Honeywell OD team worked on a systems transformation approach that we
called “employee involvement.” The Thunderbird plant we worked with built circuit
boards for the large frame computers that Honeywell sold at that time. Our team
worked with this plant of 200 employees on the individual, team, and systems level.
We conducted assessments; put everyone in teams; taught the team members group
dynamics, conflict resolution, and problem solving; and had them set goals for
productivity, quality, and quality of work life. Each area of production had a team,
and there were also supervisor teams, an engineering team, cross-functional teams,
and a management team. Every team met for at least an hour per week using Quality
Circle methods to work on specific improvements. Each team had a facilitator from
our OD group. We also facilitated quarterly events with the entire plant to ensure that
all voices were heard and that there was an alignment in goals.
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At first the measures of productivity, quality, and quality of work life decreased
from the baseline measures; we expected that because of the time it takes to learn a
new way of operating. But after about 6 months, things coalesced, and all of the
measures began to improve steadily. And, while you couldn’t measure it, something
felt different in the plant. Employees were more empowered and taking initiative.
There was a greater sense of oneness instead of everyone living in silos. And there
was a greater sense of energy and pride about the work and about the collective
accomplishments.

This plant became a model for other Honeywell plants that were incorporating
employee involvement approaches. Then, about 4 or 5 years later, Honeywell
Corporate decided to outsource production, and they closed the plant. On the face
of it, this would fit the definition of change — a system that reverted to the old way
of managing. But our boss, Bill Van Horn, reminded us that none of those
200 employees had been permanently transformed by their experience working in
this employee involvement system. It was a kind of diaspora. Wherever these
managers, supervisors, engineers, and employees went, they knew the power of
involving employees in decision-making and they knew the power of teams. They
would not be able to settle for less, and they would have an impact on whatever
system they became a part of. The members of our OD team would also never be the
same. We keep in touch, and each of us knows that systems transformation is
possible, and we each continue in our own way to support transformations that
matter.

Key Principle: Systems transformation is much more complicated than personal
transformation. It requires a model and a plan (such as the employee involvement
model we implemented), lots of resources (our team had 11 change agents), and a
visionary and dedicated leader who understands the politics of the situation and
knew how to protect the transformation process in its fragile early stages of
development.

From Personal to Organizational Transformation

Chet Kendricks was the plant manager of Honeywell’s Chandler facility near
Phoenix, Arizona, in the 1980s. He was known as an effective manager, but not
very approachable. He was all business and very task-oriented. The organizational
development team I described above was working with the Chandler plant before I
came to Honeywell, and the story of Chet’s transformation and the resulting orga-
nizational transformation had become something of a legend. The leaders of the
Chandler plant all attended a Leadership Effectiveness Training (LET) program at
the beginning of the engagement of the OD team with the plant. This program was
developed by Thomas Gordon (2001) and is based on authentic communication skill
development. During the training, a role-play experience awoke Kendricks to realize
that he had one set of behaviors and values for his family and a different set for his
employees and the workplace. The dissonance between the two “Chets” became
very uncomfortable for him, and he made a choice to be his authentic self wherever
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he was. That authentic self was “more compassionate, caring, and fun loving, and he
began to express that at work. Chet became more trusting of his employees and saw
them as members of his extended family” (Neal 2006: 136). As a result of his
transformation and his new trusting relationship with his employees, Chet embraced
the principles and practices of employee involvement, and a large measurable shift
occurred in product quality and quantity, as well as in employee morale and job
satisfaction. Even though this plant paid a lower wage than other plants nearby, Chet
was overwhelmed with job applications from within and outside of Honeywell after
word got around about what a great place this was to work.

Key Principle: A system cannot achieve a higher level of consciousness than that
of the top leader (Barrett 1998). Personal transformation in a leader creates the
potential for organizational transformation in the system he or she leads.

Three Sources of Transformation

Transformation can happen three ways: (1) a normal evolutionary process such as
the caterpillar turning into a butterfly; (2) unintended consequences, such as the
shifting in worldview of soldiers who fought in Europe in World War I; and
(3) intentional transformation interventions such as the employee involvement
process we were involved in at Honeywell. This third, intentional transformation
process is the focus of this chapter and this Handbook.

Overview of this Chapter

I will present a summary of key concepts that run throughout the Handbook chapters
and the transformation literature. As mentioned in the introduction, these key
concepts are: (1) transformation, (2) transformational leadership, (3) transformative
learning, (4) spirituality, and (5) consciousness.

There are many lenses through which you can view the field of transformation
including levels of analysis such as individual, group, system, and global; fields of
study, for example, stages of human development, organizational development,
theology, and sociology; and practitioner models, for example, Bridges Transition
Model (1991), Barrett’s seven levels of corporate consciousness (1998), and Beck
and Cowan’s Spiral Dynamics Model (1996). Each of these perspectives is explored
in this Handbook, and this chapter emphasizes commonalities, connections, and
theoretical underpinnings across levels and disciplines.

The first transformation model I was ever exposed to was in a management class,
and it looked like this (Fig. 1):

INPUT —[ TRANSFORMATION P OUTPUT

Fig. 1 Basic model of transformation
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In the context of the classroom, this model was used to describe manufacturing
processes. Inputs equaled raw materials, machines, and labor. Outputs equaled
products that could be sold. The transformation process was referred to as the
“black box” of all those things that happen to convert materials into products, such
as design, quality control, machine operations, specific manufacturing processes,
training, and so on. An online search reveals that this basic model of transformation
is alive and well in such varied fields as software coding, chemical processes,
economics, brain function, and human resources. This Handbook is an attempt to
peer into the black box of transformation with a focus on efforts to create individual
and collective human wellbeing.

Discussion of Key Concepts

You will see many definitions and discussions of key terms in this Handbook, terms
such as transformation, consciousness, and spirituality, and in this chapter I will
summarize what I consider core concepts. We will focus on definitions and discus-
sions of the following terms, because these concepts are central to a large majority of
the chapters and because they are interrelated:

* Transformation

* Transformational leadership
» Transformational learning

* Spirituality

» Consciousness

After the discussion of each concept, there will be a summary of key points drawn
from Handbook chapters, literature review, and my own experience as a change
agent.

Transformation
One very practical definition of transformation comes from Kwiecinski’s (2018)
Handbook chapter titled “Whole System Transformation with Music”:

Transformation is the evolution or revolution of an operating paradigm to one that is more
encompassing of realities not allowed, considered, accounted for, or contained in the
previous frame of reference. It generally occurs when we bump up against the limitations
of our current frame of reference. Things are happening that we can’t explain, or we see that
we are consistently re-creating events and situations that we don’t like because of the
decisions we make.

This definition points to an expansion of consciousness, a way of seeing the world
from a new perspective, one that allows for more possibilities and a more effective
way of operating. Similarly, Adams (1984) defines transformation as “profound
fundamental changes in thought and action which create an irreversible discontinuity
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in the experience of a system. Generally the result of the emergence of radically new
belief systems (paradigms).”

As you will read over and over again in this book, systems transformation must
begin with personal transformation. Schuyler et al. report in their chapter » “Bring-
ing Mindfulness and Joy to Work: Action Research on Organizational Change” on
the results of personal transformation using mindfulness in a university setting. Their
description provides a very operationalized example of personal transformation:

When people’s underlying attitudes shift from wanting fixity to accepting that being alive
means being immersed in ongoing change—that is a meaningful transformation. What
evolves is not complicated or complex. It means that gradually, through paying attention
to being present and to one another, people start sensing one another’s basic goodness and
the presence of what is often called the nature of mind—an appreciation we may feel for
simply being human and connected with other beings and life itself. Note that we did not
teach or preach these values. We simply asked people to notice moments in their lives when
they were more present.

In this university study, the authors were able to demonstrate how individual
transformation through mindfulness practices can lead to a culture of mindfulness.

Jironet (2018), in her chapter “Global Transformation: Visions of an Imminent
Future,” describes the relationship between personal and organizational transforma-
tion and the role that fear, lack of trust, and attachment to control play as obstacles to
transformation. She also describes the necessity of overcoming these obstacles for
organizational survival:

Transformation at a personal level is an absolute prerequisite to organisational agility and
success. Individual leaders must relinquish fear as their base motivation for behaviour in
order to let go of its many manifestations — jealousy at the success of others, doubt about
their own competencies and those of their colleagues which leads to excessive desire for
control, the notion of being under threat. Know someone who works at an extremely senior
level but stills spends evenings and weekends tapping away at their computers on assign-
ments they could much better delegate to a subordinate, but are unwilling to do because ‘it’s
faster if I do it myself*? This kind of mentality — an absence of trust and an attachment to
control — is still rife in the culture of many organisations. But it will very soon become not
just optional but essential to the survival of these companies — even large, international
corporations, law firms, NGOs, banks, you name it — that they embrace consciousness and
insist that their employees manifest this through trust, love and a new definition of power.

In their chapter on “Transformative Leadership,” Montuori and Donnelly (2018)
provide a global and long-term context for their definition of transformation:

Transformation means change is not just occurring on the surface, but at the level of the basic
tenets of an age’s worldview, what we might call its “deep structure.” Much of the confusion
and polarization at the beginning of the 21st century, not just in the U.S. but all over the
world, is arguably due to the tectonic rumblings of this shift.

Additionally, according to Freire (1973), the more conscious we become, the more
commitment to transformation we assume.
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To summarize, here are some key principles of transformation:

1. Transformation is an expansion beyond one’s current worldview, frame of refer-
ence, or way of thinking.

2. Transformation requires a shift in consciousness that is provoked by some event
that cannot be understood or acted upon by the current level of consciousness. It
is an experience of “bumping up against our limitations” (Kwiecinski 2018).

3. Transformation is a change that is an “irreversible discontinuity.” You can’t put
the genie back in the bottle.

4. Transformation requires an openness to change and an acceptance that change is a
way of life. There are practices such as present moment awareness and mindful-
ness that help to create a greater openness to change.

5. Mind-sets based on fear, mistrust, and the need for control provide obstacles to
personal and organizational transformation.

6. The sciences, such as quantum physics, cellular biology, chemistry, and neuro-
biology, provide insights into the transformation process.

7. All religious and spiritual traditions have a mystical branch with teachings of
practices, theology, and philosophy that support transformation.

8. Transformation is an essential human and organizational process and is necessary
for survival.

In the scholarly literature on transformation, and in practice, two of the most
commonly used terms are “transformative leadership” and “transformational learn-
ing.” The term “transformational leadership” is used to describe the qualities, skills,
and characteristics of leaders who create transformation. The term “transformational
learning” is used to describe the context, approaches, and processes for creating
learning environments that are transformative.

Transformational Leadership

James MacGregor Burns founded the field of leadership studies with the publication
of his book Leadership in 1978. Two of his major contributions were (1) a shift away
from studying the traits and actions of great leaders toward the study of the
interaction between leaders and their constituencies and (2) delineating two forms
of leadership: transactional leadership and transformational leadership. Transac-
tional leadership is the exchange of rewards for compliance. Burns defined trans-
formational leadership as when “leaders and followers make each other advance to a
higher level of morality and motivation” (Burns 1978: 19). It was his contention that
transformational leaders seek to raise the consciousness of followers by appealing to
higher ideals and moral values.

Bernard Bass (1985) built upon Burns’ work, describing characteristics and
behavior. His transformational theory states that follower performance can be trans-
formed to higher levels of performance through reordering needs by transcending
self-interest. The leader brings about these reordered needs through intellectual
stimulation, individual consideration, and charisma.
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Since those early beginnings of transformational leadership theory, there has been
a significant maturing of the field including more sophisticated models of anteced-
ents and outcomes, as well as a growth and sophistication of measurement tools.

Our examination of the relationship of spirituality to the concept of transforma-
tion will follow shortly, but first, I want to point out that the largest body of research
work on transformation and leadership has been published by Louis (Jody) Fry and
his colleagues. The main terminology Fry uses for his body of work is “spiritual
leadership,” with a focus on the use of his spiritual leadership model as a guide to
creating organizational transformation (cf. Fry and Cohen 2009; Malone and Fry
2003). Among their significant contributions is the development and testing of a
valid and reliable Organizational Spiritual Leadership Survey, which has been used
in numerous organizational settings with profound and important outcome measures.
This survey measures three qualities of spiritual leadership: vision, altruistic love,
and hope/faith.

Fry and Egel, in their chapter » “Cultivating a Global Mindset Through “Being-
Centered” Leadership,” point out that to be successful in today’s globalized business
environment, organizations that will be successful must have the ability to interpret
this dynamic environment quickly and to make decisions and take actions based on
this understanding of the world community in which it operates. They argue that a
commitment to the spiritual journey is essential to developing the five levels of
knowing and being (Fry and Kriger 2009) that are necessary for the kind of
consciousness that allows for a global mind-set and for being-centered leadership.
Here is a brief excerpt delineating the global mind-set at each level of being (with
Level I the highest and rarely attained by individuals, much less organizations):

Level V Global Mindset: Leadership focuses on “having” and “doing”; on the traits,
competencies and styles leaders possess that determine the way he/she should
lead and respond to organizational challenges.

Level VI Global Mindset: At this level, the focus is on socially constructing a
common organizational reality through the use of images and imagination to
create a compelling vision and establish a strong and distinct organizational
culture.

Level 11l Global Mindset: A Level 111, global mindset focuses on “being.” This is the
level where global mindset transformation through the expansion of conscious-
ness, self-awareness and a commitment to self-transcendence begins to manifest.

Level Il Global Mindset: Remembering that the levels of being are holonic and
incorporate and transcend the lower levels, leadership at Level II builds upon the
leader’s commitment to conscious awareness and self-transcendence in Level 111
to further recognize the dignity and commonality of the human experience and
love and serve others. In doing so the leader experiences a deeper sense of
purpose and connection with all things in the universe.

Level I Global Mindset: At this level, leadership is based on Oneness and constant
reconciliation of apparent opposites (chapter » “Cultivating a Global Mindset
Through “Being-Centered” Leadership” by Egel and Fry).
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This model of global mind-set is congruent with models of the evolution of
consciousness, such as the work of Kegan (1982), Beck and Cowan (1996), Torbert
and Associates (2004), Cook-Greuter (2004), and Wigglesworth (2014) discussed.
Wilber (2001) provides an integral theory that combines stages of evolution of
consciousness with states of consciousness. Wilber’s integral theory is generally
considered the most comprehensive and integrative approach to understanding the
evolution of consciousness.

Montuori and Donnelly (2018) describe the mind-set that distinguishes the
newest thinking on transformational leadership from the foundational work of
Bass and Burns. They term this “transformative leadership” and describe it as an
“everyone, everywhere, everyday” leadership that “actively embraces the psycho-
logical and spiritual as well as the social world and the quest for social justice.”
Three key aspects of the transformative leadership mind-set are: (1) leadership is
more than a role — its potential resides in each one of us; (2) it requires a higher level
of consciousness than traditional leadership; and (3) small everyday acts and incre-
mental actions can be transformative.

The basic premise of Transformative Leadership is that everyone can lead, and that partic-
ularly in this transformative moment, everybody contributes to, and in fact co-creates, the
world we live in, whether conscious of their agency or not. Every choice, every action, every
discussion, every interaction is a reflection of how we are leading our own lives. Our every
word and every action may be perceived as leadership by others to the extent that it
influences them, whether consciously or unconsciously. Transformative Leadership invites
everybody to ask what kind of a world they are creating through their thoughts, beliefs,
actions and interactions, and to compare that with the kind of world they would like to create,
and the kind of person they would like to be. Transformative leadership is, at its heart, a
participatory process of creative collaboration and transformation for mutual benefit. It is not
confined to heroic individuals making large dramatic actions and gestures. (Montuori and
Donnelly 2018)

A different, but compatible approach to understanding transformational leadership
comes from the work of Heinzkill in his chapter “Leadership Convergence: The
Dawn of Practical Wisdom” (2018). He looks at the three largest neural networks in
the human system — the cognitive (head), cardiac (heart), and enteric (gut) — to
understand the full potential of transformational leadership. When these three
systems are integrated, they set up a virtuous cycle of wisdom, which Heinzkill
terms “convergent leadership.” He offers several ways to develop the capacities of
convergent leadership:

» Adopting internal practices such as coherent breathing and contemplative prac-
tices such as mindfulness.

* Encouraging the mastery of high-level competencies such as relations, self-
awareness, authenticity, systemic awareness, and achieving.

» Understanding that the creation of internal policies will not suffice to encourage
transformation. People need the freedom to explore options. Highlighting the
interconnectedness of people can promote a collective coherent environment that
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fosters the pursuit of interpersonal growth and competency development in a
culture that allows working with a purpose.

* Encouraging high-quality conversations based on dialogue rather than debate.
(Heinzkill 2018)

One of the common traits of transformational or transformative leaders is a high
degree of integrity and morality (Bass 1985; Neal 2006; chapter » “Leader Self-
Development, Maturation, and Meditation: Elements of a Transformative Journey”
by Banner and Frizzell). Miller and Miller (2018) found in their research on
innovation that successful leaders exemplified certain human values. “...[O]ne of
the most vital human values is the unity of thought, word and action. When leaders
are guided by human values, where they ‘talk the thought’ and ‘walk the talk,” they
exemplify the wholeness and oneness of personal integrity.”

Richard Major, for his dissertation work, studied leaders he calls “Exemplars.”
These are leaders with a strong inner life who are aware of their values and who
consciously cultivate a life lived according to virtue ethics. “Exemplarity as per-
ceived by employees - and citizens — per the current results of our research would
cover moral, virtuous, ethical, and perhaps idealized qualities we expect from our
rulers, business leaders and public figures” (chapter » “In Quest of Exemplarity:
Virtue Ethics as a Source of Transformation for Leaders and Organizations” by
Major). Like most of the authors in this Handbook, he strongly states how imperative
it is that our society and our workplaces undergo a profound and collective renewal
of consciousness and integrate the dimensions of virtue back into business education
and into the development of leaders. This is essentially a call to create transforma-
tional learning, which will be discussed below.

There is so much that can be said about the field of transformational leadership,
and there are countless books and research articles written on the topic. Here is my
brief summary of key points:

1. The field of transformational leadership has a long and illustrious history begin-
ning with Burns (1978) and Bass (1985) and is continuing to expand today. There
are specialized journals, such as Leadership Quarterly and the Journal of Man-
agement, Spirituality and Religion, providing the latest theory and research and
numerous courses and workshops, as well as academic and practitioner
conferences.

2. In the field of transformational leadership, we all have the potential to be
transformative. Transformational leadership is not limited to those in formal
roles.

3. To be a transformational leader, you must be willing to be transformed yourself. It
is a journey that requires intentional inner work, vulnerability, intuition, and a
trust in your inner guidance. Transformational leaders learn to discern the differ-
ence between ego and a commitment to something larger than themselves.

4. Transformational leaders have a sense of calling that often attracts others to their
mission.



16 J. Neal

5. Transformational leaders have some kind of contemplative or reflective practice
such as prayer, meditation, journaling, or being in nature that allows them time to
reflect on what is unfolding within them and around them.

6. It is common for transformational leaders to have a trusted spiritual advisor or
spiritual director to go to when their own reflective practices are not enough for
them to understand dilemmas they may be facing.

7. Transformational leaders are committed to being whole persons — body, mind,
emotion, and spirit — they are integral.

8. Some of the common qualities of transformational leaders include integrity,
authenticity, vision, compassion, and being challenging.

9. Transformational leaders naturally help others to become transformational
leaders.

Next, we explore the concept of transformational learning, which includes pro-
cesses and approaches for creating personal transformation, for developing transfor-
mational leaders, and for creating transformation in groups and organizations.

Transformational Learning

The term transformational learning is primarily used to describe educational pro-
cesses that occur in classrooms in academic settings. However, the term has also
been used in the corporate world as an approach to leadership development and more
generically to describe personal growth approaches. Mezirow (1981) is credited with
coining the term and with developing transformative learning theory. The theory is
based on the premise that in order for transformation to take place, there must be a
change in perspective and that there are three dimensions to “perspective transfor-
mation”: psychological (changes in understanding of the self), convictional (revision
of belief systems), and behavioral (changes in lifestyle) (Clark 1991). Mezirow
believes that perspective transformation is a rare occurrence and often is caused by
a “disorienting dilemma.”

In my own research on a stage theory of spiritual and career development (Neal
2013a: 29), I found this to be true. Disorienting dilemmas include personal crises
such as divorce, death in the family, or a life-threatening experience or illness.
Disorienting dilemmas can also include professional crises such as being passed
over for a promotion, the failure of a major project or program, and losing one’s job. I
also found a few rare examples of disorienting dilemmas that resulted from tran-
scendent experiences. These transcendent, often mystical, experiences led the indi-
viduals to reexamine the nature of reality, of self-identity, and to make major life
changes.

Banner and Frizzell, in their chapter titled » “Leader Self-Development, Matu-
ration, and Meditation: Elements of a Transformative Journey” build upon the work
of Mezirow (1997). They distinguish between two types of human development —
horizontal and vertical — with “vertical development™ utilized as another term for
transformational learning. They also talk about the importance of disorienting life
events.
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Horizontal development, or conventional learning, refers to the acquisition of general
knowledge or skills (e.g., learning how to create a company budget). Vertical development
or transformational learning refers to shifts in perspective to more complex and inclusive
views or structural changes within intelligences or developmental lines. Vertical develop-
ment may assume a proactive and voluntary approach to the actualization of human
potential. However, it often results from disorienting life events because such events disrupt
or “unfreeze” underlying worldviews, beliefs, assumptions, and identities thereby creating
space for alternative ways of seeing and thinking.

They make a very strong case for the need for more balance in education and
leadership development, since currently there is a very heavy bias toward horizontal
development, with scant attention paid to vertical development or transformational
learning.

London and Van Buskirk, in their chapter » “The Co-created Classroom: From
Teacher/Student to Mentor/Apprentice” make a very similar argument. They argue
that parents (who are usually the ones paying the bills), and students themselves,
tend to focus on employment and career concerns (horizontal development) above
all else. The pressure on faculty to publish or perish can lead faculty to questioning
the value of teaching as they focus on scholarly pursuits to further their own careers.
Yet, a growing number of faculty are feeling called to make a more powerful
difference in the development of their students and to make the classroom come
alive. London and Van Buskirk, in their chapter » “The Co-created Classroom:
From Teacher/Student to Mentor/Apprentice” state “As educators we know the
value of helping our students to learn the essential facts and concepts that are the
vocabulary of our academic disciplines. But beyond this, our larger challenge is to
make the classroom come alive and to create the potential for “transformational
learning”, which we define as an enthusiastic experience that causes students’ lives
to be different or better in some way that feels important.” Their chapter offers
specific examples of what can be done to create a transformational classroom
through transformational teaching, which they define as “always looking to connect
to the intrinsic motivations of the students and the energy in the group that is
potentially there.” Congruent with a theme in this book that personal transformation
must precede systems transformation, London and Van Buskirk underscore the
importance of self-awareness and groundedness in the transformative teacher.
They also recommend a deep reexamination of the teacher/student role and provide
specific examples of how this relationship can be transformed into one of mentor/
apprentice — a much less hierarchical and controlling approach.

DeAngelis (2018) helps us to understand another important transformative teach-
ing perspective in her chapter “Clarifying the Relationship Between Transformative
Teaching and Transformative Learning.” As a complement to the chapter by London
and van Buskirk — which is practical and applied — the chapter by DeAngelis
provides theoretical underpinnings supported by a thorough literature review of
the field. She emphasizes that a major shift needs to occur in curriculum design
from a program aimed only at imparting skills to a program aimed at encouraging
participants to become more self-aware. She also provides a sample introductory
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section of a syllabus that can be used as a template for courses designed from a
transformative teaching approach.

There is a strong link between transformation and spirituality, as we will explore
in the next section, and French (2018) integrates this perspective in her chapter on
“Teaching Creativity and Spiritual Meaning Using Insights from Neurobiology.”
She utilizes Rosebrough and Leverett’s (2011: 16) definition of transformational
teaching as “an act of teaching designed to change the learner academically, socially,
and spiritually.” A longitudinal study of college students and their connection
spirituality and meaning by Astin, Astin, and Lindholm (2010) found that more
than half of college students attend college with the goal of discovering their purpose
and meaning in life. Being in college seems to enliven this interest. Over 76% of
students report that they are actively searching for meaning in life while they are in
college. This research shows strong support for the need to create more transforma-
tive learning in the classroom.

French draws upon neurobiology to provide greater understanding of how trans-
formative learning takes place through the experiential learning cycle. She explains
that this can happen both through an outer focus and an inner focus:

As an approach to teach spiritual meaning, the experiential learning cycle is helpful when the
concept being studied relates to self-transcendence and finding personal purpose in some-
thing larger than the self. When students learn about events happening in the world, causes
that inspire other people to rally, and the plight of those who struggle with conditions beyond
their control, it can give them inspiration to think about attaching themselves to a larger
cause. Conversely, the work of going “all the way down” (Palmer 2000, p. 56) through self-
exploration to discover one’s authentic self can by spurred by learning about purpose in life,
existentialism, and introspection to teach spiritual meaning.

She states that typically, students do not have much of an understanding of how their
brains work and that teaching them how the brain processes input helps students to
develop more reflective prefrontal cortex control over their reactive lower brains.

There are several common themes in the transformational learning literature and
in the related chapters in this Handbook. They are:

1. Transformational learning requires a significant shift in worldview.

2. Transformational learning leads to more inclusive, open, self-aware, and reflec-
tive ways of being.

3. Learners who experience transformational experiences in the classroom tend to
be more open to change in the future.

4. The goal of transformational teaching is to create transformational learning in a
way that supports the learner in being more effective and in experiencing greater
personal meaning in life.

5. Ttis essential that the faculty who is committed to transformational learning do his
or her own inner work and is willing to grow as a result of interaction with
students.

6. It is extremely important to create safe and trusting environments in transforma-
tional learning classrooms. This requires that the faculty member has some level
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of personal openness, authenticity, and vulnerability and is modeling transforma-
tional learning values.

7. Transformational teachers are those who have shifted their mental model of their
role of “faculty,” “professor,” and “expert” to the role of “mentor” and possibly
even “spiritual guide.” They also shift their pedagogy from “curriculum devel-
opment” to “co-creating the classroom.”

8. Humor is both a precursor and a success measure of transformational learning.
Humor (except for sarcastic humor) creates trust, awakens the whole brain, and
allows for increased problem solving. In classes where there are frequent outbursts
of laughter, there is a high likelihood that transformational learning is occurring. In
my own experience in the workplace, laughter and playful humor are almost always
signs of group cohesiveness, creativity, collaboration, and breakthrough thinking,

9. Some of the common approaches to creating transformational learning experi-

ences include:
(a) A trusting and open relationship with the faculty member based on a

reduction of hierarchical differences.

(b) Student input into the course design.

(c) Students provide feedback to each other.

(d) Self-awareness models, including neurobiology of the brain.

(e) Assignments that take students outside the classroom and/or are connected
to current events.

(f) Reflective experiences and assignments such as mindfulness training, con-
templative practices from different spiritual traditions, and journaling.

(g) Group assignments that not only have a task but also a self-reflective
component, such as “what role did you play in your group and how could
you have been more effective?”

(h) The use of nontraditional and multimedia approaches in the classroom such
as poetry, music, art, and inspirational videos.

(1) Drawing upon nature as a teacher through experiences such as modified
vision quests.

There is a great deal of overlap in the theory and practice of transformation,
transformational and transformative leadership, as well as transformational learning
and teaching. Each of these concepts begins with a focus on the individual, and each
has implications for teams, organizational systems, and society as a whole. Many of
the scholars and practitioners who address these concepts and practices also discuss
the importance of spirituality, so we will explore some definitions and concepts of
spirituality next.

Spirituality

The terms “spirituality” and “religion” are often used interchangeably, causing
confusion among scholars and practitioners. For instance, Delio (2015: 1) states,
“religion is about the deep-rooted energies of the spirit yearning for ultimate
meaning and fulfillment.” Karakas (2010), after examining more than 70 definitions
of workplace spirituality, defines “spirituality” as:
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...the journey to find a sustainable, authentic, meaningful, holistic and profound under-
standing of the existential self and its relationship/interconnectedness with the sacred and the
transcendent. Spirituality is distinguished from institutionalized religion by being character-
ized as a private, inclusive, non-denominational, universal human feeling; rather than an
adherence to the beliefs, rituals or practices of a specific organized religious institution or
tradition. (2010, p. 91)

His Holiness the Dalai Lama draws the distinction between religion and spirituality
in this way:

Religion I take to be concerned with faith in the claims of one faith tradition or another, an
aspect of which is the acceptance of some form of heaven or nirvana. Connected with this are
religious teachings or dogma, ritual prayer, and so on. Spirituality I take to be concerned with
those qualities of the human spirit — such as love and compassion, patience, tolerance,
forgiveness, contentment, a sense of responsibility, a sense of harmony — which brings
happiness to both self and others. (Dalai Lama 1999: 22)

In this Handbook, you will see religious, spiritual, scientific, and secular perspec-
tives on transformation. Each of these perspectives has something valuable to add to
the conversation. There are six chapters specifically focused on specific religious
approaches. Dienberg and Warode (2018) offer an in-depth analysis and application
of Franciscan spirituality in their chapter “Franciscan Spirituality as a Source of
Personal and Organizational Transformation.” Whittington (2018) offers a New
Testament Biblical perspective on “Spiritual Disciplines for Transformation,
Renewal, and Sustainable Leadership.” Ul-Haq (2018) provides a “Sufi View of
Human Transformation and Its Organizational Implications.” Takeda, in their chap-
ter » “Transformative Connections Between Culture and Finance,” explains Con-
fucianism and Neo-Confucianism as basic underlying assumptions in Japanese
management practice. Dhiman (2018) discusses the need for self-knowledge in
personal transformation and introduces the philosophy of Advaita Vedanta from
the Indian wisdom texts. And Nussbaum, in their chapter » “Finding US in
Music™: A Method for Deeper Group Engagement That Integrates MUSIC with
Ubuntu, Contemplation, and Reflection” demonstrates how the African spirituality
of Ubuntu is used in creating group transformation through music.

Mindfulness practices are discussed in many of the chapters in this Handbook and in
other works on transformation. Mindfulness is a good example of how difficult it can be
to classify a transformational process. For example, mindfulness practices could be
considered religious (they are based on Buddhist tradition), spiritual (they are usually
approached as a pathway to deeper self-awareness and meaning), or secular (as stress
reduction or creativity). However, there is strong research evidence of the positive
benefits of mindfulness for both personal and organizational transformation. The
chapter » “Bringing Mindfulness and Joy to Work: Action Research on Organizational
Change” authored by Schuyler, Taylor, and Wolberger provides a detailed description
of the positive outcomes that resulted in an organizational intervention using mindful-
ness. While the authors were careful to design the intervention as a secular approach,
there were clearly spiritual benefits for some of the individual participants as well.
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Two elements common to most of the definitions of spirituality are (1) connection
and (2) meaning and purpose (Sense and Fernando 2011; Mitroff and Denton 1999;
Neal 2013). Wilber (2001) distinguishes between two forms of spirituality — hori-
zontal spirituality, which is narrow or shallow or translative or legitimate, and
vertical spirituality which is broader, deep, transformative, or authentic. Either
type of spirituality can be experienced within religion but is not necessarily tied to
religion.

I define these two terms differently. Horizontal spirituality is a connection to
others through a sense of service, whether the “others” are people, plants, animals,
the environment, or the planet as a whole. I equate horizontal spirituality with
meaning and purpose and with a focus on and connection to who and what we
serve. I define vertical spirituality as a connection with the Divine, the Transcendent,
God, higher states of consciousness, or something mystical that is greater than
ourselves. Whereas Wilber tied transformation only to his definition of vertical
spirituality, I believe that both dimensions of spirituality have the potential for
transformation. I also believe that both are required for a full and mature embodied
spirituality.

Dienberg and Warode (2018) in their chapter on Franciscan spirituality describe
the relationship between spirituality and transformation:

Spirituality is the ongoing transformation of a human being in engaged and responsible
relationship with oneself, the other, the world and God (Waaijman 2007; Dienberg 2016).
In the center of this definition stands the term ‘transformation’. It is right at the heart
of spirituality, whatever the origins of the actual spirituality of the person could
be. Transformation includes in this definition change and dynamic. Spirituality is a dynamic
process, a lived reality that concerns the whole human being, not just a certain part or time in
life. Transformation takes hold of the whole person. (Dienberg and Warode 2018)

This “lived reality” is expressed not only at the individual level; there are many
examples of spirituality as a lived reality at the corporate level as well. Dr. H. P.
Kanoria is the Founder and Chairman of SREI, one of the largest corporations in
India. This company received the International Spirit at Work Award from the Center
for Spirit at Work that I founded. They were honored for the many ways in which
they integrated spiritual values and practices in the workplace, making them a model
for other companies around the world. Some of their practices include interviewing
candidates for employees to determine if their spiritual values are aligned with those
of the organization; having an interfaith temple area in the main office where many
employees stop and begin their days with a prayer, an altar space for work team; and
beginning meetings with silent prayers. To further inspire employees and keep
everyone focused on the sacredness of life, there are spiritual quotations from all
major faith traditions and other wisdom teachers in each employee’s day planner, in
the elevators, and in every team meeting room (Neal 2013a: 173).

Dr. Kanoria spoke at the Globysn Business School’s International Conference on
Spirituality in Management Education in July 2017, describing the behavioral out-
comes of spirituality.
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Spirituality is a life skill making. Life becomes worthy and filled with love, compassion,
creativity, wisdom, selflessness and forgiveness. We become free of ego. We become
receptive, humble and restrained, striving for large scale welfare of humanity. Spirituality
make us committed to the welfare of ourselves and all, we observe harmony. We follow
justice and discipline. We develop the spirit of commitment and universal unity bringing
social justice. (Kanoria 2017)

The key point Dr. Kanoria makes is that spirituality provides meaning and

purpose not only to the individual but also has an impact on society.

Several common themes can be found in the Handbook chapters and in the related

literature addressing spirituality:

1.

There are no commonly accepted definitions of words such as spirituality and
religion. Some of the definitions overlap and others are contradictory. This
makes it difficult for theory development, measurement creation, and meta-
research. At the same time, there is growing interest and acceptability in many
fields (e.g., management, psychology, biology, and quantum physics) that
previously would have considered topics such as spirituality and religion as
undiscussable.

. A significant majority of the authors in this Handbook see a connection between

spirituality and transformation.

. Many of the personal transformation processes utilized by transformational

leaders and transformational teachers have their roots in spiritual and religious
traditions, most notably, the mystical branches of those traditions.

. Mindfulness practices are among the fastest growing transformational processes

in both academic and organizational settings.

. Spirituality is a journey or an evolutionary process, not a destination or end point.

Rabindranath Tagore, Nobel-laureate Indian poet, wrote “my pilgrimage is not at
the end of the road; my temples are there on both sides of my pathway” (Tagore
1978: 214).

. Spirituality does not necessarily mean religious, but it does mean a connection to

something transcendent. There are unlimited terms for this transcendent, includ-
ing God, Allah, Buddha Mind, Christ Consciousness, the All, Cosmic Intelli-
gence, and the Universe, for example.

. A mature spirituality includes some form of compassionate action in the world,

whether that action is inward and mystical, such as the loving-kindness medita-
tion and the practice of Tonglen, or is outward directed such as volunteering to
work with the dying or involvement in social action for justice.

. Spirituality has application in all spheres of life. It is not just relegated to going to

the temple, mosque, cathedral, or sweat lodge. It guides us in how we live our
daily lives, how we interact with others, and in our major decisions.

Two concepts that are highly correlated are spirituality and consciousness, and

both concepts are central to the process of transformation. This next section talks
more specifically about theories and models of consciousness.
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Consciousness

Sri Aurobindo, a yogi, guru, and poet from India in the first half of the twentieth
century, directly makes the link between spirituality and consciousness. “It is
spirituality when you begin to become aware of another consciousness other than
the ego and begin to live in it or under its influence more and more. It is that
consciousness wide, infinite, self-existent, pure of ego etc. which is called spirit”
(Aurobindo 2010:362).

The Merriam-Webster online dictionary (2018) provides several definitions of
consciousness including “the quality of state of being aware especially of some-
thing within oneself,” “the normal state of conscious life,” and “the upper level of
mental life of which the person is aware as contrasted with unconscious processes.”
When I talk about transformation and consciousness, I am referring to “stages of
consciousness” in a developmental or evolutionary sense. This perspective is
aligned with the Webster definition of “the upper level of mental life.” However,
most authors in consciousness studies go beyond just a focus on “mental life,” to
talk about spiritual consciousness, awareness of subtle energy, and nondual
consciousness.

Consciousness is a reality inherent in existence. It is there even when it is not active on the
surface but silent and immobile; it is there even when it is invisible on the
surface. . .Consciousness is usually identified with mind, but mental consciousness is only
the human range which no more exhausts all the possible ranges of consciousness than
human sight exhausts all the gradations of colour or human hearing all the gradations of
sound — for there is much above or below that is to man invisible and inaudible. So there are
ranges of consciousness above and below the human range, with which the normal human
has no contact and they seem to it unconscious, —supramental or overmental and submental
ranges. (Aurobindo 1995: 234)

Some authors define consciousness in terms of quantum physics. “Consciousness is
the pattern of active relationship, the “wave side” of the wave-particle duality.
Consciousness is relationality that includes communication and the flow of infor-
mation. The flow of information is the creative relationship made possible by
overlapping waves or perhaps, we can say, overlapping energy states” (Delio
2015: 61). She continues, “What we are saying is that the whole of life, from the
big Bang onward, is the emergence of mind or consciousness. A system is conscious
if it can communicate or process information that, in turn, serves as its organizational
function. Anything capable of self-organizing possesses a level of consciousness”
(Delio 2015: 64). Her definition encompasses both qualities of “awareness” in the
dictionary definition and alludes to a higher order of consciousness that sees beyond
separation and experiences the oneness of all existence.

Self-awareness is a key element of any developmental model of consciousness.
Kay (2018), in her chapter titled “Self-Awareness in Personal Transformation,”
states that a large percentage of high performers score quite high in measures of
self-awareness. Her chapter draws on the field of psychology and describes many
benefits of self-awareness including:
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» Acknowledging strengths and weaknesses
* Managing relationships

» Making better choices

» Taking responsibility

She summarizes these benefits by saying:

Self-awareness will make you more effective as you develop skills that will help you work
toward your goals. You will know your strengths and weaknesses to do your best work, as
you also develop intuitive decision-making skills. People who are highly self-aware are
better able to use their instincts to guide them to better decisions. You will have less stress
with a job that you’re more compatible with, and you’ll be motivated to seek out a sense of
accomplishment, additional responsibilities, a flexible work schedule, and help others.
(Williams 2003)

Kay’s chapter also provides very concrete actions one can take to increase self-
awareness, including increasing the number of “human moments” and decreasing
time with technology, being aware of your personal prime time and scheduling
important work accordingly, meditating regularly, journaling, and/or making mind-
fulness a part of everyday activities.

Consciousness is a topic that can be explored through many different disci-
plines. Historically the disciplines that have paid the most attention to the study of
consciousness have been philosophy, psychology, and theology. More recently, the
“hard sciences” have begun exploring consciousness, particularly quantum physics
(c.f. Delio 2015) and neurobiology (c.f. Taylor 2008). Stanford and Stanford
(2018), in their Handbook chapter titled “The Neurobiology of Personal Transfor-
mation,” state that unlike most neuroscientists who take a brain-first approach to
understanding consciousness, essentially equating the mind and the brain, they
instead take a mind-first approach because many of the functions of consciousness
are not well accounted for as simply brain activities. In exploring the role of the
mind in personal transformation, they focus on three things: (1) the mind’s
involvement in reflective interpretation of situations, (2) conscious self-evaluation,
and (3) applied intentionality. Their chapter contrasts the mind’s growth response
to challenges with the mind’s protection response to challenges. Clearly the growth
response leads to more beneficial outcomes. They provide several strategies and
principles based on neuroscience for developing the mind’s propensity to choose
the growth response.

Many of the chapters in this Handbook discuss consciousness and present models
of different levels of consciousness. Meyer-Galow (2018) devotes his whole chapter
to a discussion of the relationship between consciousness and transformation in his
chapter titled “An Integral Approach to Transformation of Limited Consciousness in
Personal and Organizational Life.” Meyer-Galow defines transformation as “the
process of learning to experience the consciousness of transcendence in body,
mind and soul, through body, mind and soul, and beyond body, mind and soul.”
He continues, “Our consciousness, which is primarily based on our body and mind,
is necessarily limited to our thinking and our emotions. Most of us have lost the
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connection to our soul. It is only through a personal transformation that we can
regain it.” His chapter delves deeply into many pathways to personal transformation
and then discusses the practical implications of high levels of consciousness for such
practical business issues as ethics, mergers and acquisitions, supply chain manage-
ment, customer relations, environmental sustainability, innovation, and resilience in
the face of change. The bottom line, as he demonstrates, is that a personal transfor-
mation of consciousness is essential to collective transformation of organizations.

Barrett (1998) very much agrees that a shift in personal consciousness, particu-
larly in leadership, is a precursor to organizational transformation. Barrett defines
consciousness as:

“A state of awareness of self (thoughts, feelings, ideas) based on a set of beliefs
and values through which reality is interpreted. A shift to a higher state of con-
sciousness involves a change in beliefs, values, and behaviors. The values at the
higher level of consciousness promote greater inclusiveness and connectedness and
less separation and fragmentation” (Barrett 1998: 56).

Mindfulness practices are among the most researched approaches to developing
higher states of consciousness, particularly in the domain of personal and organiza-
tional transformation. In her research, Frizzell et al. (2016) identified 10 develop-
mental themes from 20 diverse manager-leaders with a regular (at least 3 days a
week) mindfulness meditation practice for at least 3 months. She reports results
which are similar to the findings of the university case study mentioned earlier in this
chapter (» “Bringing Mindfulness and Joy to Work: Action Research on Organiza-
tional Change” by Schuyler et al.). The developmental themes included (a) more
integrated/balanced leadership, (b) greater self-regulation, (c) commitment to the
practice, (d) enhanced self-awareness, (e) improved work relationships, (f) greater
inner calm and peace, (g) greater self/other empathy and compassion, (h) deeper
listening and being present, (i) being motivated by a personal or professional crisis,
and (j) more tolerance for ambiguity and uncertainty. These developmental themes
are similar to the description of behaviors indicative of higher levels of spiritual
intelligence (Wigglesworth 2014).

Frizzell and Banner, in their chapter » “Leader Self-Development, Maturation,
and Meditation: Elements of a Transformative Journey,” pointing to the work of
Wilber (2001), make the distinction between temporary “states” of transcendent
spiritual experiences and “stages,” which are permanent developmental stage pro-
gressions. An individual can have a transformational or spiritual experience at any
level of development, but when we talk about higher levels of consciousness, we are
referring to that person’s stage of development. Wilber has developed what is
probably the most widely accepted integral model of stages of development. Frizzell
and Banner, in their chapter » “Leader Self-Development, Maturation, and Medita-
tion: Elements of a Transformative Journey,” offer the following table in their
chapter, based on Wilber’s analysis of “over 100 developmental theorists and
frameworks; and determined that they could all be generalized in a nine-stage
model, which he later reduced to a two-tier, eight-stage model. Adapted from Spiral
Dynamics, Wilber’s uses unique colors and descriptive terms to distinguish each
stage within the overall model” (see Table 1).
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Table 1 Select developmental stage conceptions

Theory — Integral theory — Cognitive — Kegan Spiral Dynamics — Graves,
theorist(s) Wilber and Lahey Beck, and Cowan
Tier 2 Turquoise: Holistic Self-transforming Turquoise: Holistic
Yellow: Integrative mind Yellow: Integrative
Tier 1 Green: Sensitive self | Self-authoring mind | Green: Communitarian
Orange: Scientific Orange: Achievist
achievement
Blue: Mythic order Socialized mind Blue: Purposeful
Red: Power gods Red: Impulsive
Purple: Magical- Purple: Magical
animistic
Beige: Archaic- Beige: Survival
instinctual

Note: From: Wilber (2001), Kegan and Lahey (2009), and Beck and Cowan (1996)

Korten (2006) also studied a number of developmental stage theorists and posits
this five-stage model of consciousness:

First order: Magical consciousness
Second order: Imperial consciousness
Third order: Socialized consciousness
Fourth order: Cultural consciousness
Fifth order: Spiritual consciousness

Korten describes the highest level, spiritual consciousness, as “the consciousness
of the elder statesperson, teacher, tribal leader, or religious sage that supports an
examined morality grounded in the universal principles of justice, love, and com-
passion common to the teachings of the most revered religious prophets. It
approaches conflict, contradiction, and paradox not as problems to overcome, but
as opportunities for deeper learning” (p. 47).

The study of consciousness has been ongoing for thousands of years, in every
culture on the planet, and through multiple disciplines. The summary presented here
is in no way a summary of all of the thinking on consciousness, but instead is an
attempt to highlight some key themes that reoccur across different perspectives and
that have relevance for personal and organizational transformation.

1. Most theories or models of consciousness are based on hierarchical stages of
development.

2. Each stage of development transcends and includes (Wilber 2001) the stage
before it, moving toward greater and greater wholeness for the individual or
system.

3. Movement between stages can be gradual (evolutionary) or sudden and disrup-
tive (revolutionary).
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4. Movement from one stage to another is transformation. Once you have seen
yourself and the world through a new perspective, you can’t unsee it.

5. As a person or system develops through higher stages of consciousness, the
sense of “self” expands. The concerns move from ego-centered or self-centered
to an increased concern for the greater good.

6. A shift in consciousness results in changes in values, beliefs, behavior, as well as
sense of meaning and purpose.

7. It is important to distinguish between states (a momentary state of conscious-
ness) and stages (a permanent developmental way of being).

8. It is very difficult to describe the highest levels of consciousness because words
are limiting, and naming things causes dualistic thinking and perceiving. The
highest levels are given names such as Unity Consciousness, Oneness Con-
sciousness, Nondual Consciousness, Christ Consciousness, and Buddha Mind.

9. Individuals are able to reach higher levels of consciousness more easily than
groups or organizations.

10. An organization cannot be at a higher level of consciousness than its top leader.

11. Over time, humanity (and perhaps other sentient beings) is slowly but steadily
evolving toward higher levels of collective consciousness. This evolution does
have setbacks, but the general trend is toward a more humane and compassion-
ate world that works for all.

Interrelatedness of Five Key Concepts

The field of transformation studies is complex because it draws from many
disciplines as well as from ancient wisdom and modern science. Therefore, it is
impossible to present one definition, theory, or model for any of our five key
terms: (1) transformation, (2) transformational leadership, (3) transformational
learning, (4) spirituality, and (5) consciousness. There are significant overlap and
interrelatedness, and it is fairly common for some of the terms to be used
interchangeably. It is not the goal of this chapter to provide one definitive
model, definition, or description of any of these concepts but rather to paint a
rich and varied tapestry that may inspire further exploration, research, and appli-
cation by the reader.

Figure 2 shows a diagram of the three primary overlapping concepts: transfor-
mation, spirituality, and consciousness. Transformational leadership and transfor-
mational learning are secondary concepts and are in the center because these two
concepts are the integrated application of transformation, spirituality, and
consciousness.

Transformation theory arises primarily out of the social sciences, spirituality
theory arises primarily out of theology and religious studies, and the field of
consciousness studies primarily arises out of hard sciences such as quantum physics
and neurobiology, but also from the ancient wisdom traditions.

The key point here is that there are many ways to explore the phenomena of
transformation, and the study of spirituality and consciousness is an important “way
of knowing” (Waddock et al. 2016). There are also many applications and fields of
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Fig.2 Interrelatedness of key
concepts

Transformation

Consciousness

practice residing at the intersections of these three primary concepts. The two
applications most relevant to personal and organizational transformation are leader-
ship and learning, but clearly there is much that can be added to this model.

In the next section, I offer a sampling of commonly used transformation theories
and models at the individual, group, and systems level. For a more detailed discus-
sion of these theories and models, you are invited to explore other chapters in this
volume.

Examples of Transformation Theories

Theories of personal and organizational transformation are developed by scientists,
scholars, practitioners, and theologians. These theories and models are based on
research and on practical experience. As the world becomes more complex and
interconnected, there is an increasing need for understanding how to transform
ourselves and our organizations up to a higher level of functioning. At the same
time, there is a growing interest in faith and spirituality (Neal 2013b) and conscious-
ness (Meyer-Galow 2018), both on a personal and an organizational level, both of
which are centrally focused on transformation. In this section, a few theories at each
level of analysis (individual, group, and organizational) will be provided as exam-
ples, with the understanding that this only scratches the surface of scholarly models
and practitioner approaches. The main purpose of presenting these theories is to
demonstrate that transformation theory is being used on a regular basis, and, going
back to Roger Bannister and the four-minute mile, it is my hope that these examples
will encourage others to embrace these kinds of approaches. One thing to note is that
many of the individual theories of transformation can be scaled up to group and
system-wide approaches.
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Individual Transformation Theories and Practice

All human systems transformation begins with the individual. If we want to help
create positive transformation in the world, we must begin within. Jack Gibb (1978),
one of my earliest mentors, termed this proximo-distality. Transformation begins
close in (proximo) and radiates outward to a distance (distality). In quantum physics,
there is a similar metaphor of the “butterfly effect,” meaning “small changes can
have larger effects.” The scientific terminology is “sensitive dependence on initial
conditions.” The metaphor is of a butterfly flapping its wings in Kansas causing a
tornado in Tokyo. Fichte (1987) has a more mystical perspective on this same
phenomenon: “you could not remove a single grain of sand from its place without
thereby, although imperceptibly to you, changing something throughout all of the
parts of the immeasurable whole” (Fichte 1987: 26).

Living from your True Nature
One approach to individual transformation that has profound implications for orga-
nizational transformation is Daryl Conner’s, in their chapter » “It’s Not What You
Do, It’s Who You Are” work on character and presence for change practitioners.
Conner, in his chapter » “It’s Not What You Do, It’s Who You Are” has found from
his years of change management consulting that leaders tend to think of change
facilitators in one of three ways: (1) inept and adding little value, (2) adequate and
providing acceptable value, or (3) high impact and “delivering implementation
assistance to strategically important endeavors and have proven invaluable in
reaching full realization.” This third category of “high impact” is estimated to be
only about 10% of change practitioners. Inept change facilitators lack the basic skills
required to facilitate transformation. Both adequate and high-impact facilitators have
the necessary experience and skills to bring about some level of change or transfor-
mation in a system.

The key factor that distinguishes high-impact practitioners is what Conner refers
to as the “character presence package.” The character presence package is a focus on
your true nature more than your skills and competencies. According to Conner:

Underneath what you do is who you are. It is here that your optimum impact resides. Of all
the things you can draw on to create leverage for your clients, your true nature is your
greatest asset. Only when practitioners can stay centered on this and see it as core to the value
they provide will they be able to live up to their full potential and help others do the same.
(chapter » “It’s Not What You Do, It’s Who You Are” by Conner)

Miller and Miller (2018), in their chapter “Enabling Innovation with Human Values:
A Recipe for Transformation,” also discuss the importance of character, particularly
as it relates to innovation, values, and transformation. They write:

While teaching at the Motorola University’s Vice President Institute, William once heard
Bob Galvin, then chairman of the executive committee on Motorola’s board of directors,
describe the primary job of leaders as: “Inspiring acts of faith (things are do-able that are not
necessarily provable), spreading hope, and building trust.” When a VP asked how these
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values relate to the “real world of business,” Galvin replied that executives must develop
strong character in themselves and others, not just good technical or financial skills. Then he
concluded: “Faith, hope, and trust... Theology is very practical business.”

Similarly, Heermann (2004) speaks of the importance living out of the Essential Self
in order to live one’s noble purpose in life. Many spiritual teachers also refer to the
true self or related concepts such as real self, authentic self, original self, and original
face (c.f. Rohr 2013; Kornfield 2017; Wilber 2001). O’ Neal (2018), in her chapter
titled “The Truth About Transformation: One Person Can Change the World,”
presents a model of transformation that has as its foundation our “way of being.”
She quotes Erhard (1984) as saying, “This is the work of transformation: this
revealing of ourselves to ourselves, which occurs in a profound way that alters the
very possibility of being that we are: Inescapably. Decisively. Forever.”

The Hero’s Journey

The goal of the transformation journey on the individual level is to understand our
character, essence, and true self. If this is the goal, what is the process? Three of the
chapters in this Handbook focus specifically on Joseph Campbell’s (1968) archetype
of transformation — The Hero’s Journey. Grant (2018) writes about ‘“Re-Visioning
the Way We Work: The Untapped Power of Imagination in the Workplace.” Camp-
bell had six major stages to the Hero’s Journey: innocence, the call, initiation, ordeal,
reflection, and celebration. Grant has added two more stages in order to make the
model more directly applicable to individual and organizational transformation:
telling the story and revisioning. This chapter provides practical tools and models
for each stage of the journey.

Racionero’s (2018) chapter, “The New Leader as Spiritual Hero: The Way of
Awakening,” also draws upon Campbell’s work and used ancient myths and heroes
such as Perceval, Ulysses, and Gilgamesh, as well as modern heroes from movies
including Star Wars, the Wizard of Oz, and the Matrix, as an approach to helping
leaders clarify and strengthen their own spiritual identity and vision. This is another
way to explore the concept of exemplarity (chapter » “In Quest of Exemplarity:
Virtue Ethics as a Source of Transformation for Leaders and Organizations” by
Major).

Drawing on the work of Carl Jung (1960), Cavelli (2018) also refers to the Hero’s
Journey as a metaphor for the stages of individuation and development. Her chapter
is titled “Identity and Meaning in Transformation,” and she explores the connection
between the concepts of identity, meaning, synchronicity, collective unconscious,
and archetypes. She demonstrates how these concepts which are usually applied to
the individual can have great meaning and usefulness when applied to organizational
transformation.

Self-Awareness, Self-Development, and Meditation

A common theme in the chapters of this Handbook is the importance of meditation
in transformation and self-development. Frizzell and Banner, in their chapter titled
“Leader Self Development, Maturation and Meditation: Elements of a
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Transformative Journey,” identify meditation as the only evidence-based
technique for fostering vertical development and transformation in individuals.
They distinguish between two categories of meditation: concentration and aware-
ness practices. “Concentration practice is an essential element of the Buddhist
Eightfold Path and other contemplative traditions, East and West. While concen-
tration practices may differ across traditions, typically they include an object
of attention (e.g., breath, an image, a sacred word, a word or phrase called a
mantra) to which the practitioner returns, repeatedly, gently, and nonjudgmentally”
(Walsh 2000).

Mindfulness practice, on the other hand, is an awareness practice. “Formal
mindfulness practices orient around the Four-Points of Mindfulness (body, feeling
tone, thoughts, and senses) and include breath-awareness meditation (also referred to
as sitting meditation), walking meditation, and body-scan meditation. Informal
practices include bringing one’s attention to the current task (Siegel 2010, 2014)”
(chapter » “Leader Self-Development, Maturation, and Meditation: Elements of a
Transformative Journey” by Frizzell and Banner).

In my workplace spirituality research for Fetzer Institute (Neal 2018), I created
an annotated list of organizations that have some form of workplace spirituality
practices or programs. I discovered a growing trend in implementing mindfulness-
based practices in organizations. The driving force of the majority of these pro-
grams is stress reduction and cost reduction in healthcare costs. The organizational
motivation for implementing these programs is not a desire to support individual
transformation to higher levels of consciousness, but we can only hope that a
critical mass may be forming that would create a collective leap to greater levels of
compassion and wisdom. Frizzell and Banner, in their chapter » “Leader Self-
Development, Maturation, and Meditation: Elements of a Transformative Jour-
ney,” conclude:

As evidenced by studies highlighted in this chapter, mindfulness meditation has salutary and
transformative potential for individual leaders who regularly, consistently, and skillfully
practice. Although one transformed leader may not be able to transform an entire organiza-
tion, “transforming individuals through leader development efforts also transforms organi-
zations” (Day et al. 2012, p. 11). Whereas one transformed leader with greater self-
awareness and self-regulation can make a positive difference in an organization, investment
in mindfulness training for multiple leaders or leadership teams might transform entire
organizations. In turn, transformed organizations have the potential to transform societies
and the world.

Dhiman (2018) draws on the Indian wisdom tradition of Advaita Vedanta in his
chapter titled “Self Knowledge: Master Key to Personal Transformation and Fulfill-
ment.” Advaita Vendanta is an approach to nondual consciousness. One of the
primary practices is self-inquiry, a contemplative exploration into “Who am 1?”
Dhiman recommends having a close association with a teacher who is well-versed in
this teaching tradition because of the subtlety of the methodology. This is a journey
of discerning what is real from what is unreal, what is “I”” and what is “not-I,” what is
eternal, and what is ephemeral.
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Spiritual Leadership

Spiritual leadership has already been discussed above as a subcategory of transfor-
mational leadership. But I would like to add one more theory from my own research.
In the 1990s I interviewed a large number of business and industry leaders, leaders
who had an explicit commitment to their own spirituality. These leaders represented
all of the major religious traditions. There were also those who would define
themselves as spiritual but not religious. I discovered five qualities that were shared
by all of these leaders, and several of these will sound familiar: (1) self-awareness,
(2) passion, (3) integrity, (4) vision, and (5) playfulness. It is not unusual to find one
or more of the first four qualities in other theories of transformational leadership, but
I rarely see anyone discuss playfulness. However, playfulness showed up over and
over again in these spiritually based leaders. I asked leaders to tell me about the skills
that helped them to live in two worlds — the world of business and the world of
spirituality. These were the most common skills described: (1) knowing the future,
(2) risk-taking, (3) manifesting, (4) focusing, and (5) connecting. Every one of these
leaders had some kind of contemplative practice and a real commitment to making a
positive difference in the world (Neal 2006).

Group Transformation Theories and Practice

T-group methodology, also known as sensitivity training, was the first transformation
process to be studied and implemented at the group or team level. National Training
Labs (NTL) is one of the most widely respected professional growth and organiza-
tional development training organizations, and it was originally created as an
organization to study small group dynamics (Bradford et al. 1964). Congruent
with many of the themes in this Handbook, members of small groups were encour-
aged to be self-aware, authentic, as well as aware of others’ behavior and the impact
on self and others.

Just about every management textbook that has anything on group dynamics is
likely to reference Tuckman’s (1965) model of the stages of group development:
forming, storming, norming, performing, and adjourning. This model is widely
taught in universities as well as in corporations. Teams find it helpful to realize
that there are predictable stages that groups go through and that there are methods to
help the group move more quickly to the desirable stage of performing.

In the 1990s, Heermann (1997) developed a team-building methodology called
“team spirit” that integrated the best of group dynamics theory, organizational
development approaches, and spirituality. Through the use of experiential exercises,
teams are guided through six steps of the Team Spirit Spiral: (1) initiating, (2) vision-
ing, (3) claiming, (4) letting go, (5) celebrating, and (6) service. Service is at the heart
of the spiral and provides the sense of meaning and purpose that creates highly
cohesive and effective teams.

Three chapters in this Handbook offer very innovative and cutting-edge
approaches to group transformation. One of them is focused on energy healing and
two are focused on music.
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Dunow (2018), in her chapter titled “The Use of Energy Healing to Transform
Emotional Obstacles in Leaders and Teams,” points out that resistance to transfor-
mation in teams can come from unresolved emotional traumas and blocks and that
healing these unresolved emotional challenges through transformational energy
healing tools can help individuals in the team and the team as a whole. Drawing
upon the sciences of morphogenic resonance and cellular biology, she describes
what happens with energy healing: “In terms of physical and mental health, energy
healing practices are based on the idea that disturbances in the energetic or morphic
field are what create disturbances or disruptions in well-being. Rebalancing the
energetic field(s), individually and collectively can then help to restore health.”
Her chapter provides several energy healing tools that Dunow has used in teams,
with a description of the transformation process that occurred, and the positive
results achieved.

Cotter-Lockard’s (2018) chapter is based on her research work with classical
chamber musicians: “Collective Virtuosity: Lessons in Personal and Small Group
Transformation from Classical Chamber Musicians.” She describes collective virtu-
osity as the result of reflexive process that results from members’ own peak
performance. Through observation of rehearsal practices, she observed that various
techniques helped members to “expand and embody awareness, mirror gestures and
entrain energies, enter into a mutual tuning-in process, and to ultimately form a We
Presence in which musicians experienced collective virtuosity” (Cotter-Lockard
2018). This We Presence is very much like the unitary consciousness that is at the
highest levels of the stage models discussed earlier. Like Dunow’s chapter, this
chapter provides very concrete group transformation approaches that can be used in
organizational teams.

From South Africa, Nussbaum, who is an expert on Ubuntu in organizations,
describes the details and outcomes of a program she developed called “Finding US
in Music.” This group transformation method is designed for deeper group engage-
ment through integrating music with the African spiritual philosophy of Ubuntu and
with contemplation and reflection. After contemplative activities that help to create a
safe environment, participants share music recordings that have meaning for them,
telling the story about what the music means to them and why. Participants are taught
conscious, subtle, and refined ways to listen to each other, and both the sharing and
the listening have the potential to be transformative. Nussbaum underscores the
special impact that music brings to this experience:

Music has the potential to dissolve and transform the hardness of the heart and create the
possibility for human beings to own the paradoxes, the ambiguities, the dreams and the fears
in their lives to engage in profound connection. It is in the offering of self through music in a
relational setting that the wounds that still hurt can be owned and shared and be transformed.
Music is a language which is large and generous enough to hold the spiritual and the secular,
dissonance and harmony, paradox and ambiguity. Music expresses the universal, the sacred
and the profane, the revolutionary and the conservative, power and vulnerability, the sublime
and the ridiculous, the gross and the subtle, the beautiful and the ugly. As a mirror of life
music is profoundly accurate and the potential for the truth it offers in sowing the seeds for
transformation is relevant to organisations. (Chapter » “Finding US in Music™: A Method
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for Deeper Group Engagement That Integrates MUSIC with Ubuntu, Contemplation, and
Reflection” by Nussbaum)

There are an infinite number of approaches to group transformation, including
approaches drawn from the arts, from spiritual and religious practices, and from
traditional organizational development approaches. Some examples from the arts
include the use of improv theater, the use of creating visual artistic expressions, and
storytelling. Vision quests, labyrinth walks, time in nature, African drumming, and
group meditation are examples of spiritual practices that have been adapted for group
transformation experiences. Some traditional organizational development
approaches include assessment tools such as the Myers-Briggs Type Indicator, the
Enneagram, and numerous team effectiveness instruments. Nontraditional
approaches often include creating a shared team experience in a non-work setting,
followed by a debrief that helps to integrate the learning back to the work environ-
ment. For example, teams have gone to a cooking school for a day and learned how
to cook a gourmet meal together, teams have gone on Outward Bound wilderness
types of adventures, teams have done service projects at soup kitchens or in prisons,
and teams have gone together on visits to admired organizations to learn best
practices.

The key factors that support the likelihood of transformation from any of these
kinds of approaches are (1) facilitator competence and self-awareness (chatper » “It’s
Not What You Do, It’s Who You Are” by Conner; Neal 1987; chapter » “Finding US
in Music™: A Method for Deeper Group Engagement That Integrates MUSIC with
Ubuntu, Contemplation, and Reflection” by Nussbaum), (2) relatively high levels of
trust in the team, (3) some level of interdependency, and (4) a shared goal.

Organizational Transformation Theories and Practice

Two seminal works in the field of organizational transformation are a book of
readings titled “Transforming Work,” compiled by John Adams (1984), and an
organization theory textbook by David Banner and Elaine Gagne titled “Designing
Effective Organizations: Traditional and Transformational Views” (1995). Interest-
ingly, both books incorporate spirituality and consciousness in their approaches.
Despite these early beginnings, I believe that organizational transformation work
still has not become mainstream. It is not taught in business schools and is seldom
implemented in organizations or other systems. On the other hand, it is not a fad and
has lasted from the 1980s to the present. The models and examples in this Handbook
are testimony to the importance and sustainability of this field.

Transformation theory and practice at the organizational level includes both
individual and group transformation theories and practice, and it transcends them,
building on Wilber’s concept of “transcend and include” (2001). As mentioned at the
beginning of this chapter, transformation can happen three ways: (1) as a normal
evolutionary process, (2) from unintended consequences or unplanned crises, and
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(3) as intentional transformation interventions. Intentional interventions tend to take
one of two strategies. The most common strategy is top down, working with the top
leadership first and then cascading through the levels of the organization. The second
strategy is to select a unit of the organization that seems ripe for transformation and
to focus intensely on that unit for the purposes of creating a pilot project that can then
be replicated and scaled up through the organization. Both strategies have their pros
and cons, but critical to both is top management commitment and change agent
competence and presence (Neal 1997; chapter » “It’s Not What You Do, It’s Who
You Are” by Conner 2018).

Following is a high-level review of a few of the models and approaches, from
three perspectives: (1) scaling up, (2) breakdown to breakthrough, and (3) focus on
values. This is followed by a brief description of some of the case studies in the
Handbook that provide concrete examples of transformation in action.

Scaling up

The Face the Music (FTM) process described in Kwiecinski’s (2018) chapter
“Whole System Transformation With Music” describes a top-down approach to
organizational transformation but has also been used as a pilot project approach. It
is also a great example of scaling up a process like Nussbaum’s “Finding US in
Music” approach, taking a transformation process from the group level up to the
systems level. The FTM process takes the data (organizational dilemmas,
undiscussables, authentic stories, and expressions of feelings) that comes out of a
songwriting and performing experience and creates structure and processes that can
lead to changes in behavior, beliefs, norms, leadership styles, and organizational
policies, practices, and strategies.

Fox (2018) examines the mystical traditions of awaking the soul and scales these
up to an approach to organizational transformation, a process he calls “Activating the
Corporate Soul.” He describes three essential elements of corporate soul that must be
activated in order for transformation to take place. They are (1) the purpose of the
organization, (2) the values that represent the unquestionable foundation of the
organization, and (3) the volition of the organization — the subjective driver that
leads to engagement that is not accessible for external motivational means. Two
elements that support the tangible expression of these elements of the corporate are
(4) capacities — the skills and abilities, attitudes, behavior, and spiritual insights to
deliver the purposes, values, and volition of the organizational function — and
(5) action frameworks, the products and services that flow out of the purposes,
values, and volition. Central to Fox’s approach is the development of soul-driven
leadership.

In a separate chapter titled “Creating a Flow Organization to Lead into the
Future,” Fox (2018) presents the Gross Corporate Happiness® model and uses a
scaled-up version of the Hero’s Journey to guide the implementation of an approach
that creates a lasting shift in traditional mental models. This approach emphasizes the
movement from ego-centered organizational relationships to a culture that supports
intrinsic motivation. Fox states:
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Such a shift requires three vital steps within an organization: Firstly, expanding the
motivational context from an individual to a collective space in order to allow each
employee the possibility to connect to a shared purpose. Secondly, the purpose of that
space needs to reach out beyond the pure interests of the organization, so that motivation
can naturally transcend it and evolve beyond reward driven self-optimizing behavior.
And thirdly, it needs to be consistent and authentic in order to allow the individual to
naturally relate his personal contribution to it, to allow the development of an aligned
drive. (Fox 2018)

Breakdown to Breakthrough

Several organizational thought leaders describe transformation as resulting from a
tipping point (Gladwell 2002), as a bifurcation leading to a macroshift (Laszlo
2001), or as a dynamic of breakdown and breakthrough (Land and Jarman 1993).
Land et al. describe three overriding principles in creating a dynamic tomorrow:

1. Creating what has never existed before, not depending just on improvements to
what already exists

2. Making deep and powerful interdependent connections with one another, not
excluding people based on difference or separating functions

3. Being pull to a new kind of future, not being pushed by the past
(Land and Jarman 1993: 13)

Toomey in his chapter on » “Organizational Integration” posits that you cannot
have breakthrough without breakdown. He says:

What makes organizations unique as fields is that they exist in two states at the same time: a
default state, where it works to maintain continuity, and a generated state, where it works to
create and integrate discontinuities. The dominate norm for most organizations most of the
time is the first state. On occasion, an exception to the norm appears, one that does not
displace the norm, yet can cause considerable disruption. This is a generated state in which
something outside of the norm becomes real for the organization. That something may be
seen as good (a breakthrough), or as not good (a breakdown). In either case, something is
present that is a major deviation from the norm and is unexpected. How the discontinuity is
seen, as breakthrough or breakdown, can be very misleading, because a breakthrough is a
breakdown in continuity.

Ricardo Levy is a successful Silicon Valley entrepreneur. He is a board member for
several high-tech companies and describes a very difficult breakdown experience in
one of those companies as entering into the “crucible of anxiety.” A crucible, he
writes, “is a container that can withstand severe conditions, usually high tempera-
tures, which is often employed to conduct chemical reactions under harsh condi-
tions. As I consider some of the most difficult leadership situations I have dealt with,
many of which have involved personnel issues, I can picture stepping into such a
crucible and standing there with a great ‘churn’ in the pit of my stomach — and the
sensation of being ripped apart by the process” (Levy 2018). Levy is a regular
meditator, and he focused on the complexity and challenge of this company into his
meditation, visualizing it all in this crucible. In his meditation, he suddenly
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experienced the crucible outside of himself instead of being immersed in it, and this
new perspective led to overwhelming feelings of love and compassion for all those
that would be affected by the difficult decisions the board needed to make. In that
moment he saw the crucible transform into a “chalice of change” and found the
simplicity on the other side of complexity. From this place of love, and the sense of
sacredness that came with it, he could clearly see the actions that needed to happen.

Focus on Values
Richard Barrett’s (1998) work, mentioned earlier, presents a model of organizational
transformation that is based on identifying, clarifying, and activating shared values
throughout the organization. His “corporate tools” include a Values Audit that
measures values at seven levels of corporate consciousness and provide a structured,
action-oriented approach to living these values more consistently. These seven levels
of corporate consciousness are based on the chakra system and are scaled up to
describe chakra energies at the organizational systems level. The process includes an
assessment of values in different parts of the organization, including looking at
current values as well as aspirational values. From this analysis, the organization is
guided to take action toward creating policies and practices that are congruent with
aspirational values. His research has been able to demonstrate measurable improve-
ment in corporate outcomes when an organization is highly aligned with its values.
Nearly every chapter in this Handbook talks about the importance and centrality
of values. At the organizational level, this is especially clear in Fox’s (2018)
approach to Global Corporate Happiness® and Miller and Miller’s (2018) approach
to “Enabling Innovation with Human Values.” Miller and Miller provide a recipe for
transformation that is values-based (as opposed to value-based). The ten ingredients
are comprised of five principles and five practices that are suffused with human
values:

Five Principles

» Inclusion: Embracing the fact that every person has the potential to be creative
and innovative

o Strength-based: Building the self-awareness, self-esteem, and confidence for
being innovative

* Coherence: Integrating the resources for building and applying innovation
competencies

» Purposeful leadership: Stretching boundaries while consciously co-creating the
future

* True wealth: Measuring values, new knowledge, and achievement as outcomes
from innovation activities

Five Practices

» Common ground: Promoting a unifying language and understanding for being
innovative in everyday work

* Heartstorming: Using human values and innovative thinking to stimulate creative
ideas and produce comprehensive solutions
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* Disciplined freedom: Practicing the “art and discipline” of innovation with
wisdom and ease

» Synergy: Sustaining a positive team climate for innovative collaboration and
versatility

o Summoning the culture: Invigorating and institutionalizing the norms, values,
policies, and practices for enabling innovation with human values (Miller and
Miller 2018)

The authors go into detail on how to implement these five principles and
practices, offering their experience, perspectives, and guidance to those who wish
to create transformation with individuals, teams, leaders, and the entire organization.
They conclude their chapter by challenging our traditional understanding of the
purpose of business and offering a model of “whole innovation,” which has the
characteristics of “whole prosperity,” “whole persons,” “whole planet,” and “whole
principles.”

2 <.

Case Studies

There are a significant number of case studies throughout this Handbook. Three of
the chapters are specifically focused on going into depth about transformation
approaches in organizations, two from health care and one from higher education.
All of the processes and principles in these cases are transferrable to corporate
settings and to other types of organizations.

Schuijt (2018), in her chapter titled “A New World is Already Here: Lessons from
Radically Different Organizations,” describes a major paradigm shift that is leading
to fundamentally different ways of designing organizations. She calls these “under-
current organizations” and delineates nine characteristics that set them apart from
hierarchical, bureaucratic organizations, such as mind-set, purpose first, and auton-
omy and self-organization. She then applies each of these nine characteristics to a
company called Buurtzorg, a home healthcare organization in the Netherlands. The
results of the transformational process at Buurtzorg led to a 50% reduction in hours
of care, improved quality of care, and higher work satisfaction. Compared to other
home healthcare organizations in the country, Buurtzorg achieved high quality at
lower than average cost and received awards for the most satisfied workforce of any
company with more than 1000 workers. It is Schuijt’s belief that the only way
transformation in the organizational paradigm can come about is through the crea-
tion of radically new forms of organization, essentially replacing the old forms that
no longer work effectively in today’s world. This concept is reinforced by the work
of Sherman et al. (2018) in their chapter titled “Examining the Transformational
Power of Entrepreneurship.”

Ellis (2018) demonstrates the use of her INTOUCH model for organizational
transformation in her case study of an eye clinic. The title of her chapter is “The
Transformation to Open-Heart Skills and Mindfulness in Healthcare using the
INTOUCH Model.” This chapter describes six integrative practices and seven
open-heart skills that lead to personal and organizational transformation. The prac-
tices include assessments, customer care, a focus on values and purpose, the creation
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of mastermind groups, leadership coaching, and viewing work as a vocation/calling.
The open-heart skills are self-discovery, emotional intelligence, compassion, self-
awareness, courage, and vulnerability. The results of this systematic transformation
process were measured both quantitatively and qualitatively. Among other results,
this organization experienced a 45% increase in new patient ratios and a 44%
decrease in absenteeism. 81% of employees reported experiencing personal trans-
formation, and 72% reported experiencing organizational transformation.

The third case study in the print version of this Handbook takes place in a 1000-
person Student Affairs organization of Utah Valley University. (There will be addi-
tional case studies and theoretical chapters in the electronic version of the Handbook.)
The chapter is titled » “Bringing Mindfulness and Joy to Work: Action Research on
Organizational Change.” The transformation approach used was action research. This
chapter was co-written by Schuyler et al., and they describe action research as:

... a participatory process concerned with developing practical knowing in the pursuit of
worthwhile human purposes. It seeks to bring together action and reflection, theory and
practice, in participation with others, in the pursuit of practical solutions to issues of pressing
concern to people, and more generally the flourishing of individual persons and their
communities. (Reason and Bradbury 2008/2013, p. 4)

As the title of their chapter states, the aim of the transformation process in this
university was to enhance levels of mindfulness and joy in employees. Most
organizational mindfulness programs are based on individual practice and are
focused on stress reduction and productivity. The intervention in this case study
aimed to create a cultural change. Qualitative data from interviews pointed to an
increased sense of connection with one another, with nature, and with the meaning of
their work. If you revisit the earlier discussion on spirituality in this overview
chapter, you will see that their findings are quite consistent with literature review
definitions of workplace spirituality.

This section has provided models and case studies at the individual, team, and
organizational level. One topic that deserves much more study than this chapter or
book provides is global transformation. Despite what I read in the news, I deeply
believe that the world is going through a global transformation, one that builds on the
collective shift in consciousness that arises from individual transformational expe-
riences, from group practices that lead to group transformation, and from intentional
organizational transformation efforts. Jironet (2018) provides a thoughtful and
inspiring approach in her chapter mentioned earlier, “Global Transformation:
Visions of an Imminent Future.” She says:

In order for humanity to thrive during this phase of global transformation, they must urgently
embrace interconnectivity, place value in relationships based on trust, intuition and respect,
implicitly understand the implicate order of things and revise outdated definitions of power.
This is not just about ‘leadership’ as a nebulous or stand-alone concept. Leaders can
pro-actively benefit themselves, their organisation and the world at large enormously by
integrating psycho-spiritual aspects into their approach — but only if they are ready to act
with the courage to discard old, habitual fears in favour of conscious awareness of the power
of interconnectivity and interdependence. (Jironet 2018)
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Conclusion

Ervin Laszlo, in his book Macroshift (2001), included an appendix titled “About the
Club of Budapest: A Call for Planetary Consciousness.” The closing words of this
document are: “Planetary consciousness is knowing as well as feeling the vital
interdependence and essential oneness of humankind and the conscious adoption
of the ethic and the ethos that this entails. Its evolution is the basic imperative of
human survival on this planet” (Laszlo 2001: 214). I believe this imperative is true,
given the political instability, climate change, economic inequality, the increase in
hate crimes, and the rise of hate groups around the world. As mentioned in the
beginning of this chapter, it is essential to believe that transformation is possible,
perhaps now more than ever. There is a huge body of work by scholars and
practitioners that attest to the very real possibility that we humans — whether
individually or collectively — can transform. This does not mean that transformation
efforts are always successful or that you can follow a formula to achieve transfor-
mation in any situation.

Quinn and Quinn (2005) talk about the difficulty of facilitating transformational
change and the necessary consciousness or mind-set to be an effective transforma-
tional change agent:

On the other hand, transformation is not an easy business. It requires a great personal price. It
is always met with resistance. Many people have designed their lives so they never have to
leave their comfort zones; they become hostile when threatened by the presence of a person
who is truly committed to change. . ..It is also possible to corrupt the transformation model.
Many people can get themselves into a self-absorbed and purely internally driven state,
while thinking they are serving others. They then become very dangerous. . ..The challenge
is to become both internally driven and other focused without imposing one’s beliefs on
others. At that point, we put the good of the community first, and then the system has a better
chance of moving where it needs to go. At such times, we experience transformation and
increased understanding of how to become transformational. (Quinn and Quinn 2005:
266-267)

Once again, there is this shift in consciousness that is required in order to focus
beyond our self-centered needs and put our energy into serving the greater good.
Ironically, this shift of focus to putting the good of the community first can be one of
the most rewarding things to do, providing a great sense of meaning and purpose.
Alan Harpham was my dear friend, and my co-author on a book on spirituality
and project management (Neal and Harpham 2012). He said of the interfaith
gatherings he attended that the mystics of all of the various traditions — those who
sought higher levels of consciousness — had more in common with each other than
did people within particular faith traditions. It is my hope that after reading this
chapter, you feel something similar. This chapter has aimed at providing an overview
of the field of personal and organizational transformation, through examining five
interrelated concepts that are important to understand: (1) transformation, (2) trans-
formational leadership, (3) transformational teaching, (4) spirituality, and (5) con-
sciousness. There is no way to do any of these topics justice in just one chapter, or
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even in just one book, but I think it is valuable to show their interconnectedness.
Each of these has relevance for creating what has never existed before, whether we
are looking at individual transformation, group transformation, systems transforma-
tion, or global transformation. The many authors in this Handbook have a great deal
in common with each other, despite their differences. They come from different
countries and cultures. They come from different academic traditions. They come
from different organizational backgrounds and professional fields. But they all see
the possibility of a better world, and they are called to actualize that vision through
writing, teaching, research, leading, and consulting. They are edgewalkers, shamans,
radicals, and rebels. Like the mystics that Alan Harpham talked about, they love to
band together in collaboration when they meet like-minded people.

This chapter is my attempt to summarize their wisdom, as well as to share my
perspectives and insights from years of study of and practice with transformation.
At the end of it all, transformation is still pretty much a black box. While we can be
rational and linear about setting up the preconditions for transformation, and while
there are several methodologies that are likely to lead to positive outcomes, there is
still a sense of mystery about the deeper causes of transformation, what we refer to
as “grace, magic, and miracles” (Neal et al. 1999). There are phenomena that
cannot be scientifically or logically explained. There are sudden moments, critical
thresholds, when everything shifts, and the individual, team, or organization
suddenly sees the world in a new way. There is a quantum leap in consciousness
to a new and more complex way of sensing and of being. There is something
spiritual, transcendent, or divine about these moments, and it is important to honor
the sacredness of these occurrences. It is my hope that this chapter and this book
will encourage scholars and practitioners to continue the exploration of these
mysteries.

To conclude, here is a list of key principles of transformation that have been
discussed in this chapter:

1. There can be no systems transformation without personal transformation.

2. The importance of contemplative practice is central to individual transformation.
Contemplative practice can be focused on discovering what your inner self
wants or needs. Or it can be a way of tapping into your intuitive knowing. It
can also be a way to connect to spiritual guidance.

3. A key shift in personal transformation is the shift from egocentric to other-
centric and world-centric.

4. Vision and passion can be stronger than fear and provide a powerful force for
taking risks that can lead to transformation.

5. Self-awareness activities in teams, and a sense of compassion and trust for team
members, can lead to deeper understanding of one another and can result in
greater group cohesion and higher productivity.

6. A system cannot achieve a higher level of consciousness than that of the top
leader. Personal transformation in a leader creates the potential for organiza-
tional transformation in the entire system.
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Stage models help us to understand some of the more predictable steps of
individual, group, and organizational transformation. However, not all transfor-
mation occurs in stages. Transformation can also be sudden and discontinuous.
As a person or system develops through higher stages of consciousness, the
sense of “self” expands. The concerns move from ego-centered or self-centered
to an increased concern for the greater good.

A shift in consciousness results in changes in values, beliefs, and behavior, as
well as sense of meaning and purpose.

Transformation is the result of a breakdown which leads to a shift in perspective.
That shift in perspective can lead to breakthrough.

Mind-sets based on fear, mistrust, and the need for control provide obstacles to
personal and organizational transformation.

Transformation is an essential human and organizational process and is neces-
sary for survival.

Over time, humanity (and perhaps other sentient beings) is slowly but steadily
evolving toward higher levels of collective consciousness. This evolution does
have setbacks, but the general trend is toward a more humane and compassion-
ate world that works for all.

The possibility exists that there can be a collective quantum shift to a higher
level of consciousness, as a result of grace, magic, and miracles.

Since all transformation begins with personal transformation, I want to close with

a quote from Patanjali, the compiler of the yoga sutras from about 150 BCE:

When you are inspired by some great purpose,
some extraordinary project,
all your thoughts break their bonds;
your mind transcends limitations,
your consciousness expands in every direction,
and you find yourself in a new,
great and wonderful world.
Dormant forces, faculties and talents become alive,
and you discover yourself to be a greater person by far
than you ever dreamed yourself to be.
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Abstract

This chapter distinguishes transformation from change and explains how one
person can transform an organization or department. The definition of an organi-
zation illuminates that relationships and the conversations people have with one
another are key. A process and a model for transformation are described and
illustrated with specific examples. A contrasting example of what is not transfor-
mation is offered. Sample exercises and overview of others’ application of the
model and process are included. Distinctions that are relevant to transformation
are described; they are choice, the often unconscious approach to business as a
machine, speech acts, relationship with commitment, and advising others in the
organization of changes before they are made. Challenges to be prepared for are
illuminated, and the development of certain competencies is outlined and encour-
aged. An effective coaching or consulting relationship for transformational work
is described. It is proposed that transformation is actually the opportunity to listen
to what one is being called to do in the world and bring it forth.

Keywords
Leader - Transformation - Organization - Relationships - Conversations - Model -
Coach - Speech Acts - Trust - Practices

Introduction

Transformation is for those leaders in organizations called to a possibility that they can’t
quite yet see, but they know it has to be possible. Transformation has occurred when a
person experiences themselves, their relationships, and the world around them in a way
that is consistent with the knowing that called them to this path to begin with. The work
of transformation includes surrendering to the calling; choosing the focus, thinking and
emotion, and development of the body that aligns with the knowing; developing
intuition and therefore using the whole brain in leading; and being compassionately
and rigorously honest with one’s self. The capacities of trust, patience, sitting with
uncertainty, and self-awareness are essential to successfully pursue this path.
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There is common agreement among quantum physicists that everything exists in
relationship with everything else (Laszlo 2008; Schifer 2013). Transformation
assists us in living consistently with this discovery, so it is invaluable to integrate
this knowledge in working with people in organizations. We become more aware of
ourselves, why and how we do what we do, while becoming the leader — or person —
we truly want to be, creating the relationships that reflect our true selves and meeting
the future that we seek. It isn’t easy, because it takes letting go of first base to get to
second, when second base is not yet defined. It can’t be, because the person we are at
the beginning of the transformational process is not the person we will be in a few
months or years. However, through transforming, we are better prepared to lead
ourselves and our organizations, as we meet the challenges and opportunities of this
precious life.

Transformation
What Is Transformation?

In some ways, the personal transformation of a key individual can actually be the
easiest way to alter an organizational culture and its results, i.e., sales, profitability,
products, impact on the environment, and making the desired difference in the world.
The reason is that it actually does take just one person to transform for the organi-
zation to transform. It also takes patience, acute self-awareness, courage, and faith —
in himself and his relationship with his world.

The words organizational transformation have been applied when referring to
major change or new organizational efforts in an organization. It has been used
ubiquitously in the coaching, consulting, and training domains. I have been guilty of
using the words in marketing materials when I knew what I was offering wasn’t
actually worthy of the word “transformation,” as I define and explain it below. I
feared that if I explained what I meant by transformation and offered that as my
approach, that would keep me from getting clients. I also believe many people
haven’t actually experienced transformation as I define it, so they use the word in
ways other than I do.

As aresult of the overuse of the word, the work of what I call true transformation
has become confusing for those who may actually desire that transformation. Many
change and improvement efforts are just that: changing and improving what is
already being done. And, there is absolutely nothing wrong with that; it’s just
different from transformation.

I will use this definition of transformation: “A complete or major change in
someone’s or something’s essential nature, including a change in structure and
outward appearance as well as the way they think, feel and behave.” This definition
was arrived at after visiting Merriam-Webster.com and reviewing the definitions of
transformation, form, transform, and character.
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Transformation purists would probably require that a new level of consciousness
be attained to call it transformation. For purposes of this chapter and the models I
offer, I am not making that a requirement.

Defining Organization

I will also be defining organizations in a particular way. Most people I’ve worked
with have never really thought much about what an organization actually is. I have
found they unconsciously think there’s an organization because of the visible signs
and experiences of one: buildings, logos, a brand, television commercials, products,
clients, customers, services, providers, systems, departments, equipment,
employees, invoices to be paid, and so on. However, if every person in the organi-
zation walked out today, there would be no organization!

I define an organization as “the people, their relationships, and the conversations
in which they engage.”

This is worth pausing and reflecting on if you have never thought of organizations
this way.

An apt metaphor for transformation is what we know occurs when a caterpillar
becomes a butterfly. This description comes from the web site of Elisabet Sahtouris,
an evolution biologist and futurist:

A caterpillar can eat up to three hundred times its own weight in a day, devastating many
plants in the process, continuing to eat until it’s so bloated that it hangs itself up and goes to
sleep, its skin hardening into a chrysalis. Then, within the chrysalis, within the body of the
dormant caterpillar, a new and very different kind of creature, the butterfly, starts to form.
This confused biologists for a long time. How could a different genome plan exist within the
caterpillar to form a different creature? They knew that metamorphosis occurs in a number of
insect species, but it was not known until quite recently that nature did a lot of mixing and
matching of very different genome/protein configurations in early evolutionary times. Cells
with the butterfly genome were held as disc like aggregates of stem cells that biologists call
‘imaginal cells’, hidden away inside the caterpillar all its life, remaining undeveloped until
the crisis of overeating, fatigue and breakdown allows them to develop, gradually replacing
the caterpillar with a butterfly!

Such metamorphosis makes a good metaphor for the great changes globalisation, in the
sense of world transformation, is bringing about, as Norie Huddle first used it in her
beautiful book Butterfly. Our bloated old system is rapidly becoming defunct while the
vision of a new and very different society, long held by many ‘imaginal cell” humans who
dreamt of a better world, is now emerging like a butterfly, representing our solutions to the
crises of predation, overconsumption and breakdown in a new way of living lightly on
Earth, and of seeing our human society not in the metaphors and models of mechanism as
well-oiled social machinery, but in those of evolving, self-organizing and intelligent living
organism.

If you want a butterfly world, don’t step on the caterpillar, but join forces with other imaginal
cells to build a better future for all!
(Sahtouris 2016)
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How the Caterpillar to Butterfly Metaphor Relates to Organizational
Transformation

Each of us has imaginal cells, metaphorically speaking, within us. We have a
nagging sense that the world and the world of organizations could be metamor-
phosed in some way. Or, we have that sense about our own organization, or
department. One can transform a department, specific issues, such as a disastrous
relationship, or one’s self. Usually, people don’t even think about transformation as a
possible route for what to do next in a situation they would like to be different, unless
there has been a crisis or challenge that has seemed impossible to address. They
usually want to learn a new skill or ask the other person to do so, and that is often
appropriate.

To realistically enter the transformational realm, one must be done with the way
things are in their organization, department, or life and ready to transcend what is
currently happening.

Transformation is not a process of taking a caterpillar and attaching wings so that
it looks like a butterfly and then inserting an engine so it can fly. That is change. This
chapter is about transformation in the sense of the essential nature of the thing, not
just appearance and enhanced abilities.

The caterpillar is like many of us in our organizations, head to the ground, close to
the ground, inching along, a sense of heaviness, fullness. It reminds me too of an
army troop, all in lock-step.

The butterfly, on the other hand, emerges and enters the world in a whole new
way, able to fly around and leave the ground behind. It can see and go to places
unimaginable and unknown or even unknowable before. It appears lighter and more
beautiful and can inspire us with awe and wonder and grace.

Scientists have estimated that there are 15,000 to 20,000 different species of
butterfly. How many different types of organization might be available if we allow
ourselves to trust the process of transformation?

An Example of Organizational Transformation

I worked with a privately owned multimedia licensing company that was being
managed by two people who were not the owners. These executives were concerned
about the direction of the organization, because the owners were not focused on the
organization, profitability was declining, and some stellar employees had left. The
writing was on the wall. These two executives contacted me to see if I could help
them. We chose the path of transformation.

At first they resisted, questioning if they could actually alter the direction of the
organization since they weren’t the owners. Given that they were the people actually
leading the organization at the time, I knew we could accomplish what they wanted.
They had a vision for the culture. They described the emotional qualities and mood
they wanted. They spoke of those organizations that we know attract and retain
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stellar employees: dynamic, energizing, engaging, and challenging. They also knew
that they wanted people at all levels to be involved, contributing and participating.

Since income was also an issue, we worked with a spending plan system for them
to decide how much money they wanted to generate. This way of thinking and
feeling about money can be critical to the transformation of an organization, as the
focus becomes one of how much money they actually want to spend and why it
matters to them. This usually evokes excitement and anticipation, whereas budgetary
thinking tends to focus on limitation and reliance on the past. Using spending plans
is actually a sound transformational focus for an organization. We also engaged in
various exercises and discussions to help uncover beliefs and emotions regarding
money and how they made money.

By definition, the focus of a spending plan is what those involved want to spend
money on, and is not based on prediction or forecasting. People are encouraged to
declare what they truly want and develop plans and approaches that support it. They
relate to past experience as information and a reflection of their current thinking and
practices, which will need to change if the spending plan is a radical departure from
the past.

As they designed their spending plan, they were asked to observe which items
they had negative or positive feelings about paying and why. Then, with regard to the
items with negative feelings attached, they were to reflect on them and to develop a
way of thinking about them until they could actually feel at least neutral about
paying them. Although this takes work, it is key to fueling a desire to make more
money and do what is necessary.

There was resentment around paying one of their debts. Usually, where there is
resentment, there is an unconscious desire to hold onto the money. We don’t want to
let the money go to the person or organization. This can impact an ability to bring
money in, due to this internal conflict: “the money is owed and I want to pay my
debts, but I really don’t want to pay this debt.” It took some time, but eventually the
executives created a conversation that was true for them so that they actually were
happy to pay the once-resented debt. They realized the value that had been brought
by the person they owed and were excited about paying her so that they could end the
ties to this person. In addition, they realized that they had resented this debt because
they believed it was keeping them from using the money for other purposes. By
allowing themselves to grasp that they could have both the debt paid and the other
spending they wanted, they could release the resentment.

Having a coach or some other outside counsel can provide invaluable assistance,
because the coach is not captive to the interpretations of the situation that the client
has. As they engaged in the process of observing their relationship to various items
and altering their thinking and feelings, it became easier to do it on their own. They
also added new categories of spending and increased the line item for salaries, which
were expenditures that were really important to them. They had not allowed them-
selves to imagine what they really wanted to pay, since income had decreased.
However, to bring in more money, they needed to decide what they truly wanted
so that a plan could be put in place to bring in the money needed to fund the spending
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plan. We were using a speech act called a declaration. “A declaration is an utterance
in which someone with the authority to do so brings something into being that wasn’t
there before” (Budd and Rothstein 2000) (Brothers and Kumar 2015) (Flores 2015).

Another exercise invited them to observe their relationships with the other
members of the organization and the owners. One of the most critical realizations
was that they were thinking about all of the other people as idiots and would often
talk to each other about all the idiots they were working with. Obviously, they were
very annoyed with everyone, including themselves. They had plenty of justification
and evidence and were certain that everyone else was an idiot.

The two executives were already fairly self-aware and understood principles
related to language, focus, and relationships (which are addressed below). Therefore,
once they acknowledged this way of relating to others in the organization, they knew
immediately that transformation of their thinking, way of relating, and way of feeling
about themselves and all of the other people was required. This sounds easy.
However, once we’ve embodied our beliefs about others and engaged in interactions
over any length of time with these beliefs, our entire experience is cemented in the
often unconscious belief that this is the way it is and they are the way they are. We do
this with everything and everyone all the time. It’s natural and necessary to function
in the world. The challenge is to constantly remind ourselves of this habitual
thinking, especially if the relationships and situations aren’t working well for us,
or if they are working well, and we’d like something different.

The executives reviewed how they saw their coworkers and created how they
wanted to think about and experience them that would be consistent with their
envisioned future.

They also had to move into the chrysalis stage, where they reconfigured their
activities, beliefs, emotions, structures, focus, and conversations so that a different
organization could emerge. During that time, there was a deliberate letting go of the
past by focusing on thinking, emotions, conversations, and actions that were con-
sistent with the desired future and no longer indulging in conversations about people
being idiots. At the same time, there continued to be uncertainty about the future as
they allowed the process to reveal what wanted to emerge. They began behaving and
being with the others in ways that were consistent with their imagined future. This
was neither positive thinking nor a defined picture. They had to actually work with
themselves until they could truly believe what they wanted to believe and embody
those beliefs for the organization to thrive. They also had to feel differently about the
people, so that when they spoke to them and were near them they would bring those
fresh qualities to the interaction. They continued to explore how they could work
with others and discover new ways of being and new systems.

They reminded themselves how smart, hard-working, talented, and creative their
coworkers were, all of which were critical attributes given the nature of the business.
They changed the focus of staff meetings from talking about things that weren’t
working to talking about financial goals and how achieving them would impact
everyone in a positive way. They asked different staff members to assist in the
planning of meetings, so that more and different people were involved over time.
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The offices of these executives were in a building separate from everyone else.
They began daily walks through the building to have brief, upbeat conversations
while listening, to ensure feelings of connection and respect.

Most employees worked in cubicles, yet they sent emails to people who sat in the
one next to them. That practice was discontinued, and emails were used to convey
and verify information, not to carry on conversations. People were asked to get up
and go to the person to talk. The mood of the organization began changing very
quickly.

The sales team were having conversations that sales were down due to a reces-
sion. Obviously, continuing those conversations would not result in sufficient sales
to fulfill the new spending plan. New ways of seeing themselves, their clients, and
the economy were key to enhance sales. They began to relate to their clients as
partners to explore how the image the client wanted to license could help the client
sell more of their products.

After about nine months of consistent and determined practice, the culture was
transformed, profits were dramatically improved, and spending was consistent with
the plan they had designed, without an increase in expenses.

One might ask why people don’t do this more often. Good question. The two
people who were ultimately responsible for the future of the organization were the
ones who did most of the work of transformation. They had to transform themselves.
They changed how they thought, felt, and behaved.

Before these clients hired me, the focus of the people who worked in this
organization was only to do their jobs every day. Work became stale and boring.
Employees thought of the organization as a family business and talked about it that
way, leading people to tolerate one another. The focus for the transformation was to
articulate and embody direction while rallying full engagement of everyone as a
viable member of the organization. They wanted to experience aliveness, care, and
expansion, as the well-being of all was enhanced. There had been a fear that they
would lose the qualities of familiarity and care that they associated with being a
family business. These weren’t lost and were in fact enhanced during the process.

These ideas came from the two executives, and they needed the support of an
outside consultant or coach to articulate what they were sensing, to see and experi-
ence possibility and to help them become the people who could lead in the way they
truly wanted. That was the work in the chrysalis, using the caterpillar to butterfly
metaphor. People learned, changed ways of being, and engaged in new personal
practices as well as new business practices and systems.

For people in some organizations, this might seem like what you’re already doing
and being, so what could transformation offer in that situation? If the organization is
already an ideal place to work, so-to-speak, yet the leader wants to explore trans-
formation, we know that she has that hunger for what is next. Through asking the
leader to explore what she is curious about or what that future is that there’s a fire in
the belly to create, we can learn whether the route of transformation is possible or if
the approach is one of improvement.

If I had simply advised these two executives that they needed to evolve beyond
the family-owned approach to one of self-direction, there probably would not have
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been transformation. When one takes the advice to make changes without experienc-
ing the internal drive, it is less likely that their way of being and relating to
themselves, others, and their organization will change. They might merely have
added new behaviors and processes to the current situation, like gluing wings onto a
caterpillar.

One of them had already spent about two to three years involved in her own
personal development, so she trusted the principles and me, her coach. Therefore,
for other organizations, the process would more-than-likely take more time. Also,
most leaders are very busy and want others and/or the systems to change, thinking
that the problem is other people and systems. Even these two executives began
their engagement certain that the problem was everyone and everything else. There
was also a recession at the time. Employees were idiots. If a leader holds to the
stance that it’s everyone and everything else that needs to change, there will be no
transformation.

Before the Transformational Process Begins
The Leader Must Be Fully Committed

The leader or person who desires the transformation must commit to the path. The
transformational process can occur organizationally, departmentally, or individually.
If the client is the owner, CEO, or department head, that person must be committed to
their own transformation if they want the organization or department to transform
(McGuire et al. 2015; Knapp 2005). The organization is the way it is as a result of the
person who leads the organization (Anderson and Adams 2015; Barrett 2014).

It is possible for a department to transform or a person to begin transformation
efforts even if the leader higher up doesn’t transform and if the person who desires
the transformation is committed to the process and is willing to assume the chal-
lenges that go with the fact that they’re engaged in the process, but the organization
as a whole is not (Block 2002). Those challenges are addressed below.

At some point, if the transformational approach is possible, the key people
involved will experience a strong desire for a future they may not be able to
completely describe. Sometimes, they experience the longing before they begin
the process with their coach or consultant. Other times, as the leaders are going
through a change process or change caused by environmental pressures, there
awakens a desire for something beyond what can be seen as possible.

Typically, the key person will be either terribly frustrated with the way things are
or will have an incredible vision that they feel compelled to listen to and manifest.
By listen to, I mean that they are sensing a direction they would like to go in, which
we sometimes refer to as a calling, or being called, or simply a very strong desire. It’s
the sense that “there is something I have to do.”

Either way, the person who seeks transformation will have an imagining of what
he would like the organization to be. As is often the case, it could start with a
conversation about what he doesn’t want but eventually what the vision is will be
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revealed. It will probably have the feel of a calling or an incredible drive of some
sort. Many will be unable to speak about it in this way, but the coach or consultant
who is working with a client will listen for this. It might just be a spark, which can be
fanned through conversation, inquiry, reflection, and allowing oneself to dream. A
fire in the belly starts with a spark. The fire in the belly is required.

The vision I'm referring to is not goal-setting, responding to market changes, or
seeking to have the organization be more profitable or create a new line of products.
If the focus is on the members of the organization becoming better at meeting goals
or more skillful at being prepared for the future, that is wonderful — but it’s just not
transformation. The leader will need to have a focus other than goals from the
beginning. That is, many times, what is wanted is more profitability or substantial,
rapid growth. If the focus has always been profitability or growth, doing something
to enhance that will be more of the same focus, so can’t by definition be
transformation.

And, for many seeking transformation, if higher profits and speedier growth were
important, that can still occur. They are not mutually exclusive. As with the example
above, my clients wanted more money, as they wanted to increase salaries and pay
down some debt, among other things. However, the main focus was how people
engaged with each other and with the work product of the organization. And, without
knowing it ahead of time, they became prepared for a huge expansion that came by
way of another business using their product.

The opportunity for the leader is to listen to that call, respond, and live it. Their
inner knowing is calling to them like the caterpillar knows when it is time to prepare
the cocoon. For most of us, listening to the calling and following through are easier
said than done.

It takes time and nurturing. It takes time because our biology, emotions, thinking,
and listening have to catch up to the imagined, and unknown, future.

The undertaking of transformation is to become the imagined butterfly. We notice
there is no similarity in appearance between the caterpillar and the butterfly. In
organizations, the change in appearance probably wouldn’t be as dramatic as the
insect’s, as you would still have people and desks, customers, clients, products,
services, and so forth.

The leader may not have a major shift in outer looks as we might normally think
of it, yet the nature of their presence and actions will shift. Some people have had
profound alterations in outward appearances, as some lose weight, begin to dress
differently, and at a minimum stand, sit and talk differently.

However, the appearance that would be different would be the experiences of the
people involved, how they interact with each other, how they participate, the
character of the relationships, and possibly the products or services themselves or
the delivery thereof. The conversations would be different. The focus of conversa-
tions, topics, and outcomes would be different. The perspectives taken, as with the
butterfly, would be different. The world appears differently after transformation, so
the ability to engage with the world changes.

And, similarly to the butterfly, which emerges from new cells, we actually create
new neural pathways as we think and focus on things in a new way (Siegel 2017).
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How Do We Get At the Organizational Butterfly?

The leader may, and probably will, start by talking about change, meeting goals,
improvement, or being more effective, because that is what most people are used to
talking about. That is the language of organizations. An education about transfor-
mation as described herein must occur so that the leader can make a choice and that
education can also help her become freed up to share what she would truly like, in
her deepest imagination, to pursue.

A way to explore what is calling the leader is to explore what the experience is
that she desires. This includes addressing these questions:

* What do I want to create?

* How do I want people to be with one another?

*  What sorts of products or services do I imagine?

»  What experience will I be having when we make more money?

* What in my wildest dreams would I like to have and experience?
* Who and how would I, in my deepest longing, like to be?

*  Why does this matter to me?

The imagined future must be challenging and far-reaching to the leader. If that
potential isn’t grand enough, it will probably be impossible to undergo transforma-
tion, because the people in the organization can simply get better at what they’re
already doing.

As we probe deeper, we usually find that leaders have incredible aspirations for
themselves and the people with whom they work as well as their products and
services. They want someone to help them believe in what they sense they really
want to do.

With my clients, as I probed more, I found how much they cared about the
people with whom they worked and that they wanted them to be around and work
together for a long time. They wanted them all to enjoy their work and come alive
at work. Things had become too routine. They wanted more passion, and yes,
growth, but growth from all of the changes, not growth required to meet goals. If
the focus had been to meet financial goals alone, some of the things we did might
have been the same, but the flavor of the business would not have changed. There
might have been some new energy with new processes and skills, but that would
subside over time. The new focus was one that would be a long-term focus, with a
commitment to maintain and continue to enhance the enjoyment of working and
being there.

Checking for Commitment
The leader must be fully committed. Commitment is a somatic experience. That is,

we know in all our being whether someone means what they say, as [ know in my
being whether I mean what I say. The challenge for coaches and consultants is to be
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present and aware enough ourselves to know if the client is actually making the
commitment. And leaders want to be honest with themselves. That being said, it
doesn’t mean there might be doubts, concerns, or hesitation. We’ve all been fully
committed to an exercise class or a marriage, for example, and a few weeks in we are
ready to quit. But we don’t. We don’t quit because we revisit why the commitment
matters to us, and we recommit. This is an ongoing part of any meaningful endeavor,
but it is critical to pay attention to commitment at the beginning of an engagement to
pursue transformation.

Besides exploring what the leader wants via transformation, the process must be
explained before seeking commitment.

Overview of the Process of Transformation

It is invaluable to explain to clients the model being used. The one I typically use is
described below.

Model for Coaching Leaders and Others

How the leader sees, interacts with and experiences the people in the organization
and their work in general will be metamorphosed as he is transformed. How he sees,
interacts with, and experiences the world around him is determined by his way of
being (See Fig. 1).

Our way of being determines our way of doing, or what we do and how we do
what we do, which includes the actions we take or don’t take and what we say or
don’t say. As a result of what we do and how we do it, we have the outcomes and
experiences that we have. Many who want things to be different in their life focus
only on making changes to their way of doing. Sometimes that is all that is needed.
For example, if I’'m disorganized, I might merely need to learn a system for
organization, and once I learn and use that, I stay organized. However, if I can’t
stick with this new system, my way of being is probably not consistent with staying
organized.

Way of Doing

Outcomes/
Actions Experiences
Speaking

Way of Being %

Fig. 1 Interrelationship between way of being and outcomes
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Way of Being

Body
Language
Mood and
Emotions

Fig. 2 Elements of way of being

Our way of being is determined by our:

* Body
» Language, which includes our thinking as well as our speaking and listening
* Mood and emotions/feelings

Each of us is always unconsciously doing what we can to keep our body,
language, mood, and feelings in alignment (see Fig. 2). Our way of being must be
consistent with the outcome and experiences we wish to have, or we won’t be able to
realize them.

Therefore, to alter our way of being, we alter our body, language, mood and
emotions to align with the outcomes and experiences we desire.

There are numerous models available to illuminate a person’s way of being. This
is not the only one, by any means. Practitioners, however, will want to engage with
one or more models in order to support a client in being able to observe his or her
way of being and to design practices to support the shifts that will need to take place
for transformation. Some of the models I recommend are from Integral Coaching
Canada, Newfield Network, and New Ventures West. Practices are specific activities
and exercises designed to support the development of new capacities, skills, ways of
being, and ways of observing.

Body

Body means our biology; posture; breathing; tension; flexibility; health; stamina;
physical sensations, such as aches; and how we move. For example, if a leader
desires to experience others she works with as fully engaged and inspired, but her
posture and movements are lackadaisical, that can explain at least partially why
others aren’t engaged. One aspect of posture that has been important for me
personally is to ensure that my head and heart are aligned. My head tends to be
ahead of my heart, as it is for many in Western cultures. However, this can create
stress and the inability to listen to the intelligence of the heart (Pearce 2012).

The leader wants a body that is consistent with what is desired.
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Language
Language means what we think, what we say, and how we listen. It impacts what we
do and impacts ourselves and others emotionally.

Say these two statements out loud, pause after each, and notice the difference in
your body and emotional state:

I have too much to do today and no time to meet with Bob. I dread that meeting. Tell him |
will get back to him when I can.

I have many fascinating things to do today. Bob wants to meet. I want to support him. Please
tell him I will call at 3 today to schedule it.

What do you observe in your experience? What would you want to do next after
making each of these statements? Also, imagine the impact of those two statements
on the person who heard them.

Besides becoming aware of our current thinking and speaking, we want to learn a
language that is consistent with the new future we desire.

To be effective in any domain, we must know the language of that domain. Bird
watchers have names for different birds and, as a result, can see birds I can’t. I know
a cardinal and a hummingbird and that’s about it. All other birds are just birds to
me. | have incredibly limited ability in the domain of birds.

Whatever organization you are in also has a language unique to it. If someone
new wants to be successful in your business, they would have to learn its language.

To be effective in the domain of transformation, there is a language to learn and
use. Language as used here doesn’t mean a foreign language. It means knowing
distinctions, such as those in this chapter, and talking in ways that support transfor-
mation. For example, we’re looking at mood and emotions, body, and language in
ways you might not have thought of before. In addition, depending on the imagined
future, there may be other language related to that future to be learned. Conversa-
tions with people will include activities and topics that haven’t been discussed before
or will be addressed in new ways.

Thoughts are a component of language. Many aren’t aware of the thoughts they
are thinking all the time.

If you aren’t yet skillful in observing your thoughts, here’s a quick exercise to
reveal the thinking that is occurring. Pause for about 20 seconds right now before
you read the spoiler alert in the next paragraph. Just pause and listen to that little
voice we all have talking to us all the time. Pause for 20 seconds.

Did you hear it? It’s that little voice that was saying things like, “What little
voice? This is silly. I already know this.” It is critical for the leader to become acutely
aware of his thinking. It will inform him of his focus of attention, thoughts, and
beliefs about people, situations, himself, the organization, sales, expenses, limita-
tions, opportunities, and mood, for example.

Our speaking reflects how we experience the world and what matters to us. What
we say has incredible influence on ourselves and others. Our speaking generates
mood, emotion, and action, including non-action, and it influences relationships.
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The leader’s conversations reveal her relationship with her organization and the
people with whom she works.

We can only listen for that which is consistent with our way of being. Here’s a fun
example. I love Diet Coke. Several years ago, [ was with some colleagues ordering
lunch; there were about 15 of us. The waiter was standing right next to me. I asked if
he had Diet Coke. He answered me; I heard noise, but could not understand what he
said. I had to ask him to repeat his answer as I focused on what he was saying. The
person across the table from me and about four seats down heard him. The waiter
clearly said, “I have Diet Pepsi.” I couldn’t hear him because it wasn’t in my
listening. My colleague drinks Pepsi, so easily heard what he said, because he was
listening for Pepsi!

This selective listening is going on with us all day long; we hear what we are
listening for. It takes practice to expand our listening.

Mood and Emotions

Mood is the underlying mood we bring to life over a consistent period of time. It is
like the climate. An underlying mood might be resentment, resignation, peace, or
curiosity, for example.

Emotions are like the weather and vary throughout the day. We can be excited
about a new possibility 1 minute and then hear something that causes our emotions
to shift to anxiety. Our emotions (also called feelings) and moods predispose our
doing. We can only take actions and speak consistent with our mood and emotions.

Our organizations (since they are actually all of the people and their conversa-
tions) also hold a mood. You may have noticed when you’ve walked into your own
workplace that you experience a change in the quality of feeling in that environment
from where you were a few minutes before. Or, you’ve been in a store where you feel
really comfortable or another one where you can’t wait to get out. That’s what we
mean by the mood of the organization.

Example in Relationship to Model: This Is Not Transformation

Now that we’ve looked at our models, we can see that if the leader of an organization
wants it to grow from a $20 million to a $30 million company, he can do that without
transformation. He can focus on the way of doing and merely hire more people,
come up with better products, and start marketing initiatives, for example. He can
train people to be more effective leaders, managers, and employees.

I once worked with the owners of an organization who had engaged in some
workshops that involved transformational processes. Those owners wanted to bring
some of what they had experienced to the employees and managers in the organi-
zation. We did that, and the work we did was quite successful; profitability and
market expansion continued. We did some transformational processes in the work-
shops, but they resulted in short-lived transformational experiences as distinct from
ongoing transformational change.
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The managers became more skillful at managing their coworkers. The owners
eventually sold the company, and the new owner told them a few months later that
one of the things he liked best about the company was the management. All in all,
quite a success.

However, I realized some years later as I was examining what is and isn’t
transformation, that we hadn’t done transformational work. As we worked together,
the owners became much more skillful leaders, but the focus on leadership and
management improvement was to increase growth and enhance the management, not
transformation. The owners would have had to have undergone transformation in
relationship to the people and the organization, and that was not the focus.

Practices

The work of transformation involves ongoing practices and conversations designed
to facilitate the transformation. Practices are customized, purposeful exercises, and
reading that impact the way of being, i.e., the body, language, mood, and emotions
(see Fig. 2). They are used to develop specific capacities or abilities necessary to
move into the desired future. This leads to a change in focus, actions, and speaking,
which results in the desired transformational outcomes and experiences. Some are
short-term, and some are long-term or possibly lifelong practices. All have an
element of observation and reflection. They must also be designed in a way that
the leader will actually want to do them.

Practices might include embodied reading, new forms of conversation, medita-
tion, yoga, aerobics, writing, or skill development, such as listening or having
difficult conversations.

Discussions with a skilled practitioner, such as a consultant or coach, focus on
ensuring that what is being learned and practiced is integrated over time. Conversa-
tions should be focused on assuring the leader is able to observe the changes he is
making and that the changes are becoming a natural way of being. Borrowing from
Wilber (1996), as we develop, we want to transcend and include. We of course retain
all that we know and are up until this moment, i.e., include, and then apply ourselves
to our development in a way that we go beyond where we are, i.e., transcend. Some
current abilities go into the background, yet are still available to us, and as we alter
our way of being, the new aspects will be in the foreground.

Practices are designed throughout the process taking into consideration the time
they will take to do in relationship to the person’s other responsibilities. The coach
will also want to ensure that the leader actually embraces their value and desires to
follow through. The design of the practices is informed by both what is occurring for
the person now and what will assist the ongoing transformation.

The transformation is ever-evolving: as the way of being is expanded, new
possibilities, discoveries, ideas, processes, and systems will arise that could not
have been foreseen.

After reviewing the models and process with the leader, she can choose if she
wants to pursue that path.
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If she is ready to begin the work of transformation, the leader would have
accessed and connected with a fire in the belly for transformation, experienced
commitment, and understood the process. Now we begin with one of our first
exercises, the self-observation exercise.

Applying the Process
Awareness

The first step is for the leader to become aware of her language, body, emotions, and
mood. Through awareness, new possibilities and choices become available.

Without awareness, we are engaging in behavior and conversations that are
habitual and automatic, usually based on what we’ve always done and what we’ve
learned from others and our culture. Unless we have practiced self-reflection, we
won’t have the awareness to make these choices (Almaas 2008; Mclntosh 2007;
Brothers and Kumar 2015).

Here is an example of what can happen when we take some action and think that
will resolve a situation, without being aware that our way of being was what
contributed to the situation in the first place.

A leader might fire an employee who reported to him, due to poor performance,
and hire someone else. If the fired person had been performing poorly for some time
and much energy had been focused on the situation, there is a likelihood that a
similar circumstance will develop either with the same position or elsewhere in the
organization. The people in the organization have experienced this negative situation
for a period of time, so they will likely find — unconsciously — some way to continue
to have a focus for their negative conversations. The odds are very high that either
the new person will not perform well, create some disturbance to merit being fired, or
that something else will develop in the organization that gets the same attention and
feeling qualities. We tend to maintain the status quo unless we are aware and vigilant.
I will discuss this more in the section entitled Homeostasis.

Because the person newly hired is different, or the situation is different, we might
come up with explanations for why it’s not working out that are unrelated to what
had gone on before. That is why it can take a long time to catch on to the reality that
we keep having the opportunity to have a disturbance that needs addressing.

The manager of the fired employee will want to reflect on the impact his way of
being had on the situation involving the fired employee.

We can think of it like a closed loop. As long as my way of being remains as it is, |
will only be able to have outcomes and experiences that are contained in that loop.
They might be more, better, expanded, or contracted but will be similar in the lived
experience.

The work of becoming more aware prohibits many people from considering the
transformative path. People are afraid of what they might learn about themselves. I
have heard that expressed many times from potential clients or people who have
become clients who told me later why they had never pursued coaching. This fear
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was never one | had personally. But, rest assured, I have never worked with anyone —
and I’ve worked with thousands of people — who ever revealed anything to them-
selves that they didn’t already know or that was horrifying. Quite the opposite,
really. I find people are truly inspired by the awareness, possibility, freedom, and
control they experience as they become more aware. The control they experience
isn’t over situations or other people but with themselves. It actually brings an
incredible ability to focus and feel empowered. It is really quite beautiful and
liberating.

For transformation to occur, we have to look at and study ourselves. Many times
we think we want transformation in order to get away from how things are; we want
things to change out there, or we want other people to change. We can’t change other
people; we can only change how we experience them and relate to them. This
doesn’t mean we can’t ask others to do their own personal development work.
But, as noted before, we want to stay vigilant that our own way of being with the
person had some influence on how they are in our environment.

Like the caterpillar, we have to get in there and be messy. We get to be messy with
ourselves and with others. We get to examine what we’re really up to, what we want,
and who we want to be. Transformation is all about the person or persons seeking
transformation, and not anyone else. I promise you: if you are seeking transforma-
tion, what you are seeking is seeking you (Huber 1990).

We observe that what we focus on via our body, thoughts and emotions impact
what we do and the outcomes we experience. Our way of being causes us to focus
our actions and speaking a certain way. Whatever we focus on expands. Another way
to put this is that energy follows our attention. An element of transformation, then,
incudes focusing our attention in ways other than our norm, toward desired out-
comes and experiences.

And with awareness comes responsibility. Once we become aware of our way of
being and realize we can make choices, we can be responsible.

Sometimes I work with middle managers of an organization engaged in transfor-
mational work. When I offer that an organization will mirror the leaders of the
organization, they invariably ask if they can blame everything on their superiors. The
question is asked somewhat in jest but with a bit of hope to hear that they might be
able to abdicate the responsibility of which they were becoming aware. My response
is that now that they are aware of this, they have the choice to be responsible, being
with their managers as well as those who report to them, to create the organization
they truly desire!

Once the leader has decided to pursue transformation, becoming skillful at self-
observation is key. Here is a sample exercise.

Self-Observation Exercise Example
Practices are always designed taking into consideration what the designer believes

the ability of the client is to engage with the practice. For purposes of this sample, I
am assuming the leader seems fairly self-aware.



The Truth About Transformation: One Person Can Change the World 65

I would ask the leader to observe himself in conversations throughout the day for
two weeks with these three questions in mind:

1. What is the purpose of your conversation?
2. What is your experience (feelings and physical sensations)?
3. What do you observe about how the other person or persons respond?

At the end of the day, or at other times, the leader would bring to mind two or
three conversations and write his responses in a small notebook that he would carry
with him. Some people prefer to use their computer to capture their thoughts. At the
end of each week, he would be asked to review his notes from that week and write
his responses to these questions:

1. What did you learn about the focus areas of your conversations?

2. What patterns of your experience do you notice?

3. What are you aware of now that you weren’t before about how others respond to
you?

At the end of the two weeks, we would discuss what was learned and what that
made possible. We will have insights into the client’s ability to observe and reflect as
well as what he is paying attention to and what, at this point, seems important to him.
All of this is taken into consideration when designing the next exercises and
practices.

Practices

Over time in my coaching approach, the leader will engage in various practices, as
described above.

I was working with an executive who was concerned that the team of people he
was leading were not as engaged and creative as he would like. He knew his
coworkers were very intelligent and had a great deal to contribute, but they were
merely doing their everyday work without striving to enhance or advance their
department’s way of delivering services to the rest of the organization. He wanted
them to participate by offering ideas for improvement and innovation, and he
couldn’t understand given the caliber of people why this wasn’t happening. During
our first meeting, I noticed that he sat in his chair in a slouched position and that he
talked in a cautious manner, so I asked if he led staff meetings that same way. He said
he did; the person who had preceded him had been somewhat intimidating, and he
wanted people to feel safe. He had embodied that really well; people loved working
with him and the others in the department.

I offered metaphors that could illuminate his current way of being and what a new
focus could be to create the work environment he envisioned. I proposed that he was
being a guardian of the community, much like the Jimmy Stewart character in the
movie, Its a Wonderful Life. His new focus would be that of the Mel Gibson



66 P. O'Neal

character in Braveheart, emphasizing his ability to communicate in a way that others
were inspired to be their best and pursue a powerful vision. We designed practices
and activities that would support the development of the capacities of determination
and urgency as well as the abilities to challenge others and evoke inspiration. At the
office, one would see him sitting up straight, on the edge of his chair, and speaking
more quickly and enthusiastically. Some of the practices to support these actions to
become embodied and natural included going to the gym, doing aerobics, practicing
the mountain pose, and using free weights. His body became more energized, and he
became comfortable with the new posture and way of interacting.

Other practices included having conversations with employees about what
mattered to them, taking perspectives of others and articulating a vision. He culti-
vated an entirely new relationship with challenge as a way to actually support others
in growing and experiencing his care and belief in them, without being intimidating.
He also became skillful at observing his emotions and modulating his emotional
state to support the experiences he intended with others.

The practices of this executive impacted the body but also the emotions, mood,
and way of speaking. The reflective part of the practice invited him to observe and
write in a journal what he was thinking, feeling (physically and emotionally), and
learning as he did the practice. As he transformed, so did his department.

The body is often ignored when seeking change in organizations. Yet, the leader
will want a physicality that is consistent with the transformed organization she seeks.
A simple example is one where the CEO knows she wants people in the organization
to talk with her about issues and ideas. The CEO moves her head, arms, and hands
quickly, walks hurriedly, and bounds out of the chair ready for action at the end of a
meeting. When someone moves quickly, others can get the message that there is no
time for communication that is exploratory. A practice might invite the CEO to walk
more slowly and pause a few seconds at the end of a conversation before leaving the
chair.

Practices or conscious habits don’t have to be complicated or take a lot of time.
Paying attention to what is experienced in the body and what messages the move-
ment of the body sends is key. Over time, a leader who has the fire in the belly for
transformation will begin to come up with her own ideas for practices as she builds
the language and understanding of transformation.

If I want major change, such as transformation, I must have a body that is filled
with life, vibrant, alert and strong, as well as capable of stillness and patience. The
leader or coach will want to ensure there are practices that support the development
of this body. You will find more about these capacities in the section on Challenges.

Specific Distinctions, Skills, and Capacities Critical to Successful
Transformation

Choice
When we become aware of our current way of being, we want to remain vigilant, so
we can make choices that align with the future we desire. We can only make choices
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when we are aware that we can make choices and aware of the ones we are making.
If a person believes they don’t have a choice, then they don’t for practical purposes.
However, once we become aware, as anyone reading this now is that we always have
a choice, we want to remember that (Koestenbaum and Block 2001). I might not like
the possibilities that I am choosing, but I still have a choice. In business, people often
say they don’t have a choice but to lay people off. Yes, they have a choice; the
consequences and other possible choices would just be different.

Way of Thinking of Business

Many people think of business as a machine. It will be revealed in the way the leader
talks about the organization and the people who work there. “We have a well-oiled
machine,” or “we need to become one” is often mentioned. One can’t transform a
machine, so from my perspective, it’s not a useful metaphor for the business. The
leader will find it valuable to explore various models or metaphors that allow for
transformation (Morgan 2006). Possibly thinking of the business as people working
together or a community or an organic process will be more suitable.

The leader will also want to examine her relationship with coworkers. Many
people unconsciously consider those who work with them as tools to support them
to get their work done. And, we tend to relate to people as fixed, rather than
evolving. None of us is the same person today that we were yesterday. We have had
24 hours of new experiences, received information, and gotten older. Nothing is the
same, yet we tend to relate to each other and the world as if they are the same today
as yesterday.

Since an organization is actually the people and conversations, the leaders will
want to relate to others as they relate to themselves, as human beings, not as
mechanical objects. Transformation doesn’t involve changing some things and
moving things around. It actually requires relating to and being in the world in
whole new ways.

Speech Acts

We coordinate activities with others through our language, in speaking or writing.
Attributing the work of John Searle, J.L. Austin, and Fernando Flores, Brothers and
Kumar state:

«

. [N] o matter what, when human beings are thinking or speaking, we are always
involved with one or more of the following:

1. Assertions
2. Assessments (a special type of Declaration)
3. Declarations

4. Requests

5. Offers

6. Promises” (Brothers and Kumar 2015, p. 181)

Being skillful in the application of these speech acts is key to experiencing the
relationships, work environment, and results we desire. Sieler provides these
descriptions:
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*  “Assertions deal with deciding what is and is not factual in our world. This is not a trivial
matter as we base much of our reality and daily living around what we know to be factual.

* Declarations are statements with the force of some authority behind them, which
immediately bring about a change in circumstances and the generation of a different
reality.

*  Assessments are our opinions and judgements.

* Requests are attempts to have people do things for us.

* Offers are when we put ourselves forward to do things for others.

* Promises are when we commit ourselves to do things for others.” (Sieler 2003,
pp. 140-141)

I will go into more depth here with regard to assessments, because being aware
that our assessments are opinions and judgments is supportive as we work to
transform an organization. Most of us treat our assessments as facts or assertions.

There is nothing wrong with assessments; in fact, they are necessary to be able to
get through the day. If I am considering hiring someone, for example, eventually I
have to rely on my assessment that they are the person I want to hire for the position.

In our everyday work, we have made assessments of people, probably without
realizing we have done so, and we engage with the person consistent with those
assessments. As mentioned with the above “Example of Business Transformation,”
the leaders had assessed their coworkers as idiots and were relating to them as if
factually they were idiots.

For transformation to occur, one can’t just say, “I won’t think that way anymore”
but must engage in an inquiry into the validity of that assessment. The validity is
determined by grounding the assessment. An assessment is grounded if the standards
being used are clear, and there are actions, events, or behavior that the person making
the assessment has observed. The clients who had assessed people as idiots, for
example, realized that they had never asked themselves what their definition, or
standard, for idiot was and what actions therefore would qualify as idiotic behavior.
Although characterizing people as idiots may seem overly dramatic and easy for us
to dismiss as unusual, we are always making assessments ourselves, and we want to
be skillful at distinguishing grounded assessments from assertions.

If a negative assessment is grounded and valid, then there might be decisions to
make. I might decide that what I want to do is pay attention to other valid positive
assessments that support us in working more effectively together or work with them
to improve. If the assessment is ungrounded and, therefore, not valid, I will want to
focus on other, grounded assessments of them.

Once I have made a new choice, I want to be aware that my emotions and
physicality may take a while to catch up with it. The next time I see them, my
habitual way of relating will probably automatically be engaged, so consciously
planning how to relate to them prior to seeing them will be extremely useful.

During the transformational process, it will be key for the leader to become aware
of the assessments she has made about herself, her organization in general, the
employees, and so on. Many people make an assessment when there is a recession
that business will not be as good as it has been. That is not a fact. Once the leader
makes that distinction, she has much more freedom to choose and create what is next
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for her and the activity of the organization. Then it takes vigilance to remember the
choice. Again, emotions and physical responses will be automatic, so being mindful
of this is critical to being able to stay focused on what is really wanted.

Commitment

A healthy relationship with commitment is essential to the successful transformation
of an organization. We always know what we’re committed to, based on the results
we have in our lives. If the organization is not as the leader would like, then the
leader will want to accept and own the fact that he is committed to the way it is. If the
person is new to the organization, he could proclaim that someone else caused the
organization to be where it is (Conner 2006).

I received wonderful advice from a superior when I was the executive responsible
for transformation at an office of a training company in New York City. When I first
became the Area Director, he said I could do whatever I wanted to the first three
months: hire anyone, fire anyone, and realign staff, and during that time, I could use
as the excuse that someone else had made all of the decisions related to the choices I
was making. However, after those three months, I should relate to the situation as if I
had made every hire and every other decision related to the business up to that point.

Let’s say something catastrophic has occurred, and the leader cannot see how
anything they did caused the situation, such as a flood or the loss of a major client.
We can either let those situations and the assumptions we have about their effect on
us and our organization determine what we do next, or we can remind ourselves of
our commitment and bring that commitment to our experience and actions going
forward. I can choose how I wish to relate to the circumstances in front of me and the
experience I desire to have. Yes, there might be a time for grieving, sorrow, and
regret, but if [ dwell there, I will not be able to transform.

For transformation to occur, the person wants to acknowledge that what they
experience and have as results are due to something related to them: their way of
being, their way of doing, their focus, and their choices. Transformation will not
allow excuses or justifications.

I am not saying we create our own reality or that we caused the catastrophic event.
Life is too complicated and mysterious to say that. What I am saying is that we can
choose how to relate to the situation and what action to take next.

When I embody that “I created this,” there can be great power and incredible
freedom in that. If I created what I have, I can create something else. Even though I
didn’t create a recession, I create my relationship to the recession, i.e., how I talk
about it and what I do in my organization as a result of it.

One of the keys of transformation is acting in accordance with commitments.
However the leader wants the organization to be, it is imperative that she models that
behavior at all times. And, when having a bad day, she consciously attends to herself
and all interactions, including emails, correspondence, and writings rather than let
the bad day govern her behavior.

I have found that most people judge themselves harshly for results they have in
their lives with which they aren’t satisfied. When we judge ourselves in this way, we
tend to take further action consistent with that negativity. Remember that our mood



70 P. O'Neal

and emotions are our predisposition for action. We are human and will experience
various emotions. When we are aware of ones that aren’t supportive of the future
we’d like to experience, we want to acknowledge them and then bring compassion
and forgiveness to ourselves and others.

Another distinction that is useful is to acknowledge that a person is not the same
as their behavior. I am a unique human being, whole and complete and beautiful as I
am. I do and say things. However, the human being I am is not what I do and say. The
two are separate. Remembering that distinction is supportive in accepting what is in
front of me without assessing myself as wrong (or right) or bad (or good). Otherwise,
the assessments about myself and others will not be supportive of transformation.
We are much more resourceful and effective when we accept what is in our lives,
without judgment. I’m not right or wrong or good or bad because I have what I have.
It just is what it is, and I’m committed to it, or my experience of it, because it is the
way it is and/or I’m experiencing what I’m experiencing. The results and experi-
ences are information. I repeat: the results and experiences are information. Now
what?

This is also not a flippant way of relating. It’s one that allows for the most
responsible and creative response to a situation.

At the time of the events of 9/11, I was working with a client in a tourism-related
business who had 12 offices responsible for sales and client service on the east coast
of the United States and in Canada. Eleven of the 12 managers declared that there
was no way they could make their sales numbers after the event. We discussed the
assessments and commitments they were making, but each of them was determined
in their commitment to succumb to the prevailing conversation about their industry.
The twelfth sales manager, on the other hand, was committed to meeting his goals in
spite of the events. He wanted his bonus! By being creative in how he packaged his
services, securing new clients, and focusing on his commitment, he met his numbers.
None of the other eleven did.

There can be times that we think we are committed to something, yet not able to
accomplish it. It may be that we have competing commitments of which we are not
aware. For example, the sales manager who succeeded at reaching his goals realized
early on that he had a commitment to be a team player with his eleven counterparts,
which would have meant that he would have followed along with their decisions to
abandon their goals. He had to decide which of these two commitments would
prevail.

Discussing Transformation with Other Members of the Organization

Some people choose to let other members of their organization know what they are
doing from the very beginning. However, that is not necessary. What is required,
however, is that before any specific changes are made, the leader has a conversation
with people that there will be a change, what that change is, and why it is being
made. For example, if some of the language that has been used is no longer
appropriate, the leader will want to educate others about what has been learned
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and what will change. If people aren’t informed of the change prior to acting on it,
they become fearful or uncertain. They will make up a story about it, so it is better
that the leader fill in that blank.

The leader will want to be sure to walk their talk. Nothing is worse than saying
things will change and not making the change. The leader will be seen as not
credible. If mistakes are made, or things get messed up, acknowledge it and
recommit. There will be mistakes. It will get messy. No doubt about it. The leader
will want to be honest and vulnerable.

Challenges

Challenges can lead to breakdowns that can be discouraging or result in a person
wanting to abandon the process. However, by being aware of the potential for
breakdown, which is natural in any change effort, transformational, or otherwise,
we can be prepared and/or be less surprised. We find challenges with our conversa-
tions, internal and external; relationships that can withstand the stress of change;
systems that are out of alignment with transformation; our instinctive need for
homeostasis; our demand for control and predictability; our erroneous belief that
others need to change, but not us; and the humanity revealed through emotions.

Conversations and Stories

We go about creating the organization, anew, every day, through our conversations.
However, most of the time, the people have the same conversations with the same
people every day, proverbially. Our conversations are both internal and external, i.e.,
what we think and what we say. Therefore, most of the time, we keep creating the
same day over and over.

One way we hold the organization in place and stop or hinder transformation is by
having the same conversations, internal and external. Sometimes, we call that a story.
We all have stories to explain how and why things are the way they are. For the
leader to transform, many conversations — and stories — must change to align with the
desired future for the organization.

I have never worked with an organization where there wasn’t a great deal of water
cooler conversation about people and what is happening in the work place, i.e.,
gossip. Those behind-the-scenes conversations will be the glue holding the old
organization in place if not acknowledged and new conversations begun to
replace them.

Leaders want to be sure their conversations relate to what matters. I worked with
an executive in an international consulting company, and there was concern about
the level of upselling by the consultants, as they weren’t meeting goals. I asked her if
they talked about it. They did not. She was emphatic that everyone knew what their
goals were. | reminded her that what we focus on expands and that an organization is
only the people and the conversations. Ifit’s not talked about, it unconsciously seems
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unimportant or people don’t remember. The organization was experiencing rapid
growth, and the people were concerned about the management of it. Their weekly
phone meetings evolved from general discussions about what was happening with
clients and sales to asking specific questions related to upselling, relationships, and
account management. As the conversations became more focused, people came to
the calls prepared to talk about the goals. Mechanisms for reporting and metrics were
created, and they were amazed at how quickly this new structure for conversations
and reporting became integrated. Revenue climbed, and they effectively managed
the expansion, which some had been very anxious about their ability to realize.
Internal conversations include what we tell ourselves all day long about others,
ourselves, how to make money, relationships, business in general, our organization,
the future, money and sales, for example. That influences what and how we say and
do what we say and do. We want to choose what we want to think about and focus
on. That sentence makes it sound easy; it is not. It requires awareness and discipline.

Relationships

Often people don’t have relationships with others in the workplace that are strong
enough to withstand the challenges and discomforts of the transformational process.
We build those relationships through caring about each other and knowing what
matters to those around us by asking them. What is often overlooked is engaging in
the chitchat that we think is trivial, yet strengthens our bonds with others. We ask, for
example, “How was the weekend,” with curiosity and attention. A practice might be
designed to have those conversations with coworkers.

Systems

Organizations have structures and systems that have been created over time. These
include things like billing, marketing, meetings, software, and email use. They have
a lot of energy and practice attached to them. It is “how things are done around here.”
They may or may not be supportive moving forward. In any event, they will have a
strong tendency to support the status quo. If we keep doing the same thing over and
over, we keep having the same outcomes and experiences. Many systems will still be
appropriate, but the leader will want to explore the relationship people have with the
various systems, the conversations connected with them, and possibly reorient
people to them in a way that is consistent with the transformation or make required
adjustments.

Homeostasis

All human beings desire homeostasis (Leonard and Murphy 2005). We are most
comfortable with the status quo, even if the status quo is scary or extremely
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challenging; it’s what we know. When things change even slightly our whole system
goes into red alert: “Something is different, something is different; stop it!” We and
the people in our organizations relate to change like a thermostat relates to the
temperature in the room. At home, we set the thermostat to 72 degrees. In the
summer, when it becomes 73 degrees, the air conditioning comes on to cool back
down to 72. Our thinking, biology and emotional systems are very similar.

Obviously, during a transformational process, things change. Relationships
change. Systems and structures change. With true transformation, there are many
unknowns. We hate unknowns. To be skillful in our work of transformation, we want
to be aware that this is natural and bring compassion to ourselves and others during
these times. For many of us, it will be appropriate to develop the capacity of
compassion, if we are not yet skillful at calling it forth.

Need for Control and Predictability

This need for control and predictability is consistent with our innate need for
homeostasis. Yet, transformation is not predictable. We can’t plan when we’re
ready, or when we’ll arrive. Obviously, for organizations, this is very challenging
because most are oriented toward a mechanistic approach, desiring control and
predictability. With too much control, transformation cannot occur. Transformation
is an organic, evolving process. The person and organization must be flexible,
available and open to what is in front of them and ideas that come to them.
Transformation does not occur on our timetable. The timing comes from the
intention and engagement of the key people, combined with the mystery and wisdom
of the Universe.

Transformation by definition involves going through a chaotic, unknown stage, to
something innovative. It doesn’t always look chaotic but will feel chaotic.

One of the challenges for both the consultant and the client is that we work with
what is in front of us now. The design and practices evolve as those involved learn
and grow.

This need can also make it challenging for the leader to let go of how he thinks
things should be or what he should do. Most of us have been taught all of our lives
that the experts know better than we. We do research and seek the answers out there,
from experts. But transformation is an inside job.

The leader must go beyond intellectual concepts or wanting to take someone
else’s ideas. That being said, research might occur along the way, as the leader or
others involved are inspired, but the research is to support the direction, not the other
way around.

Leaders Want Others to Change

One of the biggest challenges is that leaders or other senior management want
everyone else to change. Top management typically has become so successful in
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how they currently are and currently do things that they are very fearful (whether
they know it or not) of making major change. What do we do about this? Be honest.
A person who will pursue transformation as a path will have a big vision and a big
heart. He is sensing a calling or greater purpose than what he is doing now.

If he won’t do the work of transformation, he can still do work that involves
enhancing, improving, developing, and being more effective.

I was working with a team of people who thought they wanted to pursue
transformation. We explored what it would take from them and me. They were all
in. It became clear over time, however, that they really didn’t want to do their own
work to transform. This occurred, I believe, because they began reaching income
goals and enhancing client relationships. They were busy and wanted the other
members of the staff to change. We did continue activities of change management,
with success, but the hoped-for (mainly on my part at this point) transformation did
not occur.

As long as I've been coaching and consulting, I have not found a surefire way to
predict who will and won’t stay the course. I have worked with people whom I
doubted would do what it takes, and they surprised me. Why do I take them as
clients? Because of what I said earlier; sometimes, learning new things and engaging
in new practices begin shifting the perspectives, mood, and feelings (predispositions
for action) so that they are then able to listen to the strong desire for transformation.

Emotions

The changes that will be made will cause people in the organization to experience
fear, doubt, sadness, loss, uncertainty, and possibly even disloyalty — as well as
excitement, anticipation and risk (Bridges 2001). All will experience the phenomena
of homeostasis, with this sense that something is off, or wrong. In addition, when we
let go of old conversations or habits, we experience the loss of them, even if they
were what we call bad habits. We become deeply committed to and loyal to the status
quo. When we change something about the status quo, even when we are excited
about the new possibility, we will experience the pull of wanting to stay with what is,
because at some level, we feel we are making the current situation wrong. We aren’t,
but our orientation is to experience that. As Joseph Chilton Pearce, the author and
visionary said, “To live a creative life, we must lose our fear of being wrong.”

When I changed careers from that of practicing law to the training and coaching
worlds, I was excited and happy with that decision. I moved from Little Rock,
Arkansas, to San Francisco, California. I drove three days alone, and knew that if I
had made a mistake, it would probably become very clear during that long drive. I
never looked back. But, it took over a year for my emotions around the change of
careers — from being a lawyer to being a trainer — to catch up. I was proud of being a
lawyer and wasn’t quite comfortable telling people about my new work, which was
not as well-known a field and not as easy for others to understand. My identity had
changed. The leader’s identity, as well, will change. His relationship with leadership
will change.
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The feelings of everyone are not to be ignored or dismissed during the process.
The people in the organization are human beings, with all that brings. We are not
talking heads or robots, although we like to think that.

To humanely tend to the experience of all members of an organization, a way to
support people to experience and express their emotion will need to be incorporated.
There may be skills to be learned, and a way of gathering and communicating about
the changes will need to be in place.

Specific Capacities and Skills to Develop or Enhance
Transformation

When we think of change, we often think of taking new actions or doing the same
activities in a more efficient or effective manner, i.e., focusing on our way of doing.
With transformation, some of that will occur, and there are competencies and
capacities in addition to new skills that are key to successful transformation. We’re
going to explore faith, trust, intuition, relationship with Source and patience.

Faith

There is a requirement to let go of our attachment to the way things are for
transformation. We have to let go of first base to get to second. When I was Area
Director for the training company in New York, I was charged with meeting some
huge goals. I knew commitment. My job depended on me meeting the goals. We
weren’t meeting the goals. I was frustrated. The staff and other interested parties
were frustrated. There was resentment — me of them, them of me. I tried to get better
at motivation. I tried to have more inspiring meetings. I tried. . ..

Finally, I was tired. I was done. I didn’t like who I was anymore. I didn’t like how
I was being with others. And, what was interesting was that we all were focused on
the same goal. We all wanted IT.

As I engaged in my soul-searching, realizing I was tired of it all, I acknowledged
what I did want, though. I wanted to love people. I truly wanted to experience and
accomplish creating a working environment where I could experience loving
others. That’s the reason I was doing the work I was doing in the first place: I
was trying to make the world a better place. However, none of the people I was
around was having a good time, especially around me. I will tell you, no one was
feeling any love. I tried to be a good leader. But, as explained above, my way of
being was coming out of frustration, some fear, self-doubt, and desperation. So, no
matter how much I was trying to be light or engaging as I was doing whatever I was
doing, my emotional state was felt by others. We were all acting appropriately, even
if not feeling it.

Loving people didn’t mean kumbaya either. It meant deeply caring for others and
connecting in a way that they experience the care. As one of my mentors said,
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“People don’t care how much you know until they know how much you care.” I still
challenged people; believing in people and their highest possibilities is part and
parcel of loving them.

I thought, “F— it! I’ve always wanted to love people. What I’'m doing now by
trying to drive us, keep people motivated and inspired isn’t working, so I’ll just be
who I really want to be.” I didn’t know how that might turn out, or how I might go
about it, but I decided to trust this strong desire I had to be the person I truly wanted
to be at that time.

Yes, you guessed it: I transformed my way of being, and the whole organization,
including results, transformed, and we began meeting our goals! It’s only in looking
back that I'm aware that it was a transformational process. I didn’t decide, “I’'m
going to transform.” I had to let go, though, of my primary focus on numbers. I
repeat: I had to let go of my primary focus on numbers.

I didn’t totally take my focus off of the numbers. I still wanted a job, and I wanted
all the people around me to experience the success of us meeting our goals.

Here is an analogy of what was occurring. I was playing basketball watching the
scoreboard. It’s hard to make baskets doing that. I started playing the game — all out —
that I really wanted to play and occasionally looked at the score.

Often in the Western culture, we focus on what we think we ought to be and who
we have always been, but if that’s not the game we really want to play, we probably
won’t be successful at it or will in some way kill ourselves playing it. People do
literally get sick living in ways they don’t truly want to; sometimes their spirit dies
out. Struggling to be successful might be a hint that the person is ready for the work
of transformation.

I was already involved in coaching and the personal development field, so I had
practices and support during this process. Even though I was clear that I wanted to
alter my way of being with people, I woke up the next day feeling the way I did
historically. I had been frustrated and concerned yesterday, so I awoke today the
same way. | reminded myself how I wanted to be and throughout the day, in every
interaction, I chose what to say, what to feel and how to act based on what would be
consistent for me to lead with love.

I finally listened to myself.

The commitments weren’t competing any longer. I became committed to both:
loving people and meeting our financial goals.

When we surrender to what we truly want, or open to meet what seems to be
calling us, new ideas will come to us. But, it’s taking that step: having faith. The
leader has to be able to sit with the unknown.

Faith is critical. I have to have faith in my ability to stick with my journey. That’s
one reason relationship with commitment is so important.

Trust

We have to have faith in ourselves and other people. To have faith in others, we must
trust them. This means understanding trust and how to work with trust. Most people
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talk about trust, but don’t really understand it. Solomon and Flores (2001) describe
three forms of trust. They are set forth distinctly in order to illustrate our lack of
understanding of trust: simple, blind, and authentic. Simple trust is what we often
find when people hire someone new. The person is hired and others trust that they
can do the job, even if they’ve never seen them perform the work. Blind trust
involves a situation where someone has promised to deliver something, failed to
do so, and then again promises to deliver. It’s blind because the experience has been
that they failed to deliver, but we blindly accept a new promise without more
exploration of their ability and intent to fulfill it the second time. The third is
authentic trust, where the parties have a history of agreements made, fulfilled,
sometimes broken, but apologies made and clarity around ability and intent to
perform is had.

In an organization, when there is intent to transform, we want to be able to trust
that we can move into unknown territory and that there are people capable of
fulfilling promises. Understanding trust and working with others to build trust is
critical. In addition, when we move into the unknown future, those who follow want
to know that they can trust the person or persons they are following.

Intuition

We have all experienced our use of intuition, even if we didn’t think of it that way.
There have been times we just knew we should change jobs or pursue a project.
There was a sense we had that it was the way to move forward. Our intuition actually
is a very valuable ability that we want to develop and continue to enhance. It’s
particularly useful in the work of transforming an organization, because we are
moving into an unknown and uncertain future, and decisions will be made that
require listening to our intuition.

I use listening, even though there are no words or sounds necessarily, as I think
of being in communication with the world and universe. One client became very
skillful at listening to his intuition about when to talk with one of his partners,
what to talk about, and how to open the conversations. They had been having
challenges in their relationship. If he had only listened to his rational mind and his
emotions, he would have engaged in intense, no-win interactions. His rational
mind was telling him he needed to get things resolved immediately. His intuition
was revealing that he would be able to sense a time that would be better to have
these important conversations. He was able to experience being in more of a dance
with his partner, whom he cared for deeply, and having meaningful conversations
that moved the relationship forward as they discussed issues within the
organization.

Being rational is using only one part of our brain. Intuition, which includes
sensing, listening for something beyond our rational thinking, and creativity use
another part of our brain. Many business people are working metaphorically with
one hand tied behind their backs, because they aren’t developing and accessing this
other intelligence we all have.
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As with any skill it takes practice to improve. Regular meditation is supportive,
because that practice includes being still. We become more skillful at focusing our
attention which will make us more present and aware over time.

As they’re developing this ability, some people keep a journal of ideas and
possible decisions or actions they take upon their intuition. Over time, they learn
more about the time or situations when their intuition was accurate. As a result, they
become more skillful at listening and taking action based on intuitive guidance.

Relationship with Spirit, Universal Guidance, God, or Source

I believe that there is a universal intelligence and wisdom that we are all connected to
and have the opportunity to access. You don’t have to believe that to utilize
everything else that is offered herein related to transformation. However, belief in
and relationship with the Universe, or Source, will probably enhance your ability to
have faith, trust, and patience in others, yourself, and what is calling you to pursue
transformation.

For the big decisions in life, you need to reach a deeper region of consciousness. Making
decisions then becomes not so much about ‘deciding’ as about letting an inner wisdom
emerge.

-W. Brian Arthur, economist and author of The Nature of Technology (Jaworski 2012,

p- 13)

Including a practice to ask for guidance from Source can be useful. Ideas your
rational mind won’t be aware of will reveal themselves.

If this doesn’t correspond with your beliefs, you can engage in a similar practice
relying on your own intuition. Ask questions about issues you have or direction you
seek and listen for what comes.

Patience

Patience and faith usually go hand in hand. The leaders in the organization must
have faith that their sense of where they want the organization to go is possible and
believe in their ability to stay the course. They know they are sailing to the other
shore, but they don’t know what they’ll find there; they’ve never been there before.
They make adjustments to the sailing as they go along depending on the wind and
other weather.

The capacity of patience can be nurtured during the evolution. The leaders will
engage in practices personally suited for them to develop this capacity. Some might
meditate. Some might walk slowly, practice pausing before speaking or do yoga, for
example. As has been noted previously, with the design of all practices, the body,
mood, emotions, and language are taken into consideration, and an element of
reflection is included.
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As we develop faith, trust, intuition, and patience, we become more skillful at
allowing ideas to come to us and emerge. These are ideas that come from being quiet
and still — not those where we use our rational mind and try to figure things out.

Relationship with Client

It is important that the coach or consultant and client have a mutually respectful and
mutually trusting relationship, where they both feel free to fully express themselves.
Since much of the work of the leader is becoming aware of her automatic thinking
and behavior as well as emotions, she will have to be comfortable with being
vulnerable and straightforward with the coach or consultant. And the coach or
consultant has to know they can be direct, honest, and open with the client while
being empathetic. Both have to be able to tell it like it is to each other. Both must be
able to be curious and flexible. As the philosopher Ken Wilber (1999, p. 104) offers,
“But what if, instead, we make the following assumption: the human mind is
incapable of producing 100 percent error. In other words, nobody is smart enough
to be wrong all the time.”

The coach or consultant must be able to provide a mirror for the client and not be
afraid to do so. The coach must deeply care for the client to be able to relate to them
in this way. There can be disagreements and tough conversations, and when those
occur, the coach will want to do what is necessary to repair the relationship before
moving forward. I’ve had plenty of tough love conversations, and they’re uncom-
fortable for us both, but I remind myself that I was hired to support them in their
heart’s desires and not to let them off the hook. This is another way to let them know
that I believe in them and their ability to succeed on their path.

There are also times that clients have told me things aren’t working for them.
Even though that is uncomfortable to hear, I am grateful that we have a relationship
that allows them to be honest, and we can adjust what we’re doing and how we’re
relating so we can move forward productively.

To do the work of transformation, the coach or consultant must have lived the
experience of transformation in their own lives. Otherwise, the coach will probably
not be able to advise, appropriately intervene with or coach the leader. Many of us
have had transformational experiences in workshops, but those are state experiences
that dissolve over time. The coach will want to have been successful at sustaining
transformation.

I ask for guidance often from the Universe for how to support clients. One day I
had what seemed to be unusual guidance, which was to tell an executive that she was
a glorious spirit. Since our relationship was established as I’ve described above, I
knew I could share this with her. She was very moved by the message, immediately
sat up straighter, and as light bulbs went off, said, “Oh, I could see my mom this
way!” In that instant, she had a transformational experience relating to her mom. To
sustain it, she would need to engage in other practices, which for other reasons we
didn’t pursue at the time. However, it forever changed what she saw as possible for
her and her relationship with her mom.
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It is also important for the coach or consultant to remain open to possibilities.
There is a cultural norm for how a business should be, so we want to remain vigilant
about decisions we’ve made about that. It is critical that we support the leader in
discovering and pursuing ideas beyond the norm, if she is open to that. It can be
useful as these possibilities are pursued to design criteria that the leader (and coach)
can use to assess whether that particular course is working or not.

The coach must have the courage, faith, and trust to encourage the client to let go
of first base and go to second. It takes discernment and communication about the
capability, emotionally as well as competently, of the client to move forward with
their untested vision.

Transformation of Departments and Challenges

Everything described herein can be applied to the leader of a department, even if the
entire organization is not undergoing transformation. People often make the assess-
ment that it can’t be done because the rest of the organization isn’t involved, yet it
can. To move forward, the leader must pursue his own transformation. As the leader
engages the process, an area of focus will be bridging the changes being made in the
department to meet the rest of the organization where it is. As stated earlier, in the
section entitled “Discussing Transformation with Other Members of the Organiza-
tion,” you want to talk with people about changes you are making and why and
involve them in orienting your changes in ways that meet their needs as well. Just as
the leaders of an entire organization will need to consider and address the world at
large, meaning customers, providers, and the market conditions, for example, the
department head will do the same with people in other departments as well as
external customers and providers.

Transformation of Relationships

In addition to an entire business transforming, relationships between individuals or
among groups can transform. Whether a relationship is going well or not well, we
might want to engage with the other person in an entirely new way.

As with any transformation, we don’t know exactly what that relationship would
look and feel like. We’ve never been with each other that transformed way, so it’s
totally unknown. The first thing to do is a self-observation exercise to become aware
of the assessments that have been made about the other person, the relationship, and
themselves in that relationship. By themselves in that relationship, I mean who they
think they have to be, how they can act, and what they can and can’t talk about, for
example. Also, she will want to observe the emotions experienced when she’s with
the person and when she’s thinking of seeing them. Finally, she will want to observe
her body when she engages: is there tension, relaxation, or something else? Where in
the body are those experiences? After becoming aware, she can focus on altering the
way of being to align with the relationship she desires.
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Watching for Opportunities for Transformation

A person may pursue development because he wants to be more effective in some
area or to expand skills or capacities. This engagement can spark an opening to
transformation as he experiences new possibilities. For example, I had a client who
was becoming more effective at having difficult conversations with people and
coordinating activities within his organization. As he experienced his profound
ability to affect change, he felt a fire in the belly to become his highest possible
self. He had never had any inkling he could be beyond where he was, due to his
already incredible success and the fact that those around him were settling in their
own lives. He hadn’t been exposed to others pursuing their highest ideals of
themselves.

In organizations, as leaders begin working more effectively together or expanding
their way of being in other ways, they can become confident that a whole new way
might be possible.

Conclusion

Transformation is the opportunity to be in the world in the way we’re designed to be:
listening to and trusting ourselves and Universal wisdom, discovering, and pursuing
dreams that are calling us. However, we also realize why transformation doesn’t
actually occur very often. It’s an unknown and takes incredible courage, faith, and
trust. We have to let go of who we think we are and what we think we’re doing. Yet,
as Thoreau (2004, p. xxiii) said, “I learned this, at least, by my experiment; that if one
advances confidently in the direction of his dreams, and endeavors to live the life
which he has imagined, he will meet with a success unexpected in common hours.”
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Abstract

In today’s turbulent business environment, people from all walks of life are counted
on to help guide others successfully through change. The majority of these change
practitioners — professional change agents, Human Resources business partners,
project managers, and others — do an acceptable job. They are recognized as helpful
tactical resources when executing incremental change initiatives and generally have
only marginal influence with the leaders they support. A much small percentage of
change practitioners, perhaps 10%, are recognized for their invaluable strategic
contributions in support of the most difficult change initiatives and enjoy a dispro-
portionate amount of leader influence.

What accounts for the difference in the value these two kinds of practitioners
generate? In this chapter, Daryl Conner makes the case that the real difference
isn’t in the change methodologies they bring to the table. Rather, it’s in how they
“show up.” It isn’t what you do, it’s who you are. Highly influential change
practitioners are not only exceptionally skilled in the use of concepts and tools,
they incorporate an authentic expression of their unique character and the pres-
ence it generates as part of the value they provide.

Keywords
Character - Presence - Character/Presence Package - Play Your Music - Sapling/
Trunk Metaphor - High Impact - Authenticity

A Perspective on Professional Change Practitioners

When I began my exploration of the world of organizational change in 1974, by
today’s standards it was relatively rare to encounter major disruptions on a consistent
basis. Today it is rare to encounter an organization that is not experiencing one or
more significant transitions. Virtually all of our institutions are facing more change
that is coming more quickly and is more complex than ever before. And, all the
evidence points to even more destabilizing shifts in the future (Aburdene 2007,
Taleb 2010).

Leaders responsible for navigating these transitions need access to proven
resources that can help guide them through the pitfalls of implementation. People
from a wide array of disciplines — change management, project management,
organizational design, IT, HR, leadership development, strategic planning, and so
on — are called on to fulfill this function. For clarity’s sake, I’ll refer to professionals
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in this role as “change practitioners” regardless of what discipline they represent or
whether they operate as internal employees or external consultants.

The Eye of the Beholder

Occupying a change practitioner’s position is not the same as delivering on the
practitioner’s responsibilities. Ultimately, whether or not you are effective in such a
role is based on how those you serve — your clients — perceive you. Throughout this
chapter I will use the term “clients” to mean the recipients of a change professional’s
efforts. Regardless of what discipline a practitioner represents or whether he/she
operates as an internal employee or external consultant, the work being performed is
in service to clients.

Leaders tend to think of change facilitators in one of three ways. They are seen as:

» Inept — demonstrating little value and to be avoided at all cost
* Adequate — providing acceptable value and can be relied on to get the basic job
done on tactical assignments
» High impact resources — delivering implementation assistance to strategically
important endeavors and have proven to be invaluable in reaching full realization
— Strategic: Depended upon when the stakes are high; practitioners seen as vital
to critically important initiatives
— Invaluable: Not easily disregarded or replaced; practitioners whose opinions
are highly respected and influential

This isn’t about the kind of value change facilitators believe they are generating or
could deliver under different circumstances. These are the groupings clients tend to
place practitioners in after working with them for some period of time. Whether or
not they explicitly express these views to their practitioners, they form these
opinions and act accordingly.

I have no hard evidence to support the following estimation, but after more than
four decades of training, coaching, and mentoring thousands of change practitioners
throughout the world and listening to an equal number of executives’ comments on
the change facilitation they’ve received, I believe the general breakdown on these
categories is as follows.

 Inept: Approximately 25%
* Adequate: Roughly 65%
* High Impact: Around 10%

Think of each category as a continuum. A practitioner could be seen as falling
anywhere within the designated range, from displaying early characteristics of a
particular category to being on the cusp of the next category.

Different organizations respond to these designations in different ways, but in
general here is how it goes.
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* Those who deliver little value are usually destined for remedial action or
termination

* Those who deliver adequate value remain employed, have modest influence with
leaders, and may occasionally receive recognition based on their level of
performance

» Those who are seen as invaluable strategic assets are considered key resources,
are extremely influential with leaders, and tend to receive special access, acclaim,
benefits, compensation, etc.

Three Levels of Value

There is little to be said about inept practitioners. Not only are they detrimental to the
clients they support and the projects they bungle; they are also a liability to the entire
change profession. Change practitioners in this category should either elevate their
skill to the adequate level or find another way of making a living. The greater
indictment, however, should be lodged with the managers and peers of people
operating at this level who won’t take action or voice concerns about such poor
performance levels. Ineptitude can’t exist unless allowed to do so.

On a more positive note, the good news is that, by a wide margin, leaders perceive
change practitioners as providing adequate to high impact value. Though both levels
of practitioners create benefit for their clients, the perceived value they deliver is
markedly different. The truth is not all practitioners have the capabilities for — or even
aspire to be viewed as — high impact. Of those who do, even fewer operate in such a
way as to actually foster this kind of respect and admiration — and for good reason. It
is incredibly hard to fulfill all the requirements needed to be seen in this light.

The low percentage of practitioners falling into the high impact category is not,
however, inherently problematic. It isn’t necessary, much less realistic, to expect that
most change facilitators will reach this standing. The vast majority are seen as
delivering perfectly acceptable results. Some may be viewed as functioning on the
low end of the satisfactory performance scale and barely hanging on to their
“adequate” designation; nonetheless, they deliver enough of what is expected to
maintain their positions. Others are found toward the higher end of proficiency
ratings and are thought of as functioning commendably, even though they are not
considered to be both strategic and invaluable.

It is clearly preferable for as many practitioners as possible to be on the upper end
of the “adequate” continuum, but anywhere within this designation represents a
sufficient degree of positive contribution to an organization’s change needs. To be
seen by clients in this category is a worthy accomplishment. In no way should a
pejorative stance be taken toward practitioners doing a satisfactory job in fulfilling
their responsibilities.

That said, it is important to recognize the advantages afforded organizations with
access to high impact practitioners. Regardless of their areas of expertise, change
professionals thought of as strategic and invaluable typically share certain common
attributes. They are generally seen as:
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. Having spent an extended period of time working in an area of specialization

. Having exceptional knowledge and skill relevant to their specialty

. Having a demonstrated track record of delivering on assigned responsibilities

. Being aware of and attentive to the broader organizational context outside their
area of specialty

. Providing unique perspectives to critical situations that surface valuable insights

6. Boldly bringing viewpoints/ideas/recommendations forward, at times even in the

absence of support for doing so
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High Impact Work Isn’t for Everyone

Any of these descriptors are cause for distinction, but it is extraordinary when a
practitioner is recognized as delivering all six at once. As uncommon as it is, this
convergence of perceived value does occur; when it does, it is the basis for an
exceptional client/practitioner relationship.

The operative term here is “exceptional.” It will become clear in what you are
about to read that the requirements on both client and practitioner for an alliance of
this nature to unfold are formidable. By definition, the majority of change pro-
fessionals are neither prepared to deliver, nor positioned to consistently experience,
this kind of working relationship. They either lack the necessary predisposition
themselves or they are supporting leaders who can’t/won’t play their part.

It’s difficult to precisely pinpoint the percentage of change professionals who are
considered both strategic and invaluable. The actual number of high impact practi-
tioners may be higher or lower than 10%, but we can be certain it is a relatively small
number. We are talking about only the most influential of those in our field, which
means minimal frequency is all that is possible.

There will always be a scarce number capable of extraordinarily productive client
partnerships. Our task isn’t to try to elevate all or even most practitioners to an
uncommon level of impact (mathematically impossible). Instead, we should be
attending to the relatively few who have the predisposition for this kind of influence
and who want to better prepare themselves in this regard.

It's Not About What You Do, It's Who You Are

The predisposition that I’'m referencing is reflected in practitioners with a history of
demonstrating all six of the attributes to some degree. While certain ones may be
more solidly in place than others, candidates for high impact work must show at least
preexisting tendencies toward all six. With evidence to suggest that attaining all six
descriptors is feasible, a practitioner can determine which ones are in need of
developmental emphasis. While any of the six items may warrant developmental
attention, this chapter is focused exclusively on issues related to the fifth and sixth
attributes — helping practitioners be better prepared when it is time to offer up unique
perspectives and risky recommendations.
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The kind of candor and directness I’m referring to only comes from trusted change
advisors who are confident in the value they can provide clients if permitted to
convey the full extent of what their experience has taught them. Invaluable, strategic
practitioners distinguish themselves, in part, by coming forward with unusual but
beneficial perceptions and suggestions and by making bold moves that are not always
initially well received. In other words, when faced with critical situations, they
present a full, unvarnished view of what they see taking place, the implications
they believe are relevant, as well as the actions they recommend as necessary.

These change practitioners are not only highly valued and influential with the
leaders they support; they achieve this standing on their own terms. Rather than
follow conventional standards, they consistently deliver more than is expected, and
they do so in their own idiosyncratic manner.

High impact practitioners aren’t effective despite being transparent about their
individuality; they are valued in large part because of the uniqueness they make so
visible. There are plenty of change agents as smart as they are who use many of the
same approaches and techniques, yet who aren’t able to achieve the exceptional
outcomes they typically generate. This is because their “secret sauce” resides not in
“what they know or do” (their change toolkit) as much as in “who they are” (their
true nature).

A key distinction that separates high impact change practitioners from those seen
as adequately fulfilling their duties is how they incorporate into their work their own
distinctive signature pattern as human beings. Others may replicate how they gather
information; diagnose change risk; the steps they engage when intervening; or the
actual tools and nomenclature they employ. The only aspect of a change practitioner
that can’t be duplicated by anyone else is the way all of that activity is filtered
through the unique lens only he/she has to offer. To put it in slightly different terms,

The source of mastery isn’t found in one’s outer activities, or in the effective use of tools of
the trade. It is found invisibly in the inner stance a consultant takes in relationship to the
client world, to knowledge, and to himself. By inner stance, 1 mean the feelings, beliefs,
viewpoints, and perspectives that drive one’s actions. It is a place we “come from” when we
act. (Merron 2005: 10)

High Impact Vs. Adequate Practitioners

Several characteristics distinguish change facilitators seen as having high impact
from those viewed as adequate. Here are a few examples:

Different Needs for Acceptance — Change practitioners who are perceived as
adequate in their role tend to have greater needs for client approval than those
who demonstrate high impact characteristics.

“Masking” is the conscious or unconscious lessening or negating of who we really
are in order to gain acceptance by others. The term “masking” was first used to
describe the act of concealing disgust (Ekman and Friesen 1975). What is sometimes



It's Not What You Do, It's Who You Are 91

labeled as fundamental change in a person is really nothing more than intentionally
or unintentionally creating a fagade to disguise one’s true self — fashioning an
artificial presence intended to gain favor with clients.Masking is a blight that runs
rampant among professional change facilitators. It is so pervasive that many prac-
titioners have never known any other way of operating. They have come to believe
that masking their true nature with a facade that is more acceptable to clients is
considered an inescapable reality of the profession. Based on years of training and
coaching practitioners, I can safely say that the vast majority routinely portray their
observations, insights, ideas, etc., in ways that are significantly watered down, if not
completely compromised, from their actual understanding of situations. Although
this is sometimes done with conscious volition, masking is more typically an
unconscious act — they are so used to assuming that hiding who they are is the
only option available that they often engage it without being aware of doing so.
Masking is the default modus operandi for most adequate change professionals. This
is one of the reasons why high impact practitioners stand out so clearly; they come
forward with the full force of who they are. When that is matched with clients who
value that kind of forthrightness, they are usually seen as strategic, invaluable
resources.

Different Scorecards — Adequate practitioners typically operate on the belief that
they have to maximize their effectiveness with all those with whom they come in
contact. It is common to hear them say something like “I have to hit a home run
irrespective of who my client is, what group I’m assigned to work with, who my
boss is, or the skill level of others on the team I’m to collaborate with. Whoever I
interact with on a day-to-day basis, my job is to always facilitate change excep-
tionally well. . .regardless of the hand I’m dealt.”

While a statement like this accurately describes the performance pressure many
practitioners are under, that pressure does not necessarily result in the outcomes it
is intended to generate. The ability to succeed at getting the job done, despite who
you are interacting with, depends on how “success” and “getting the job done” are
defined.When performance benchmarks are calibrated toward “adequate” practi-
tioners, these terms mean accomplishing enough to meet basic expectations on
relatively tactical aspects of a project. If performance standards are set at the “high
impact” level, the terms mean the practitioner is being assigned to an extremely
important initiative, and his/her counsel will be favorably regarded and sought
after. Worthy achievements occur with both designations, but one generates far
greater impact for an organization than the other. In his research on masterful
consultants, Merron (2005) found that they tend to share these four principles of
conduct:

1. Always tell the truth, at the deepest levels

2. Commit to learning — for self and for the client
3. Bring my whole self in full partnership

4. Play a big game
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Adequate practitioners can and do accomplish a great deal; however, the political
weight they carry is typically limited. When assigned to help with projects of a tactical
nature, they generally deliver the assistance expected. If asked to serve on high
visibility, critically important undertakings, however, the influence they have is usually
felt more around the peripheral issues that arise; on more central concerns their views
are frequently discounted, and their recommendations are often diluted or ignored.

High impact practitioners measure their success against a different scorecard. As
will be discussed later, they are selective about who they work with, and the nature of
the work they take on. They are able to exercise greater leverage because leaders
depend on them to reach realization with vitally important initiatives, and they have
garnered the kind of esteem that allows them to do so. As a result, their observations
and suggestions are taken seriously, even when running counter to prevailing opinion.

Different Appetites for Learning — Practitioners who have spent a considerable
amount of their professional tenure being perceived as “inept” or “adequate”
aren’t likely to advance much in terms of how they are viewed unless they are
near the upper boundary of their category. For example, someone at the top of the
inept range may be already displaying some elements of the adequate category,
making it easier for him/her to transition to the next level.

I’ve noticed that adequate practitioners who aren’t near the upper boundary of their
designation tend to plateau in terms of developing their capabilities. They may or
may not continue reading books and attending conferences related to managing
change, but little of what they are exposed to is actually incorporated into their
practice. This is an observation, not an indictment. When adequate practitioners
support leaders with needs at that level, it can be a productive match and solid value
can be provided. The adequate practitioners who do continue their learning and go
on to absorb and apply new approaches and tools into their work are typically at the
upper end of their current designation and tend to be advancing to the next level.
High impact practitioners are more inclined to approach their role as a calling, rather
than a job. This usually translates into an unending pursuit of mastery, seeking out
new aspects of their craft as they continue to learn and grow. As a result, they are
always incorporating additional perspectives and insights into their work.In this
sense, 10%’ers are typically not confined by an upper limit to their development.
They seem to be perpetually on the lookout for ways to add value to the clients they
serve. By being on an unending quest for more and deeper bits of wisdom, they
further strengthen their foothold on providing value. This contributes to them being
viewed as critically important to key initiatives, making them difficult to replace.

Different Expectations — Practitioners should be clear about the level of clout they
want and expect from themselves as well as what others are holding them
accountable for demonstrating.

Being seen as adequate means performing one’s duties in a satisfactory manner and
working on change initiatives where the stakes are modest and the level of influence
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is relatively limited. As long as this profile and the assigned responsibilities are a
good match, there is not a problem.When people relate to a practitioner as strategic
and invaluable, much more is required — all six of the criteria listed previously must
be met at the same time. More to the point of this chapter, high impact change
professionals deliver value to their clients through not only what they do (items 1-4),
but also by who they are (items 5—6). While the demands are great, the benefits for
being seen this way are equally plentiful (i.e., being drawn into situations crucial to
the organization’s viability and growth, receiving heightened respect for your views
and decisions, the possibility for advanced compensation, etc.).

Different Relationships — Practitioners thought of as adequate often busy them-
selves with second-guessing what others want said or done. Those seen as
strategic and invaluable tend to step forward with as much authenticity as they
have to offer.

High impact practitioners have come to terms with the fact that when it is time to
advance who they really are, one size doesn’t fit all. Clients will respond to their
authenticity in different ways. Think of it as chemistry, destiny, fate, how the stars
line up, or whatever frame of reference works for you. The reality is that some people
resonate positively with practitioners who are true to themselves and some do not.
Phenomenal change results are associated with atypical practitioners displaying
uncommon attributes when working with people who value them for operating
this way. This means not only are high impact change facilitators rare; leaders who
deeply value their particularity are also scarce. High impact practitioners can have a
positive influence on all kinds of people, but their greatest contribution occurs when
they are matched with clients who truly appreciate the exclusiveness of what they
have to offer.

Different Tolerance for Uneasiness — Adequate change agents often try to avoid
conflict at all cost. As a result, they are heavily invested in keeping clients in their
comfort zone. This can make them appealing to work with among those who prize
the ease of illusions over the struggle of reality.

High impact change agents are catalysts and provocateurs; as a result, they can
sometimes be arduous to work with. They are generally more candid when
expressing their views and can alienate people who prefer smooth relations to the
messiness of fully realized change. They are seen as adding value, but primarily by
people who appreciate the benefits of creative tension.While clients may deeply
value these practitioners at the level of who they are, their interactions are not always
comfortable. In fact, it isn’t unusual for high impact facilitators to be characterized as
some of the most challenging taskmasters ever encountered and/or as promoting
extremely tough standards for leaders to live up to (Neal 2006: 31). A client valuing
what a practitioner can accomplish by bringing forward the full weight of his/her
core is not the same thing as always “enjoying” interactions with that person.When
in the high impact zone, the leader/practitioner relationship is based on a mutual
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commitment to realization of the change, not ensuring communications are always
kept in the comfort zone. Therefore, success for these change professionals is less
about selling themselves (i.e., “How can I project an image that is acceptable to
everyone?”) and more about establishing working relationships with people who
naturally respond to the authentic side of who they are. It is about “matching” for a
good fit, rather than “forcing” an artificial harmony that relies on pretense instead of
genuineness (e.g., leaders politely listening to observations and recommendations
but not taking much action).Can a practitioner accomplish a degree of success with
clients who don’t value who he/she really is? Absolutely. Can they achieve their full
potential as highly valuable resources? Not likely.

Different Levels of Political Support — It is important to note that high impact
change facilitators are not only exceptional in their own right; they also operate
under exceptional circumstances. Olympic athletes don’t just rely on their own
talent and hard work to set records. They engage in their chosen sport under the
best conditions possible.

High impact trusted advisors are able to perform at the level they do, in large part,
because they are provided the political air cover to do so. They are in service to
leaders who are “true fans” — see value in both what they do and who they are. By
comparison, practitioners viewed as adequate in their role tend to work in situations
where their political air cover is tenuous, at best. Sometimes its nonexistent — one bit
of feedback that comes too close to home for leaders and they are gone.All that said,
no amount of political air cover can completely buffer you from the risk that comes
with bringing your full self forward.

Different Risk Tolerance — High impact change practitioners learn early not to
expect a stress-free ride while standing on their truth. “Comfortable” and “safe”
are conditions that have little to do with the pursuit of being who you really are.
Choosing to live your life, versus the one someone else has in mind for you, isn’t
for the faint of heart. It serves no purpose to ask, “How do I find a sheltered
environment out of harm’s way so I can be straightforward with clients about my
unique talents and perspectives and not face any risk for doing so?”’ Instead, the
question is, “How do I find the strength and determination to authentically
express the core of who I am even when doing so isn’t always understood
and/or appreciated?”’

Without a doubt, there are some significant struggles to face when functioning this
way, but they are impediments, not insurmountable barriers. It boils down to this — if
you are committed to practicing your craft as a strategic, invaluable resource, either
come to terms with what must be done where you are or take the plunge to go
somewhere else.

Change professionals who lack leadership support to operate as high impact
resources have essentially six alternatives:
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* Raise awareness: Stay where you are but find ways to show your *boss how
much more valuable you would be if you were encouraged to be who you really
are with clients. (*Internal and external practitioners who work for either organi-
zations or consulting firms report to managers, while independent consultants are
accountable to themselves. Ultimately, everyone has a boss.)

* De-victimize yourself: Remain where you are but refuse to be a victim. Take
responsibility for the decision you’ve made to stay in an environment that doesn’t
support you leveraging your true authenticity.

* Be a victim: Remain where you are with a boss who is unsupportive of you being
fully who you are, and continue to complain.

* Go to sleep: Stay where you are, but stop aspiring to be a high impact practitioner

» Establish a new footing: Find another boss (in the same or a different organiza-
tion) who is supportive of matching who you are with clients that will value you
for being you.

* Go out on your own: Establish a new consulting firm or a private practice where
you can make your own decisions about who to work with.

Here is the bottom line — bringing forward the reality of your basic nature with
clients isn’t an alternative to being a successful practitioner. It is a way of being a
successful practitioner that comes with its own set of hazards. Operating as a high
impact practitioner is the opposite of playing it safe, and not everyone has the ability
or willingness to take such risks. Why do you think it is such a respected status?
Leaders looking for this kind of genuineness grant unusual access and influence to
these practitioners because they know how scarce they are and how important they
are to the success of their change endeavors.

Incorporating who you are into the value you offer is a precarious path, but is likely no
riskier than failing to provide what is best for clients. Living an authentic life is dicey and not
doing so is dicey. Only you can decide whether you are on a burning platform, whether the
cost of maintaining the status quo is too high. (Conner 1993)

Change agents seen as both strategic and invaluable resources are a small
percentage of the total practitioner community, yet account for a disproportionate
amount of the value clients associate with the change facilitation profession. It is
incumbent upon those already in the category and those who aspire to be at that level
to understand the distinctions between adequate and high impact practice of this
craft. Only with clarity about the boundaries that separate the two can the quest for
the upper tier be successfully pursued.

What Are the Implications?

As stated earlier, there are six attributes associated with being perceived as a change
practitioner who is both depended upon when the stakes are high and not easily
disregarded or replaced. This chapter addresses only the last two:
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5. Providing unique perspectives to critical situations that often surface highly
valuable insights

6. Boldly bringing viewpoints/ideas/recommendations/decisions forward, at times
even in the absence of support for doing so

When practitioners consistently contribute unique perspectives, valuable insights,
and bold recommendations, it is usually the result of them being blatantly candid
about how they see situations. That kind of transparency and directness is typically
associated with people who are not only well grounded in “who they are” but who
also see this as a valuable part of their effectiveness on par with “what they do.”

If you aspire to be a high impact change facilitator but are working with clients
who don’t value the essence of who you are, they are likely to be disappointed and
you are likely to feel unfulfilled, not to mention less effective than you could be. It is
one thing to find yourself in a situation like this occasionally; it is a deeper problem if
you spend long periods in such environments. You can make a living disguising who
you really are but, over time, it’s unlikely you will remain passionate about your
work. There are legions of practitioners who have grown hollow after years of
attempting to fulfill their responsibilities by catering to who clients thought they
should be instead of being valued for who they really were.

Both adequate and high impact practitioners have their place in helping organi-
zations execute needed change. They each provide their respective value and
represent honorable work. The key is to know what is expected of you (from yourself
and others); what level of support you aspire to provide your clients; and what
requirements and benefits are associated with the two options. Only then can you
make an informed decision about the match between you and where you practice
your craft.

If you are comfortable performing as an adequate practitioner, you may find the
remainder of this chapter of interest, but it is unlikely that it will bring significant
value to you on the job. However, if you are trying to figure out whether you want to
pursue the role of a high impact practitioner, are seeking to move into this role, or are
already at this level but want to pursue even greater impact, the following pages offer
my thoughts on what is required in addition to your technical competency.

Character and Presence

“Character—A reserved force which acts directly by presence, and without means.”
Ralph Waldo Emerson (1884/2009)

The Importance of Character and Presence

There are two aspects to being a change practitioner that contribute to being seen as a
strategic and invaluable resource:
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* What We Do — The concepts, frameworks, processes, and techniques used when
engaged with clients

e Who We Are — Our true nature; the substance of what we have to offer as human
beings

Underneath what you do is who you are. It is here that your optimum impact
resides. Of all the things you can draw on to create leverage for your clients, your
true nature is your greatest asset. Only when practitioners can stay centered on this
and see it as core to the value they provide will they be able to live up to their full
potential and help others do the same.

The Role of Character in High Impact Work

Many of the change professionals I’ve had contact with over the years had only a
vague notion that there was more to influencing the people they were guiding than
what they knew and what they did. Most would probably concede that their basic
nature had some bearing on their client effectiveness, but they would be hard-pressed
to articulate what that effect was.

An analogy can be found in the chemical compound H,O which can take the form
of water, vapor, or ice crystals. It can flow in a river, fall as rain, or run from our pores
when we sweat without ever changing its basic makeup. Our character also endures
through whatever circumstances we encounter. Before we were change facilitators,
and long after we cease to serve in this role, we were and will be who we are.

Our character is like a true nature “set point.” Physiologically, our bodies have
certain ranges for which they are calibrated; typically, we stay within those limits.
For example, one explanation for the weight gain most people experience after
dieting is that the body is programmed to maintain something close to a person’s
set point of the bulk he or she carries. When people drop below their body’s natural
set point, their metabolism slows in order to conserve energy. Conversely, when they
gain too much weight, their bodies rebel by increasing their metabolism, which
increases the body’s temperature to consume the excess calories. It is possible for set
points to be recalibrated, but a major shift is required for this to happen.

Character operates in a similar manner. Maintaining its inherent essence is
generally its default position, regardless of external conditions. We can be oblivious
to it or mindfully aware of it; we can be disconnected from it or revel in it; we can
sink under its negative implications or soar on its advantages; we can act as if we
were someone else or celebrate our true nature. The one option we don t have is to be
other than who we are.

As I’'m using the term, our character is comprised of the aggregate features
securely planted in our personal landscape. Some attributes are blatant, others subtle.
Some edges are rough, others smooth. Some qualities cycle in and out of a prominent
role in our lives, while others remain a permanent dominant force. Regardless of
what happens at any particular point in time, our basic character is always our
companion.
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With all the similarities among people who fall into the same demographic
categories (e.g., female, over 40, married, mother of two children, professional,
medium income, home owner, two cars, churchgoer, jogger, type-A hard-charging
personality), character stands out as one of the most reliable differentiators. Our true
nature is so distinctive that, even with all the other commonalities we might share
with others, we can still legitimately claim our individuality because of our unmis-
takable character.

Character is pivotal to the impact high impact practitioners have with those they
guide. It is who we are, not what is in our concepts and techniques, which ultimately
determines whether we generate meaningful benefits for others.

The following perspectives help explain why character is so central to the change
practitioner role.

» The term character is impartial; it applies to both positive and negative elements
of who we are. A practitioner’s character is comprised of many components.
Some promote favorable outcomes; others may not.

— Positive components might include things such as devotion to serving others,
commitment to honesty, and passion for the work itself.

— There can also be a negative side to a person’s character that reflects such
things as self-centeredness, manipulation, insecurity, lack of compassion, etc.

Whether it advances or detracts from clients realizing their change aspirations,
character is the greatest determinant of the value they receive from our work.

* A positively oriented character brings life to the capabilities of high impact
practitioners.

— It operates as a filter that is applied to what we know and how we operate. By
screening everything through our character, we infuse our unique state of
being into the work.

— It is far more than the knowledge and competencies we’ve acquired — it
influences how we inform client decisions, guide their actions, and whether
or not we ultimately facilitate their success.

* The knowledge and skills we use in our work are actually neutral, possessing no
inherent positive or negative implications. We can employ the same techniques to
connect with, or distance ourselves from, clients. The same concepts can generate
clarity and insight or add to existing confusion. The spin our character puts on
these otherwise agnostic tools of the trade bends their impact toward either
advantageous or adverse outcomes.

Without the influence of our character, the language and processes associated
with what we do can come across as sterile, left-brained, technical fragments
of the implementation process. Only when character and methodology
interact synergistically can our heads and hearts merge to release the potential
that is there.
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* Character distinguishes our work more than anything else. It differentiates much
more than the methodologies we use. Others can apply the same concepts and
techniques, but no one else can duplicate the outcomes we produce when our
character interlaces with words and actions. This means that, as practitioners, the
secret sauce isn’t in our heads, it’s in our hearts.

The Role of Presence in High Impact Work

A strong character, comprised of mostly positive components, is necessary, but
insufficient, for the practitioner who wishes to be seen as both a strategic and an
invaluable asset. Character is your true nature, your essence. It’s an internal phe-
nomenon, not directly accessible to anyone but yourself. Your interior character
needs a “voice” to be expressed to the exterior world. Think of the presence you
extend to others as that voice.

When people describe someone as having a strong personal presence, they
usually mean that even in large crowds, he or she generates a sense of influence.
People pay attention to what the person says or does. As I’m using the term here, a
persuasive presence doesn’t lead others to abandon their free will or abdicate making
their own decisions. Instead, it helps them listen to and consider what is being
suggested or promoted.

Presence is not the same thing as charisma. It is more about being than doing.
Even leaders who have rather reserved personalities or are not particularly verbal
about their convictions can emit a powerful presence. In fact, one of the
distinguishing features of this kind of influence is that it doesn’t require any
particular rhetoric or activity.

What Is Practitioner Presence?

The presence I'm referring to here is like a force field that you project when you
express aspects of who you are while providing guidance to clients. This is the
temperament you emit that serves as the conduit through which your character
emanates. It’s like an intangible transmission that flows underneath and around
your words and actions.

Beyond concepts and techniques, presence is another key pillar in your interven-
tion repertoire. Whenever you attempt to influence someone, you draw on not only
what you say and do, but also on this reflection of who you are.

* Presence is like a subliminal identity signature embedded within your interac-
tions. It might fall into a broad category such as peaceful, hectic, accommodating,
demanding, but it also has a unique frequency that, when released, creates an
ambient bubble like no other. Whether the exchanges are face-to-face, by phone,
through email, or by text, interactions inside your “influence bubble” are
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distinctive to only you. Whether this bubble engenders a high or low regard for
you directly affects the amount of influence you can exert.

Usually, this bubble is created without our awareness. We don’t think about sending
out these instinctive, involuntary presence messages. In truth, however, most of what
we say or do has a particular tone about it that is as singular as our eye’s retina scan.
The fact that we are generally unaware of how or when we broadcast these signals to
others doesn’t lessen their impact; neither ignorance nor innocence offers protection
from the consequences.

* The problem is that all the verbal and nonverbal communications inside this
bubble are influenced by our presence, yet most practitioners pay little, if any,
attention to its impact. We tend to think more about weight, hairstyle, and attire
than we think about our presence, even though this influence zone has a major
bearing on whether or not we create value for others.

 Just as not all aspects of character are conducive to successful change facilitation,
presence also contributes to or detracts from whether practitioners achieve their
assigned responsibilities. That said, when high impact change practitioners emit a
positive presence, it affects their clients in three beneficial ways.

— Practitioners with a powerful, constructive presence are usually seen as having
deep and passionate convictions. Politicians, movie stars, and other famous
people are often described as “larger than life,” or mesmerizing; this is very
different from having presence. Real presence is not a function of superficial
facades or manipulated images. It’s an expression of one’s authentic being.

— Presence brings with it an assuredness noticed by clients. They sense when
practitioners believe they can and will carry out their mission, no matter how
challenging.

— Radiating a convincing presence can have the effect of penetrating the uncon-
scious defenses people sometimes use to guard themselves against new think-
ing, challenges that appear beyond their reach, unfamiliar perspectives, or
interpretations other than their own.

The combination of definitiveness, self-confidence, and the ability to help people
open themselves to new possibilities can have a compelling effect on what can be
seen as achievable.

* There are two sides to presence.

— A practitioner’s character is relatively stable. However, due to the shifting
variables they face on a daily basis, their presence will fluctuate in response to
current circumstances.

— At the same time, because presence is a reflection of the high influence
practitioner’s true nature, there will be a continuity to how it is projected.

This means that from situation to situation a change professional’s presence will
likely vary. However, over time, the consistency of his or her character will be revealed.
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What Are the Implications of Presence on a Practitioner’s Influence?

When high impact change agents transmit a clear, persuasive presence, their self-
assurance and conviction often become contagious. It’s not necessarily the content of
their convictions that clients attach themselves to; they may not agree with every-
thing being stated. What they are drawn to is the excitement, intrigue, and enthusi-
asm that can come from being around someone living their own truth.

Even if some of the specific guidance offered doesn’t seem feasible, clients are
often attracted to working with practitioners who have enough commitment to what
they are doing to incorporate it into how they actually operate themselves. It is both
provoking and inspiring to work closely with someone who is an exemplar of what
he or she suggests for others.

Your presence will either enhance or diminish the impact of the implementation
concepts and techniques you use; one way or another, it is always a factor in your
effectiveness. For example, without saying or doing anything obvious, your pres-
ence signals whether you are more committed to client success than invested in being
politically pleasant and amenable. Alternatively, it could reveal that you are conflict-
averse and uncomfortable about being direct and explicit on tough issues.

The Relationship between Character and Presence
Presence is the functional link between our interior character and the external impact
we have with others. Like its character counterpart, the constitution of one’s presence

determines the effect it has.

Constructive
Impact

Advantageous but Helpful and
Inconsequential Influential

Detrimental but Harmful and
Inconsequential Influential

Adverse Impact

Character/Presence Strength

Weak Ch 8 e B Strong Ch B, e B

» A weak (diffused) character conveys a correspondingly anemic presence and has
little effect on others. A strong (purposeful, focused) character expresses a
persuasive presence that tends to get traction with other people.
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» If “supportive” or “detrimental” are added as descriptors, the results can reflect
anything from a presence that is convincingly influential (in either positive or
negative ways) to a benign presence that is neither constructive nor harmful.

Presence that authentically conveys character can’t be manufactured, but it can be
“attended to.” High impact practitioners are mindful of the presence they transmit
and they intentionally nurture growth in those areas where they feel it would be
beneficial.

The Presence Disconnect

Many change practitioners are unfamiliar with the presence bubble that forms
around them because they are basically unacquainted with their true nature. They
haven’t pursued who they really are at the level being described here, so they have
little appreciation for the connection between character and presence. As a result, the
affect their presence has on interactions remains a mystery; it is generally invisible to
them. While they may have a degree in psychology, organizational development,
change management, or project management; be able to recite their Myers-Briggs
scores; or know their preferred communications style — most change agents haven’t
deeply delved into their character.

What I am referring to isn’t a lack of casual reflection. What is missing is a
profound journey into the soul — exploring not just what they do but who they are.
The majority of practitioners go about their work not only disconnected from their
inherent character but also unaware of the impact their presence has on others. If they
do have a sense that presence is a factor in their effectiveness, they don’t see its
connection to character.

It’s not unusual for practitioners to want a more positive impact on the leaders
they serve, but they think they can accomplish this by directly modifying their
presence. “I’'m going to change my presence profile” only works at a superficial
level. Since most practitioners haven’t spent much time exploring their true nature or
its relationship to presence, any consideration about how to have a more effective
impact is ill-fated from the beginning — at least as far as substantial advances that are
sustainable. They want to enhance their presence bubble, but think they can do so by
“adjusting” it.

This view lends itself to efforts like enhancing interpersonal skills or strengthen-
ing public speaking capabilities rather than probing into the deeper space where
character resides. There isn’t anything wrong with developmental activities of this
nature. However, that’s not where the greatest leverage is. When practitioners focus
on their exterior in lieu of their interior, it is confirmation they haven’t yet realized
that although presence is the interface with others, it is but an echo of where attention
should be focused — on character. They fail to see that only through exploring and
reclaiming aspects of their character will they achieve a meaningful, lasting shift in
presence.
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Presence is a reflection of our character, not actually who we are. Attempting to
adjust it is like trying to change the features on someone’s face by altering his or her
image on a TV monitor. No amount of modification of the screen’s likeness will have
any meaningful bearing on the person’s actual appearance. It is what it is.

High impact practitioners recognize that presence is what impacts others, but
that’s not where they aim their aspirations. Their focus is on the source of
presence’s reflection, character. However, they approach it not in the sense that
normal, left-brain logic would suggest. This isn’t about shifting their internal
character to meet external needs; it’s about embracing their true nature and the
presence it broadcasts so they can better attract the clients who will value them for
who we really are.

Presence Is Nurtured by Exploring Character

Enriching presence is not a straightforward process. It is best refined and deepened
indirectly, through the exploration of character. There is an abundance of evidence
that intentionally modifying human behavior (our own or someone else’s) is
amenable to engineered outcomes. Though much more difficult to pull off,
under the right conditions, even mindsets can be deliberately reshaped. As impres-
sive as these kinds of adjustments can be, however, they don’t add to or subtract
from someone’s baseline character — the essence of who he/she is as a human
being.

Behavior and mindsets are certainly linked to our character, but they are not
synonymous with it. Unfortunately, most people confuse thinking/doing modifica-
tions with ontological alterations. Our character is about our beingness, not the frame
of reference and actions we display. This misperception leaves many practitioners
incorrectly focused on trying to mold their appearance (projected presence) to
increase their effectiveness instead of cultivating their character.

Change professionals can work on things such as their physical image or inter-
personal skills, but this has little substantive effect on the presence they convey. This
is because presence, as defined here, is a reflection of who a person truly is, not a
persona that can be artificially staged on a sustained basis.

* Intentionally projecting a presence that doesn’t match your true character is
professional-level manipulation at its worst. Even when done under the auspices
of “what is best for the client,” change facilitators who are not presenting their
authentic selves contribute to the wariness that often exists towards internal
support specialists and/or external consultants. At times clients become uneasy
right away, feeling that something isn’t right about the way a practitioner is
coming across. Other times, it takes longer; however, at some point they began
to feel the practitioner isn’t trustworthy. This often occurs unconsciously, so
without clients ever knowing why, they become somewhat suspicious and with-
draw from deeper conversations that might leave them vulnerable.
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» Presence is the natural outcome of our character. It’s not who we are, but a
“reflection” of who we are. As such, trying to directly modify some aspect of it
usually generates more frustration than progress; the superficial alterations that
result aren’t long lasting.

— We can ensure it fully expresses our character, but we can’t authentically alter
our presence to reflect something inconsistent with our character, at least not
for long. The presence we create emulates our true nature, but it is not the
fullness of who we are. If we really want to nurture our presence, we must
evolve our character.

* Think of it as Character generates Presence, which in turn generates Impact.

— Character is like clay in the shape of our inner nature.

— Presence is a reflection of that shape in a mirror.

— Impact is the positive or negative experience clients have when exposed to the
mirror’s representation.

Those who want to be seen as high impact practitioners should be working the
clay instead of reaching for the mirror.

* “Working” character’s clay doesn’t involve carving or molding in the way these
terms are normally applied to sculpting. In fact, it is just the opposite.

— This isn’t about imposing a design on your character, it is about liberating the
inherent blueprint of who you are — uncovering what has been minimized or
neutralized, and releasing the uniqueness that is already there.

— The task is to recognize, align with, and leverage the most positive impact
possible from your character, not to try to manufacture a character that suits us.

We may deny, avoid, cover up, or attempt to “modify” who we really are all we
want, but ultimately, our essence will prevail. We will serve our clients and ourselves
much better if, instead of trying to forbid or negate parts of our character, we come to
terms with what we have to work with. Only by accepting who we are can, we fully
exploit our gifts and route our challenges toward positive outcomes.

As used here, “accepting” something about ourselves doesn’t necessarily mean
we are pleased or proud that it exists — it’s to embrace it as a reality (even if an
unwanted one) and factor its influence into our decision-making process.

Embracing and leveraging the innate character we have to work with is how
presence can mature and have the kind of high impact associated with strategic and
invaluable resources. Strengthening presence by way of fostering character may
appear to be an indirect path, but it is the only course on which true progress can be
made. Trying to enhance an elusive reflection is pointless. Our character is the core
of who we are and, therefore, substantive and accessible if we are willing to dive
deep into self-exploration.

Further examining the linkage between character and presence will shed light on
why the indirect approach to nurturing presence is the best and only way to for a
change practitioner to become an invaluable strategic resource.
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Love the Music you Play

Being seen as both strategic and invaluable hinges on your willingness to not only be
fully who you are but also to be selective about those you try to influence. To the
extent possible, focus your energy on clients who truly appreciate the uniqueness of
what you have to offer.

Think of yourself as a musician with your own radio station, specializing in a
particular type of music that truly speaks to your heart and you are particularly good
at playing. Your broadcast goes out in all directions, but only a small number of the
people it reaches have their radios turned on to your frequency and only a few of
those are drawn to the kind of music you provide. Although you may be broadcast-
ing to a large population, relatively few people are being meaningfully affected.

This raises an important issue to consider. Who is your intended audience? Is it all
who are within range of your broadcast, or those who hold your kind of music in
high regard and admire how you perform it?

Most practitioners judge themselves (and are judged by others) based on the
number of people who listen to their “station.” When this is the goal, the only way to
succeed is to appeal to the widest possible range of interests and needs. There is
nothing wrong with doing this, but it means you can’t play the music you love and
are uniquely good at (or you can’t play it as often or as passionately as you feel it).
As aresult, you aren’t likely to be viewed as a high impact resource. It is more likely
that you’ll be thought of as an adequate facilitator of change, not an exceptional one.

In essence, you are a radio station manager trying to attract as many listeners as
you can, not a musician trying to reach his or her niche audience. It’s the difference
between: (1) being a business first and, whenever possible, being true to what you
love and are uniquely good at doing most, versus (2) being true to what you love first
and making a business out of it. Catering to what others want to hear comes at the
expense of playing your own music. Remember, this isn’t just the music you enjoy, it
is also what you are best at. It represents your only hope of being highly respected
and influential, and considered vital to critically important endeavors.

You can’t wow everyone, but for those who are predisposed to your kind of
artistry, you are literately “music to their ears.” Yet, when the “number of listeners”
takes precedence over playing for people who are actually affected by your type of
music and distinctive style, not only are you less fulfilled, your audience receives
less value. Playing “adequate” music everyone expects may produce crowds, but
most of them will be spectators. Audiences receive much more benefit when they
truly appreciate not only the music but the artist as well. Through their engagement
and enthusiasm, they actually help create the overall experience themselves; they
don’t just sit back passively taking it all in. This only happens, however, when there
is a match between the musician’s uncompromised expression of his or her style and
what the audience loves.

Michael Jones (1995: 120-121), a musician and change agent, tells a story about
improvising on a piano late at night in an empty hotel lobby after a client engage-
ment. After a while an old man staggers over from the bar, and when Michael saw
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him he started playing “Moon River” thinking that the gentleman would want to hear
something recognizable. When Michael stopped playing, the man asked him what he
had been playing. Michael replied, “Oh a little bit of Moon River.” He said, yeah, I
recognized that, what were you playing before? Michael told him that it was some of
his own music. The old man asked him what Michael was doing with his music, and
Michael replied, “Nothing. It’s just something I do for myself.” The old man looked
directly at Michael and said, “Who will play your music if you don’t play it
yourself?...This is your gift — don’t waste it.”
Michael writes;

What is ours to do comes so easily, because from the very beginning it has always been there.
It may not necessarily be a special talent like writing or music; it may instead be a quality of
caring that we offer, a capacity for listening deeply to others, or simply the wonder and
beauty we bring to the world through how we give our attention to a piece of music, a flower,
or a tree. Our purpose is to give ourselves to the world around us — including people, musical
instruments, trees, and words — and through the attention we bring to them help them blaze to
life. When we offer ourselves to the world, the world gives itself back to us. In the words of
D. H. Lawrence, ‘Life rushes in.” (Jones, 1995: 123)

If you interpret your purpose as seeking the largest possible audience, it doesn’t
matter what music you play as long as it draws a big gathering. If you view your role
as that of a virtuoso for a specific sound, you not only want to focus on playing that
kind of music, you primarily want to perform for people who can appreciate it.

The twist here is that by limiting your audience, you gain, not lose; you enlarge
your true fan base by playing to a more select market. True fans are the ones who not
only praise what you play, they respect how you play, and most important, they open
themselves up to let the music have its intended impact.

This doesn’t mean you never play what people want to hear instead of your own
preferences. But when you do so, don’t confuse it with delivering your best value,
and don’t forget it is a choice you are making — you are not a victim. Being a high
impact practitioner requires that you play your own music; it’s nonnegotiable. If you
decide, for whatever reason, that this is not feasible for you, adjust your expectations
about what you can accomplish in your role and keep in mind that it is your decision;
don’t allow resentment to build up toward others.

This doesn’t mean you avoid playing for audiences who show only a slight
interest in your music. It is important to be accessible to listeners who are unfamiliar
with your music because, through exposure, they may become raving fans. The
question is where do you spend most of your time and energy?

Change practitioners seen as strategic and invaluable don’t spend much time
trying to convince people to listen to their music, playing for people who are clearly
unimpressed, or only playing “requested” songs. They believe enough in themselves
and their unequivocal brand of music to stand on that as their foundation, instead of
pandering to the crowds. It is wonderful if your followers grow into crowds of true
fans, but don’t play so throngs will come — play for fans and see how many there are.

When catering to the masses, you become part of the mass yourself. Competitors
are everywhere; your only chance with this approach is to be the best of the
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commodities available. Being true to who you are makes you, by definition, distinct.
There are no others who can convincingly replicate your unmistakable presence. For
the listeners who value your music, there is no competition. There may be other
performers they enjoy, but when in the mood for your music, they consider alterna-
tives as substitutions, not replacements.

What Are you Doing with your Music?

As change professionals, we each have our respective “musical style” if you will. It
is a composition that blends what we do (our concepts and techniques) with who we
are. Both are important, but it is our distinctive character and presence that allows us
to occupy space that can be claimed by no other.

Here is the key question for you to ponder: What are you doing with your music?
Are you placing a higher priority on being a common denominator so you can secure
enough affirmation from others to be allowed to perform your professional role? Or,
are you bringing forth your true nature and boldly expressing your authentic
presence so prospective clients can determine if they resonate with who you are?
High impact practitioners pursue the second of these paths. They believe it is in their
best interest and that of their clients to bring their “A-Game” to the table.

Of course, you have to be an exceptionally good musician for all this to work. As
a practitioner, that means meeting all six of the high impact criteria described earlier.
Assuming these six attributes are an accurate description of how you are perceived,
the pivotal issue becomes ensuring you are performing in front of the right patrons.
This is your fan base; you should remain loyal to it by maintaining the integrity of
who you are. That’s what they resonate with. It is what you owe to yourself and
to them.

The finest music you’ll ever play surfaces in front of appreciative audiences. To
bring out your best and to deliver the greatest value, your quest is fourfold.

* Know who you are and what practitioner music truly comes from your heart.

+ Play that music with all the authenticity and passion you feel and broadcast your
frequency as strongly as you can.

* Recognize that your ability to play the music as well as you do is a gift and strive
to share it with people who resonate with its significance. (Others may be
listening, but play for your true fans.)

* Don’t compromise your musical talent in order to gain a larger audience or to
please certain listeners in powerful positions. Be who you are and build your
change practice around that.

Don’t measure yourself by the number of people listening to your music —
measure yourself by how many are touched by it — compelled in some way. The
people you influence won’t open themselves to the vulnerability required for them to
be genuinely impacted by your efforts unless you are playing unabashedly from
your soul.
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I realize this may pose some significant challenges, but bear in mind that we’re all
in the same boat. As change professionals, we pay for either our victimization or our
sovereignty. Either way, the invoice is expensive, so make a decision and get on
with it.

For those who choose sovereignty, the work to be done is comprised of three
steps.

 First, deeply explore your character so you can understand and accept who
you are.

» Next, embrace the presence you broadcast as a natural reflection of your core and
an expression of your unique gifts.

* Finally, seek out people to work with who value your character/presence “pack-
age” instead of trying to artificially mold yourself to fit all prospects who might
come your way.

As we’ve seen, character and presence separate adequate technicians who merely
deliver completed tasks and meet timelines from high impact practitioners who
provide valuable insight and wisdom. We all use some kind of approach or frame-
work to support our work, but our character and presence allows us to leverage these
enablers for optimum impact. You need to engage both the heads and the hearts of
the people you guide before they open themselves to meaningful advisory relation-
ships. Well-constructed methodologies can impress their intellect, but it takes a
strong character and a trusting presence to speak to someone’s heart.

Your true nature is synonymous with who you are. It has an epicenter called your
character, which is conveyed to clients through the presence you cast. It is by way of
your inherent character and the presence you emit that you are seen as an invaluable
strategic resource. To feel fulfilled professionally and provide the best possible value
to those you influence, high impact practitioners must find their voice and perform
without reservation in front of the right audiences.

Cultivating Character

“The tragedy of modern man is not that he knows less and less about the meaning of his own
life, but that it bothers him less and less.”
Vaclav Havel (1988: 237)

Character Isn’t “Fixed,” It's Refined

Many people think they can develop character in the same way they might attain new
knowledge or better their communication skills. They think they can improve it by
pushing themselves to greater heights. Based on my experience, I've come to a
different conclusion. I’ve been a professional facilitator of organizational change for
over four decades. Before that, my work was in the area of counseling psychology.
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Throughout that time, I can’t think of a single situation where I witnessed someone
who substantively transformed the essence of who they were, or the core nature of
someone else. I know that sounds odd coming from someone in the change business,
so let me explain.

Early in my career, I accepted the conventional notion that character could be
purposely “developed” — that is, there were activities, processes, or practices that,
when engaged properly, could create or eliminate specific features of our own
character or that of someone else. Then I began to notice that these kinds of results
were not actually taking place among the people whose character I had been asked
to help change. (Initially it was while counseling people seeking fundamental shifts
in themselves or their spouses/children. Later, it was with leaders and change
agents who had asked for guidance to address issues at the heart of who they
were as human beings that were impairing their effectiveness during major
transitions.)

Because I saw so little actual character change resulting from my own efforts, I
started paying closer attention to what others were describing when they discussed
success at promoting change in someone’s fundamental nature. It became more and
more clear to me that the modifications they were describing were not parallel to
what 1 consider reconstituting character. There were behavioral and attitudinal
changes taking place, but these shifts were not at the core level of a person’s
foundation of being.

More observation and pondering on all this helped me come to a very personal
realization — nothing I had ever done to myself or that had happened to me had
actually varied in any significant way the essence of who I had been all my life. On
occasion, | had attempted to alter my basic nature, as did my parents and numerous
teachers, ministers, coaches, etc. While some behavioral and mindset changes
occurred depending on who was attempting what modification at a given point in
time, I remained essentially the same at the DNA level of my character.

Is my character different today from what it was when I was much younger?
Absolutely. I can find no evidence, however, that the difference is attributed to any
action I or anyone else took as a deliberate effort to create the specific outcomes that
resulted. Did my character advance? Yes. Was it through intentional design? I think
not. Behaviors can be added or subtracted from our inventory of habits, but I believe
character remains remarkably resilient throughout our lives.

I concluded that character does evolve, but not from being deliberately “devel-
oped” as the term typically implies (i.e., altered by design through applying certain
actions to accomplish specific outcomes). Not only is our true nature unresponsive to
external efforts to alter it, it doesn’t actually change at all. We come from the factory
hardwired with the character that will represent who we are for most of our lives.

We see this phenomenon elsewhere, but normally don’t apply the same perspec-
tive to character. Like the acorn that holds the base information and predisposition
needed for a giant oak to unfold one day, we enter this world with all the founda-
tional elements of our character intact, what James Hillman refers to as the “Soul’s
Code” (Hillman 1996). For example, what appears as a relatively sudden onset of
cholesterol-related problems often can be traced to a genetic susceptibility. The
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physical symptoms may or may not manifest, but evidence suggests that when they
do, there is a genome marker embedded somewhere.

The fundamental nature of who we are unfolds the same way. What begins to
surface as character traits during adolescence, or during the young adult years and
later in life, were always there but lying dormant until events, circumstances, or
relationships trigger their manifestation. These qualities appear to us as new aspects
of our character when, in fact, they are preexisting features that are only now being
activated by our experiences. A different person can be exposed to the same kind of
event, circumstance, or relationship, but the “new” quality doesn’t emerge for
him/her. Why? I believe it is because there was no predisposition for it to come
forth. Character is amenable to maturing into more advanced versions of its basic
nature, but it can’t become something less than or more than its inherent state.

My views on whether a practitioner’s character yields to change are grounded in
these personal observations. Based on what I have witnessed, I can’t corroborate the
claim that people are somehow able to make substantive additions to or deletions
from their own (or someone else’s) basic nature. I have been party to introducing
new initiatives where certain variables were stressed or deemphasized, and the
characters of the leaders emerged very differently than was apparent earlier. How-
ever, to say these people started displaying character features that didn’t exist before
or eradicated elements that were once prominent is beyond what I can substantiate. I
believe a more likely explanation is that they started manifesting aspects of their
character that had not previously been visible and/or that certain qualities became
less pronounced and it looked as if they disappeared.

Character Is Revealed, not Invented

Advancing character isn’t about adding (or removing) parts; it’s about surfacing and
honoring what has always been there but, over time, might have become covered
up. We can’t “correct” our character by assessing what is missing and attaching the
absent elements (e.g., “I’d like to be more caring so I think I’ll infuse some empathy
into my makeup”). There is no Photoshop equivalent for character enrichment.
Cultivating character isn’t about learning something new as much as it is about
remembering. Character is revitalized by sinking into the depths from which we
came in order to rediscover it. It is uncovered, not concocted.

Bonsai is a Japanese art form that involves shaping woody-stemmed trees or
shrubs in containers to produce small replicas that mimic the shape and style of
mature, full-size trees. This technique dramatically alters the size and appearance of
the trees to which it is applied, but it doesn’t change the kind of tree it is. For
example, before bonsai treatments, a Japanese maple would have had a specific
trajectory to its natural growth pattern. After years of carefully “developing” the tree
through bonsai, it may be almost unrecognizable compared to other similar trees that
were allowed to follow their normal growth disposition, and yet, it is still a Japanese
maple. The process of bonsai stunted, twisted, pruned, negated, graphed, amended,
and/or rechanneled the tree’s basic tendencies, but its character remained that of the
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young sapling it was early in its life. The tree is what it is, regardless of the
circumstances in which it finds itself.

The same can be said for people. They stunt, twist, prune, negate, graft, amend,
and/or re-channel themselves (or someone else does it), resulting in new mindsets
and behaviors that may in no way resemble their fundamental nature. Yet, the
essence of who they really are remains intact. Their basic nature might be concealed
by engineered alterations, but their beingness endures, despite the mutation or
masking. Their presence can be altered to project any contrived image they choose,
but the core of who they are will abide.

When it comes to character, it makes no sense to try to develop something that
didn’t exist before or to try to destroy elements we don’t like; it can’t be done. The
most effective approach to refining our character involves reviving and accentuating
existing qualities. We can also learn to de-emphasize (though not totally eliminate)
facets we don’t value, or re-channel their impact into more constructive endeavors.

The true nature of who we are has always shaped our lives, regardless of how
muted or shrouded that influence might have become over time. Rediscovering our
character is an act of liberation, not acquisition. Cultivating character is about
exploring, accepting, and leveraging not only what is already within us but recog-
nizing it as the greatest asset we have as change practitioners.

Simply stated, when it comes to character, you have to play the hand you were
dealt. That said, it’s not a static phenomenon. Character advances and grows stronger
(for better or worse) on an ongoing basis.

It is constantly evolving. There is an elasticity to our inner core — it is always
unfolding new, more sophisticated ways to interpret the actions of others and
interact with them (through the presence we convey). This natural progression
doesn’t add or subtract from who we are; it unfolds more and deeper pathways
within which our character can operate.

» Like most assets, it usually becomes a more powerful influence over time. As it
matures, its features, as expressed through the presence that is conveyed, typically
enhance its impact on those with whom we interact.

Are you Asleep at the Wheel?

If we take as a given that our character is always advancing and strengthening itself,
the question becomes, “Is this occurring with or without our attention?” Are we
mindful of its continuous maturation or is all this happening without our conscious
consideration?

Even if we are blind to who we really are, deny what we don’t like about
ourselves, or are ignorant of how influential our character has become, it still has
an impact on others. Being vigilant of our character’s effect and intentionally
fostering its unfolding is a necessity for achieving the kind of high impact being
described here. Therefore, it is best for practitioners who aspire to be viewed as
strategic and invaluable to be observant of their character.
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There are many ways to go about encouraging our character’s advancement, but
they all have one thing in common — waking up. Since character enhancement
involves nurturing and channeling what is innately there, rather than trying to insert
foreign traits or eliminate unwanted attributes, the most important thing we can do is
to reacquaint ourselves with what it is about our basic nature that we have lost
contact with — to wake up to who we really are.

But why is waking up even necessary — why do we go to sleep in the first place?

When addressing the subject of character, we are talking about something that is
indigenous to the center of our being; at some level there must have been a time we
had access to it. Yet, as our lives progressed, most of us went adrift from at least
some aspects of our core. We failed to maintain an open passage to our inner nature
and started functioning as if we could feign what others wanted from us instead of
honoring our true spirit.

How can we lose touch with something as fundamental as who we are and why is
awakening so difficult? Why is operating in a “walking sleep mode” even a viable
option?

To cut to the chase — the illusions we maintain when asleep can sometimes be far
less stressful than the harsh realities we face when we take life head on. For many
professional change practitioners, the truth is, although they stay busy with various
activities, they operate in environments where they are not viewed as critical assets.
To the contrary, they are considered tactical resources assigned to marginally
important projects; as such, doing anything other than what is expected of them is
unacceptable. Under such conditions, using unawareness to anesthetize themselves
can be preferable to the heartbreak of going unrecognized and/or undervalued by
those whom they serve.

Falling asleep means forgetting that we each have a unique center worthy of
expression. It is succumbing to victimization so thoroughly that our senses no longer
register when we sell ourselves out to keep a job or keep more powerful people
contented. This kind of self-induced slumber requires that we feed ourselves a litany
of bumper-sticker platitudes so we’ll remain oblivious to the real implications of
what is happening.

* “That’s just the way it is.”

» “This is what it takes to keep things running smoothly around here.”

» “It’s easier than fighting with my boss about how honest I should be.”

» “Clients want to be told what they want to hear, not what is really taking place, or
what is actually needed to succeed.”

When it comes to our relationship with who we really are, hibernation can prove
to be a much less painful alternative to feeling small (if not invisible) and/or
contorting ourselves into who or what others want. This kind of sleep modus
operandi has turned into the approach of choice for many in the change profession.
Operating while “comfortably numb” is a pattern that is playing itself out all too
frequently: we first trade off, then disregard, eventually discount, and finally lose
awareness of who we really are.
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As a result, many practitioners capable of high impact performance or who are on
the cusp of and desire to make the leap in that direction “go to sleep” rather than
experience the alienation and distress associated with not being valued for who they
are. They deaden themselves without realizing it to avoid the pain. Some use alcohol,
drugs, superficial relationships, or taking on hyper-workloads that overextend them-
selves to induce this numbness. Others bury their discomfort in their psyche and
learn to function on autopilot. They engage their assigned duties absent any aware-
ness of the fulfillment that is missing. Here is the unconscious logic trail they apply
to themselves:

1. There is no pain if there is no foul.

2. There is no foul if I have no expectation of being recognized and valued for who
Iam.

. To have no expectations, I have no awareness.

4. Without awareness, there is no pain.

w

As I’'m using it here, falling asleep means no longer being aware of how bringing
forward all you have to offer could be a benefit to your clients, and it means ensuring
that the presence you project is one that keeps leaders comfortable. There is no place
for conflict with this kind of slumber because tension heightens awareness, whereas
contentment has a tranquilizing effect. We must water down what we offer as
observations or recommendations in order to keep everyone appeased and content.
Being a provocateur, or in any way offering views or feedback contrary to what
clients expect or want to hear, is unacceptable and inconsistent with keeping them
comfortable and ourselves anesthetized.

Falling asleep means forgetting that we each have a unique center that is worthy
of expression, and that failing to offer it is an unprofessional act of withholding
value from those we serve. It means we lose sight of our responsibility to use all
possible means to support clients as best we can, including deploying our authen-
ticity as we would any other asset included in our methodology (concepts, tools,
techniques, etc.).

We fall asleep when we fail to open a passage to our inner nature and we convince
ourselves we can (and should) fake what others want from us instead of honoring our
true spirit. This is when we start dreaming we are someone other than who we really
are. The dream turns into a nightmare, however, if the sleep state is sustained too
long and we lose the ability to pull ourselves out of our comatose condition.

High impact practitioners operate in a state of “awakeness.” They wake up every
time they remind themselves about the value their character represents — the core of
who they are. Being awake means being mindful of:

* How much you have to offer clients when you inject your character and presence
into the mix

» How wasteful it is to not leverage the unique value you represent

» How painful it is to live an inauthentic life

» How alive it feels to live an authentic life
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Unraveling the Conditioning

Going to sleep means losing the distinction between keeping clients in their comfort
zone and practicing our craft at the highest level. Waking up doesn’t guarantee we’ll
never again capitulate to political pressure. It means that if we do subdue our true
selves in order to “keep the peace” (if not our jobs), we are aware of what is
happening and we make an informed decision. We don’t fall unconsciously into
numbness and/or feel victimized by circumstances.

To wake up, we must unravel the conditioning that has influenced many of us
since infancy. To say this, habituation is deeply entrenched in how we function as
professionals is an understatement. In virtually every aspect of our lives, we have
been instructed in how to subjugate our nature to the surrounding pressures, not the
other way around.

The intent behind this kind of guidance was usually well-meaning. It helped us
“fit in” (initially with our families, then friends, community, religion, school, spouse,
work, etc.). The net effect for some practitioners, however, has been incredibly
detrimental as far as their functioning as high impact resources. They were taught
to trade truth and authenticity for the love and acceptance of others — not a pact that is
ultimately in our best interest, nor that of the organizations we serve if we aspire to
maximize our influence with clients.

An inculcation process that permeates virtually all aspects of life is difficult to see,
and harder to extract ourselves from. It is the water we swim in, and the air we
breathe, so it’s tough to be objective both about its existence and how to handle it.

Difficult or not, we need to come to grips with what must first be acknowledged,
then addressed, and finally resolved — to be a strategic and invaluable resource to
leaders during change, the tenacity to bring our full selves forward must be seen as
an imperative, not a preference to be exercised or not.

This Is Hard Work

There is nothing easy about waking ourselves from the slumber that results when
professionals regard their innate being as less valuable than what others want from
them. But then, if easy is what you are seeking, being seen as a high impact
practitioner is the wrong pursuit for you.

Being thought of as a strategically invaluable change professional is a double-
edged sword. There are the satisfaction and the economic rewards of being at the top
of your game, and there are the associated responsibilities that come with those
benefits. High impact work means living up to the respect that people grant to
practitioners operating at that level. Nothing less than our all-out best is permissible
if we claim the high ground of being exceptionally skilled at what we do, stand on
our truth, and authentically express who we are.

If you want to accomplish all this and excel in our field, you must wake up. There
is no alternative route. Either pull yourself out of the conditioning that encourages
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you to water down what you say and do so the people around you can stay in their
comfort zone, or stop kidding yourself that you are on the path to deliver exceptional
value to your clients. Wake up from the dream that you are other than who you are.
Rejuvenate the connection to your true nature and the value you can create for people
when you allow your character to be the center of gravity for your work.

Character’s Hidden Assets

I like to use metaphors when describing human dynamics. Good ones provide a
simple way to convey complex characterizations. They also inform us of implica-
tions we might not otherwise recognize. Here we’ll use a sapling and the oak tree it
becomes as a metaphor for how we can lose awareness of our true nature, even
though the foundation of our character is always there.

Consider that within even the most massive oak tree, there resides the sapling
from which the tree evolved. Not the concept of a sapling; I mean underneath the
bark and all the years of accumulated rings of growth that make up the trunk, there
remains the original, thin frail sapling that was the tree’s starting point. If you
chipped away the trunk that grew around it, you would find it there. I’'m not talking
about carving a rendering of a sapling out of the oak, it would be the actual sapling
itself. Uncovering the sapling isn’t the result of sculpting, it’s about revealing what
had always been there but had become hidden — not creating a sapling out of the tree,
but actually exposing the existing one.

Learning from Parallels

We can use this image of the sapling embedded within an oak’s trunk as a way to
represent the nature of a practitioner’s character. For the metaphor to work, however,
I’ll need poetic license in order to inject some human qualities into the biological
realities of a tree’s life.

» The Sapling — Its central function is to establish a foundation for growth and be
the keeper of the tree’s inner nature throughout its life. From a human perspective,
the risk is that a person’s sapling won’t remain vibrant long enough to benefit
from the trunk’s defenses.

* The Trunk — Its principal aim, year after year, is to add rings of hardwood to
protect the tree’s true nature. For humans, the risk is that a person’s trunk will
become so dominant that it smothers the sapling’s spirit, producing a tree that is
large and strong but also inanimate and uninspired — big, thick, sturdy, and
impressive, but at the same time rigid and lacking soul.

As change professionals, we can draw some parallels between the sapling/trunk
relationship and our own struggle to stay connected to our inner nature. Here are four
ways we can learn from the oak.
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Protect your Essence without Snuffing it out

The sapling is the keeper of the tree’s character, but it is a fledgling and lives an
extremely precarious existence. As soon as it is established, it triggers the buildup of
a more durable envelope in which to protect the tree’s essence. This is where the
trunk’s growth comes in.

The sapling’s charter is to hold and nurture the base substance of who the tree is,
not to protect itself from possible harm. It is the trunk’s job to encircle the sapling
with layer after layer of hardwood so its spirit is sheltered from outside damage. The
trunk does its job well, but the security it offers can also be the sapling’s demise. If
the trunk grows too dense, it can overwhelm the sapling’s ability to function as a
reservoir for the tree’s vibrancy.

When the metaphor is applied to humans, it can be said that a similar bond forms
between the core of who we are and the protective mechanisms we create to buffer our
character from harm. The conditioning we have been exposed to throughout our lives
morphs our uniqueness into ways of operating that are more acceptable to others than
would otherwise be the case. Without some means of protecting the essence of who
we are, the conditioning process can completely overcome the truth of who we are.

Even slight infractions on our core nature can be distressing, so the prospect of
our character being lost altogether is avoided at all costs. To prevent this from
happening, we create defenses to shield the integrity of our character and insulate
us from the emotional pain we would experience if it were breached. In this way, we
can “accommodate” others who expect something different from us than who we
really are without transgressing too much of our inner core.

Whenever we find ourselves in settings where our true nature isn’t valued, the
tendency is to grant people what they want but then add another layer of defense.
Over time, a debilitating rhythm can be established: keep people comfortable, add a
layer — keep people comfortable, add a layer, etc. The defenses are an effort to “be in
the world but not of it;” yet, after enough years of “keep people comfortable, add a
layer,” the core spirit that is supposed to be protected can become no more than a
faint echo.

Don’t Build so Many Defenses That Even You Can’t Find Your True
Nature

The sapling/trunk relationship is a paradox. On the one hand, the sapling depends on
the trunk’s ever-growing strength to buffer it from jeopardy; at the same time, it runs
the danger of becoming completely engulfed and eventually assimilated into the very
thing that is there to preserve it.

Every safe haven has its price. For the sapling, it’s that the trunk can become so
dense the sapling’s identity (and therefore, the tree’s soul) can appear to vanish. The
tree is living but it seems to lack “aliveness.” If the sapling can’t withstand the
pressure of the trunk’s growth, the tree will still be left standing, but will not truly
flourish as it could without the vitality that comes from its inherent spirit.
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Life is a risky proposition, and not every acorn yields a seedling. Many seedlings
never produce a sapling, and there are plenty of saplings that fail to properly
safeguard themselves with adequate trunks. Likewise, not every sapling that gener-
ates a protective trunk survives the pressure of its defenses. With poetic license, I’11
say that when this happens, the sapling is absorbed into the trunk itself to the point
that the tree’s spirit can look like it has been lost. The protector becomes the assailant
of that which it was supposed to protect.

We can say the same for those who are change practitioners. Their character
becomes overwhelmed by the protective mechanism they set up to safeguard their
uniqueness. Compromise after compromise leads to layer after layer of protective
defense. At a certain point, their basic nature becomes so entombed within its own
defenses that it is rendered inaccessible.

Don't Let Your Tough Exterior Become all of Who You Are to Others

A sapling that seems to have been lost to the layers of its own hardwood never
actually ceases to exist, but its appearance can become so obscured by the trunk’s
dominance that it is no longer apparent to others.

All saplings become encased in their trunk’s denseness — that’s inherent in the
protective process. The problem occurs when the tree’s spirit can no longer be
distinguished — when its identity loses its definition to the encircling mass. If this
happens, the oak’s inner nature is still there, but its beacon can no longer penetrate
the thick enclosure it is in. Its vitality can’t pass through the trunk and be visible to
the external world.

No one can see anything but the massive trunk; to the outside observer, the tree is
the trunk. To a passerby, the essence of the oak’s true nature wasn’t “replaced” by the
trunk’s imposing nature. As far as the person is concerned, there was never anything
but the visible trunk, branches, and leaves.

There is no thought that, at one time, a sapling was chartered to carry the tree’s
soul and that it is still in there — very much alive, even though buried beneath the
trunk’s weight. The sapling and the innate spirit it holds are all but forgotten.

The same can be said for change agents who lose contact with their character. Our
autonomous spirit isn’t something that actually goes away, even when smothered
and left unattended for long periods of time. What can happen, however, is that our
defenses become so concentrated and impenetrable that, to others (and perhaps even
to ourselves), our essence becomes invisible. Our true nature is nowhere to be found.
All that is noticeable are the layers of hard, compressed defenses that have built up.

It's About Achieving a Dynamic Balance
The trunk’s function is to safeguard the sapling’s inner nature, not to become such an

overpowering force that the sapling’s spirit is lost. High impact change professionals
are able to achieve this dynamic balance. There is no question we need defense
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mechanisms to cope with the pressure to subjugate our true core in order to cater to
the wishes of others. The challenge is how to employ this armor without losing our
connection to what it is there to protect — forgetting who we are and the positive
impact our uniqueness can have for clients.

It's Time to Wake Up

Let’s go back to our earlier sapling/trunk illustration for more insight and inspiration.

This Is an Inside Job

For the metaphor to work, we’d have to consider that finding the small sapling
within such a large tree would require pulling back the trunk. We would have to
chip it away, bit by bit, to uncover the young sapling — the spirit of the tree — still
living within. At some point, we’d actually be crawling inside the tree for closer
examinations of where the tender skin of the young sapling stops and the
surrounding strength of the trunk begins. What this picture evokes in me is a
heightened awareness that nothing short of inching our way into our own depths
will suffice. If we are to reconnect to and reacquaint ourselves with our inner
nature, it will require a lot of hard work that we can’t detour around, truncate, or
delegate.

There are no shortcuts to make it quick, apps to make it easy, or surrogates to do it
for us. Liberating a character that has been lost to the dense trunk of defenses that
grew up around it can only be accomplished when we painstakingly extract layer
after layer of the obfuscation that has built up.

Done right, this is a messy, extended, resource-consuming, and emotionally laden
process — not something most people would describe as a lot of fun. I assure you it is
not for the timid or faint of heart.

That’s why many of the practitioners I know who have pursued such a path go on
to be viewed as strategic and invaluable resources for their clients. They may have
had reasons to engage in this very personal work other than raising the bar on their
professional capabilities — it is not for me to say. I’'m just observing that the change
professionals I’ve personally had contact with who have engaged this kind of deep,
introspective self-learning are usually the ones who also rose to the top of their
games.

Don't Be Surprised When You Are Surprised

This kind of an exploration isn’t about creating a sapling-looking figure from a larger
piece of wood. This is more like archeology in that it involves uncovering what is
already there. Character isn’t developed, it’s emancipated. We don’t determine what
it should be; it divulges itself to us.
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This is about honoring what is, not imposing what should be. In this sense, we
must be prepared to be surprised by what our character reveals about itself. If we
only allow it to bring to light what we want or expect, we will defeat the whole
purpose of the rescue effort. “Don’t be surprised by what you learn about yourself
when you wake up” would be the wrong advice. In fact, if you aren’t occasionally
surprised by what your inner core announces about itself, you are probably still
trying to control the outcome too much. “Don’t be surprised when you are surprised”
is a better adage for approaching this undertaking.

It would be wise to take a cue here from improve comedians who are masters at
acceptance. Regardless of what is said or done by their fellow comics or the
audience, it is taken in as information to fuel the next joke. They don’t engage the
typical left-brain logic filters to determine which input best fits with where they want
to go. They assume where they are going will become clear by the input they receive.
They don’t direct the outcome; they allow it to tell them how to get there by listening
to and using whatever information is made available.

You Must Find your Own Path

Waking up to our inner nature can be approached from several perspectives,
including:

* In personal relationships (friends, family, etc.)

* In health matters (nutrition, exercise, etc.)

* In solitude (prayer, meditation, etc.)

+ It also can be revealed by exploring how we “show up” in our work

Delving into how our inner nature affects the way we practice our craft is
something that we each have to commission in our own way. There are various
enablers we can call on to help facilitate the process of reacquainting ourselves with
our core and authentically expressing ourselves with clients. Some of these paths are
very interactive (e.g., using a coach, mentor, or peer community for exploratory
discussions). Other approaches are pursued in solitude (e.g., prayer, meditation, self-
reflective time with nature). This is not something where “best practices” will be of
much help. Anyone drawn to enroll in this kind of a journey must determine for
himself or herself how best to proceed.

That said, here are some questions that may be worth either considering on your
own or engaging in dialogue with others.

* What are some words, phrases, stories, or images you can use to portray what
your character looks and feels like from the inside — your sapling?

* Does it feel any different with clients when you have a clear channel to your inner
nature versus when you have fallen asleep?

* Your character is conveyed through your presence, so how do clients let you
know whether or not who you are is valued?
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*  What impact does your character/presence package have on clients?

* What are some of the indications that your sapling is thriving beneath the
protective cover of your trunk? Are there any indications when it is overwhelmed
and in jeopardy of losing its identity?

* What are the ways you try to “wake” yourself up?

* What are some words, phrases, stories, or images you can use to portray the
defenses you have built up to protect the integrity of your character and buffer you
from emotional pain when who you are is devalued or ignored?

*  What prompts your trunk to add new layers of defense?

Summary

Practicing the craft of change facilitation at a high impact level isn’t something most
professionals will have an appetite for pursuing. The majority are focused on “what
to do,” not “who they are.” This isn’t meant as an indictment; it’s just an honest
reflection of how our profession has evolved.

There is good reason relatively few choose this path. Being a high impact trusted
advisor has a lot of appeal until the realities of what it takes to reach this status
become clear. Invaluable strategic practitioners generally work harder, put in longer
hours, and take more risks than their adequate counterparts. In addition, they
frequently find themselves in uncomfortable/difficult interactions with their clients
and never reach completion of their professional development.

As if that’s not enough, the most challenging requisite for operating this way may
be finding the courage and discipline to stay the course despite the problems and
burdens encountered. Courage and discipline are critical elements for change pro-
fessionals committed to maintaining a balance between knowing what to do and
bringing forward who they are. We must have:

* The courage to maintain an unvarnished alertness for the good, the bad, and the
ugly. At any point in time:
— What is our character revealing (not just what we like about ourselves, but
what we don’t like as well)?
— What is our presence hiding (the parts of ourselves we are afraid to reveal)?
— What happens when we practice our craft with the wrong clients (try to
influence people who don’t understand or appreciate what we are offering
when we bring forward our true selves)
» The discipline to make an informed decision each time we become aware of gaps
separating our desire to be fully authentic and the reality of what we are actually
doing

Practitioners seeking strategic and invaluable status can’t cultivate their character
by acquiring new concepts or skills. It’s about uncovering our true nature and
realigning with its inherent value and impact. It’s about reacquainting ourselves
with who we are so we can stop denying our essence in order to keep others
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comfortable. It isn’t easy to untangle ourselves from all the conditioning we’ve taken
on over the course of our lives, but to excel in the change profession demands
nothing less.

Character is the sapling at our core and, as such, is unchanging in its nature. When
presence is an authentic reflection of that essence, we are in a position to leverage our
greatest strengths — bringing forward the aspects of who we really are that are most
advantageous to helping clients navigate the transitions they have asked us to
facilitate.

We each have a vibrant, dynamic, spirited sapling that is the primary source of the
benefits we provide our clients. High impact practitioners on a mastery path have a
responsibility to themselves and those they serve to crawl through the layers of their
trunk to reveal, honor, and express the sapling that is there.

This is an invitation for you to join in this pursuit — if you feel you are called to
do so.
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Abstract

This chapter describes personal transformation as both the context for and
product of choosing growth-promoting responses to challenges in life over self-
protecting responses. The disposition to make this choice sets a trajectory of
personal transformation throughout life which is experienced as the development
of innate potential and general well-being.

The growth and protection modes for life engagement are so holistic that they
can be measured concurrently at behavioral, mind, and neurobiological levels.
This chapter describes them at all three levels while focusing on the contributions
of neurobiological research. Neurobiological patterns serve as reliable markers
for the thoughts and actions that distinguish growth-promoting from self-
protecting responses to challenges.

Most day-to-day life engagement is carried out automatically through habitual
patterns of thoughts and actions that require little reflective thought and personal
change. This chapter explains how challenges are delineated as opportunities for
transformation by the degree to which they drive the need for significant personal
change. The need for personal change to address challenges sets up an emotional
conflict which is resolved through personal transformation.

Meeting challenges that provoke personal transformation requires reflective
interpretations of situations and evaluations of oneself and intentional choices of
growth responses. Reflective interpretations and intentional choices offset habit-
ual thoughts and actions. They are both described in some detail, and practical
skills and strategies are provided for their application to challenges.

Keywords

Neuroscience - Neurobiological markers - Self-transformation - Growth mindset
Self-efficacy - Reflective interpretation - Self-examination - Parasympathetic
dominance

Between stimulus and response, there is a space. In that space lays our freedom and power to
choose our response. In our response lies our growth and freedom.
Viktor E. Frankl, Man's Search for Meaning, 1946.

Introduction

Personal transformation is the metamorphosis of the individual toward a more
complete expression of his or her innate potential. This chapter explores the neuro-
biological basis for transformation that occurs through engaging challenges in life
with increasingly constructive growth-promoting responses. A growth-promoting
response alters the individual in a positive way.

The ways science illuminates our understanding of personal transformation are a
central feature of this chapter. Scientific investigation of personal transformation
adds another layer to our understanding of ourselves that complements and expands
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philosophical and spiritual wisdom of ancient origin. The tools and discoveries of
psychology and biology are revealing the synergy between the mind and brain-body
that underlie personal growth as a holistic process.

Science is validating the qualities of mind long associated with the process of
personal transformation. Abraham Maslow studied these qualities and derived an
immensely intuitive description of them that is still relevant (Koltko-Rivera 2006).
Science is now demonstrating that Maslow’s self-actualizing qualities are indeed
intimately related to physical, emotional, and spiritual growth and well-being.

Well-being is a process of transformation rather than a destination. The continual
process of positive growth is experienced as well-being. Evidence particularly
supports the self-directed pursuit of two core values as central to true well-being.
They are personal growth and contributions to others (Schwartz 1994). These
self-actualizing qualities positively affect every aspect of human functioning and
well-being.

Synergy Between Mind and Brain-Body

Personal transformation impacts every aspect of human functioning on a holistic
basis. From a biological perspective, smaller systems cooperate to form larger
systems. At a high level of cooperation, the mind, brain, and body are integrated
into one holistic system. Each of the parts concurrently fulfills specific functions
critical to personal transformation, such as the interpretation and memory of infor-
mation, regulation of the body, conscious awareness, self-identity, and intentionality.

Linking mental and emotional functions more directly to specific neurobiological
systems helps to better understand how the mind, brain, and body work in synchro-
nicity for personal transformation. Because specific functions of mind, brain, and
body do not correspond in simple ways, scientists link them together through
markers.

Starting with such psychological functions as human bonding, emotional regula-
tion, and sense of self, scientists have been able to measure the activities of brain and
body functions that serve as markers that co-occur with psychological functions.
These biological markers are actual moment to moment neurobiological changes that
map onto changes in the self-report or observed behavior of research subjects. Fine-
tuned measurement of these changes is now possible with current technology such as
brain imaging.

By submitting subjects to tasks that require mental functions during brain map-
ping, researchers can visualize and record how the brain addresses the challenges.
Early research on neurobiological markers found that when we intentionally direct
our attention to a task, the prefrontal cortex is more active. This change in activity is
one type of marker for broad awareness of our environment and our self in situations
to which we are supposed to be attending.

Another type of marker is the continuous elevated baseline activity of negative
emotional neurons in the amygdala of the brain that usually accompanies prolonged
anxiety in the absence of a real threat. This marker indicates that the biological basis
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of anxiety is active even if the individual is not consciously aware of it. There are
also biological markers at the levels of organ functions, cell functions, and even gene
expression.

Only a theory of mind-brain synchronicity serves to fully explain our current
knowledge of the neurobiology of personal transformation. It is the mind that creates
our experiences. However, the mind is not able to hold much information in
conscious awareness, so it directs the storage and accesses of information to neural
networks in the brain. The brain also consolidates personal memories into themes
and creates neural pathways for automatic reactions and responses to various types
of challenges in our lives.

It is common for neuroscientists to take a brain-first approach, or equate the mind
and brain. We take a mind-first approach. While our understanding of the complex-
ities of brain-body mechanisms expands regularly, current neuroscience research is
still in the early stages of discovering reliable brain-body markers for consciousness,
the self, and other psychological phenomena. Many of the functions we discuss are
not well accounted for as simply brain activities. To better examine the role of the
mind in personal transformation, we focus on its involvement in reflective interpre-
tation of situations, conscious self-evaluation, and applied intentionality. Each of
these functions has neurobiological components.

There is a popular conception that personal transformation takes place largely
through peak experiences that illuminate a person’s mind like turning on a light
switch. An epiphany about life, oneself, and one’s choices seems to coincide with the
experience. Peak experiences can be transforming if they alter beliefs and behaviors.
They can have lasting effects if they ultimately lead to more advanced growth-
producing responses to life challenges.

This chapter describes another form of personal transformation through signifi-
cant challenges. Significant life challenges represent an ideal medium for personal
transformation. Since they require an evaluation of personal resources, they are
highly self-relevant. As we will explain, significant life challenges elicit internal
emotional conflicts in the mind and brain that must be resolved. These emotional
conflicts place responses to significant life challenges among the most transforma-
tive personal experiences.

Slow continuous transformation through the constructive selection of growth-
promoting responses to challenges is more like watching the sun rise than flipping a
light switch. This form of personal transformation is seldom experienced as discrete
steps. The individual is actualizing as he or she stays present and aware of the
positive emotional value and self-relevance of choosing growth-promoting
responses. The individual experiences the outcome of these choices as well-being.

Transformation Through Personal Experiences

Transformation takes place through personal or autobiographical experiences that
alter an individual’s perspective, often resulting in new insights and greater wisdom.
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Collectively, personal experiences create a person’s life story and sense of self. The
more personal the experience, the more it is wired into neural pathways that are
active when life choices are made.

Experiences are personalized by responding to them psychologically and neuro-
logically as if they are primarily about the individual. The degree of personalization
is registered in the brain by the intensity of two neurobiological reactions. One
reaction is the degree of activation of the midline cortical structures in the brain that
assign self-relevance to experiences. Activation of self-relevant structures signifies
that the experience is about oneself.

The other reaction is the magnitude of emotional reactions that are marked by
increased activity of positive or negative emotional neurons in the amygdala.
Emotion is the catalyst to rewire neural pathways in the brain in response to any
experience. The more experiences are emotional and personalized, the more sub-
stantive the alteration of neural connections in the brain.

More substantive alterations in neuron connectivity increase the memory of
personal experiences and the degree in which they are consolidated into the life
themes that serve as “chapters” in the individual’s life story. The more personal the
experiences, the more they are incorporated into the individual’s identity and
personality.

Identity and personality are two important psychological aspects of self that grow
through personal transformation. Identity is a combination of how a person thinks
and feels about himself. The thoughts are often conscious while the feelings are
often less conscious. The combination of thoughts and feelings about oneself
represent a personal resource called high self-efficacy or a personal vulnerability
called low self-efficacy. Personality is the cluster of dispositions a person has to
respond to challenges in life.

The main distinction made in this chapter is between growth and protection
responses. Growth responses are based in a personal resource called loving-
kindness, and protection responses are based in the personal vulnerability of fear
and tension. While this distinction between growth and protection responses is a
simple representation of personality, it summarizes the complexity quite well when
examining personal transformation.

Each of the mind’s choices for growth or protection responses is issue-specific.
Each challenge prompts a separate mind-brain choice of response. On the other
hand, those choices form patterns over time that become automatic.

Maintaining Stability of Self

Every cell in the body is being replaced regularly, and neuronal connections which
represent an individual’s psychological self are in constant change from
each personal experience. A time lapse image of a single neuron with 1 min between
frames illustrates dynamic movement as the neuron continually connects and
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disconnects from other neurons (Travis 2014). During sleep new neuronal connec-
tions are pruned to maintain stability and to reinforce transformation (Marget
et al. 2011).

Two essential functions of mind work in concert to insure stability of identity
and personality over time while providing opportunities for personal transformation.
The function of habit maintains stability and the function of intentionality drives
personal transformation. Whatever is practiced intentionally eventually becomes
automatic. In this way, personal transformations eventually become stable aspects
of identity and personality.

Stability of self is maintained by continuity of personal experiences. In every
personal experience, the mind has an emotional reaction to the situation and the
person’s perceived resources to respond. Emotional reactions are defining qualities
of personal experiences. Without them experiences are not personal.

In addition to positive or negative feelings, emotional reactions automatically
activate positive or negative thoughts that correspond in mood to the feelings
experienced. These thoughts often include ideas about and images of actions
to take.

As emotional reactions occur over time, the hippocampus of the brain selects and
stores certain features from situations experienced as rewarding or threatening.
These may be sights, sounds, actions of others or other features. These features are
then strongly associated by the hippocampus with either positive or negative emo-
tional neurons in the amygdala.

Most responses to challenges are made automatically. Automatic responses to
challenges are psychologically and neurologically efficient, requiring marginal
thought and brain activity. They are made in a low state of awareness of the
environment and oneself. Automatic responses are based on minimal information,
often on simple cues such as emotional reactions.

When similar features of past experiences occur in a new challenging situation,
the mind and brain matche the remembered patterns of past experiences with the
present situation to activate a new emotional reaction. The emotions and sensory
features of past experiences seem to the mind as if they are happening at the time
they are activated. This “information” is then used as the basis for an automatic
choice of a growth or protection response.

A great deal of daily life is turned over to habits. Automatic responses to
challenging situations are a type of habit, and function in ways like other habits.
Most habits are established associations between a cue and a response that require
little reflective thought. The emotional reaction to a challenging situation is the cue
that activates an automatic growth or protection response.

Constructive response choices to most challenges can become habits. While
these habitual constructive response choices may produce good results, automatic
choices do not have a high degree of transformative power. The transformational
process is based in constructively engaging ever-increasing challenges that
require reflective interpretation of situations and increasing personal resources
to respond.
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Choosing Responses to Challenges

People respond holistically to each opportunity and adversity primarily through
their growth system or their protection system. As they respond with one system
the other is suppressed. The mind is the primary arbiter of the choice about which
way to respond. Through the process of self-actualization, the choices are made from
perspectives of increasing clarity and wisdom.

Herbert Benson at Harvard Medical School has demonstrated that there are
separate combinations of genes for growth and protection responses that are opposed
in their functions (Benson and Proctor 2011). Activation of one combination of
genes by the mind and brain suppresses the other combination. Benson’s research
has repeatedly demonstrated that intentional activation of growth system genes is
related to physical, emotional, and spiritual well-being.

While teaching at Stanford University School of Medicine, Bruce Lipton’s
research demonstrated that individual cells respond to specific signals from the
environment and the mind and brain in either a growth pattern or a protection pattern
(Lipton 2015). These two patterns have distinctive differences in expression through-
out the body. This chapter adopts Lipton’s growth and protection terminology.

Since the mind interprets signals from the environment, this places the mind and
its corollary brain-body functions in the central position to select which system to
activate and which system to suppress under various environmental circumstances
(Learner et al. 2015). This is evidence that the internal and external responses to
situations are the most potent features of experiences. Internal responses can become
beliefs, and beliefs can guide behaviors. Lipton proposes that beliefs are the main
criteria the mind uses to choose the growth or protection system to respond to any
specific challenge.

Responses to most circumstances in life are best manufactured through the
growth system, particularly if they transform the individual in some way. All
human functions require the growth process. Lipton points out that without growth
there is no cell replacement for dying cells. Likewise, without growth there are no
loving relationships or successes in life.

We know by the outcomes it produces that personal growth is an innate instruc-
tion in our being. We are wired to seek our own good, even if we are confused about
what that is. Growth of mind is intimately connected with all aspects of well-being.
Indeed, well-being is a major marker for personal transformation, as we will explain
later in the chapter.

Richard Lazarus at the University of California, Berkeley, explained the relation-
ship between challenges and choices, which he referred to as coping responses
(Lazarus and Folkman 1984). Opportunities and adversities as challenges activate
three important functions in the mind. First, the mind interprets the situation as an
opportunity or a threat. Second, it evaluates the self for the resources to meet the
challenge. Third, the mind chooses a growth or protection response to cope with the
challenge. Lazarus gave us this understanding over 50 years ago, and it has weath-
ered the intervening time quite well.
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Choosing the Growth Response
Growth Response:
Love & wisdom
High self-efficacy

Personal responsibility

Engagement of challenges

Reflective Intentional

Interpretation
Protection Response:

Fear & Confusion
Low self-efficacy
Blame & attack

Avoidance of challenges

Fig. 1 Choosing the growth response

The predominant choice of growth responses to both opportunities and adversi-
ties influences life trajectories in critical ways as is demonstrated by the graphic that
follows in Fig. 1.

Comparing Growth and Protection Responses

The interpretation and choice making phases in the graphic are marked biologically
by two different processes served by two different brain networks (Seeley et al.
2007). The salience network of the brain interprets the relevance of the situation and
one’s personal resources to engage it. Reflective interpretation of the situation and
evaluation of oneself ensures that emotional reactivity is balanced by beneficial
perspectives and self-efficacy (Stanford et al. 2016). Then, constructive intentional
choices are made through the executive network of the brain.

When the mind chooses a growth response, thoughts and actions are driven by
love and wisdom. The individual has high self-efficacy or sound beliefs in his or her
capacity and motivation to control emotions and take appropriate actions. The
growth response endows the person with more beneficial perspectives derived
from greater awareness and interpretation of the environment and self. The individ-
ual takes personal responsibility in engaging both opportunities and adversities in
constructive ways.

Beneficial perspectives are not simply positive thoughts derived from an opti-
mistic view of life. Rather they originate from a deeper understanding of the nature
of challenging situations, more accurate evaluation of one’s personal resources and
alignment with high core values. In this sense, they serve as guiding principles for
important life decisions, especially when choosing growth-promoting responses to
challenges over self-protection responses.
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When the mind chooses a protection response, thoughts and actions are driven by
fear and confusion, often provoked by the challenge to change. The individual has
low self-efficacy, and tends toward thoughts and actions which he or she attributes to
circumstances. The individual blames others and circumstances for setbacks and
adversities and often responds with anger. When protection responses become a
pattern, the person avoids challenges to protect his or her self-concept and avoid
negative emotional reactions. This inhibits optimism and satisfaction with life.

Growth and protection responses are not simply the opposite of each other. While
they are coordinated at the level of the mind to produce a single response, the growth
and protection responses are activated by two different biological systems with
different functions. We mainly describe the growth system since it is intimately
related to personal transformation, and we provide some description of the protection
system as a source of contrast.

Growth responses to challenges propel personal transformation. Growth requires
personal change, and personal change requires resolution of threat perceptions that
can occur at conscious and subconscious levels. When challenges occur, the mind
must resolve the conflict between opportunity and threat perceptions to make a
choice. This response conflict takes place through the crosstalk between two brain
structures that interpret opportunity and threat. The mind makes this decision either
automatically or intentionally.

In the process of responding to challenges in growth-promoting ways, the
individual calls upon and further develops three important personal resources that
are outlined in the graphic. They are loving-kindness, wisdom, and self-efficacy. In
large part personal transformation centers on the development of these qualities
of being.

The choice to seek protection works through a series of hormonal messengers that
increase heart rate and respiration, restrict nourishment to organs, and activate the
fight or flight response. In contrast, the choice to seek growth increases nourishment
to organs to provide energy to meet challenges. This occurs through hormonal
messages of enthusiasm and optimism from the dopamine reward system that begins
when growth responses to challenges are anticipated by the mind. This anticipation
is experienced by conscious rehearsal of the thoughts and actions that are being
prepared by the conscious and unconscious mind as it makes the decision.

The Growth Mindset

Researcher Carol Dweck at Stanford University found that students at various levels
of education are on a continuum from a fixed to a growth mindset (Dweck 2006).
She demonstrated that this distinction can be drawn from early childhood throughout
life. This same principle has been observed by other researchers across most
vocational areas. Dweck found that placement on the mindset continuum is implicit
for most individuals. They are not aware of the beliefs which affect their placement.

The most basic differences in beliefs that underlie the two mindsets are about
one’s abilities. The fixed belief is that abilities are static, while the growth belief is
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that most true potential is undiscovered. Personal transformation can be described as
the discovery of true potential.

These two beliefs affect motivation to engage challenges differently. A fixed
mindset motivates individuals to avoid failure, while a growth mindset motivates
individuals to engage and thrive on challenges to learn and grow. For persons with a
fixed mindset, high effort is a risk because it seems to be a waste. For those with a
growth mindset, low effort is a risk because it represents lost opportunity.

For the two mindsets, setback and failure have different meanings. For fixed
mindset, it means loss of self-esteem, but for growth mindset it means something
was learned. To avoid failure those with a fixed mindset will often pass up oppor-
tunities that require growth and choose protection responses.

Another quality that distinguishes persons with a growth mindset from those with
a fixed mindset is the tendency to focus on others rather than themselves. Individuals
with fixed mindsets tend to choose protection responses out of their fear of failure
and rejection.

Dweck and others have found that growth mindset can be taught and learned. She
found that most individuals are energized as they realize that they can impact their
own minds. This realization changes their self-concepts and their motivation to learn
and grow. It puts some level of personal transformation in their control.

Response Conflict

A mental process called response conflict has been examined extensively for behav-
ioral and neurological markers. One research paradigm presents subjects words on a
computer screen in different colors (Zysset et al. 2001). The words are names of
colors that differ from the color of the text. The subject is required to disregard the
meaning of the word and name its color. This sets up a simple response conflict of
choice of one interpretation of the stimulus over the other. The time it takes
individuals to make the choice is considered a measure of the degree of response
conflict the individual experiences making the choices. Being able to measure even
this simple type of response conflict enables neuroscientists to look for brain markers
that underlie the phenomena.

This principle of response conflict applies to choices of responses to significant
life challenges. However, the conflict is much more self-referential and emotional.
Christine Rohr and her colleagues at the Max Plank Institute for Human Cognition
discovered that the mind’s interpretations of situations and related evaluations of
oneself activate the superior temporal sulcus of the brain for growth potential (Rohr
et al. 2016). In addition, the same situations and personal resources are evaluated for
threat or personal vulnerabilities by the inferior parietal lobe. The more challenging
the situation, the more intense is the response conflict.

These two structures then communicate with each other through a neural circuit
that connects them together to resolve their emotional conflict. The mind considers
information from both sources in a process called value coding, and then ultimately
suppresses one of the sources. At this point the mind is ready to pursue a growth-



The Neurobiology of Personal Transformation 133

promoting response or a self-protection response. While this decision is taking
place, the mind prepares thoughts and actions based on both responses.

One useful marker for this type of mind-brain activity is the connectivity between
the structures just mentioned. Connectivity can be computed from brain images, and
is related to the density of neurons when the circuit is at rest and the intensity of the
circuit and when it is active. High circuit connectivity results from experience and
provides efficiency of choices. Response conflicts activated by challenges are
reflected in the connectivity between the superior temporal sulcus and the inferior
parietal lobe.

Growth-promoting resolution of response conflicts presented by life challenges
leads to the kinds of positive mind and brain alterations that represent personal
transformation. The challenges activate high levels of self-relevance and emotional
reactions that cause significant positive alterations in neural pathways. Resolution in
favor of growth-promoting choices expands the connectivity of the choice circuit
and the individual’s self-efficacy for constructive engagement in life.

Reflective Interpretation and Intentional Choices

Reflective interpretations are much slower than reactive interpretations and are not
often automatic. They are based in gathering and value-coding current information.
This results in clarity and wisdom that is suppressed through self-protection
responses to challenges. When there is too much uncertainty, value coding neurons
for reflective interpretations are inhibited and the mind defaults to automatic or “gut-
level” decisions (Saunders et al. 2015).

Reflective interpretations require some level of intention to occur at all.
Intentional choices require a clear image of what an individual wants for himself,
accompanied by the reward of optimism. Activation of the Nucleus Accumbens in
the brain serves as a marker for the functions of the dopamine reward system that
produce optimism. It is only activated through growth responses.

Four intentional reflective strategies have been found to contribute to the self-
directed transformation of the mind. They are values clarification, self-distanced
processing of experiences, development of beneficial perspectives, and self-
examination.

Values Clarification

Purposes which build and maintain meaning in life are realized in large part by
aligning your mind with high core values. Alignment means incorporating those
values into your personal beliefs and actions. This results from the dedication and
use of personal resources such as time, energy, and possessions for accomplishments
that serve high core values. Research shows that all core values are not created equal
in their ability to produce a satisfying life. Some core values produce boredom,
discontent, and longing for meaning.
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High core values serve as guiding principles and standards for personal transfor-
mation. They seem to be wired into the person’s being and yearn for expression. If
these values are ignored, individuals feel as if something is lacking in their lives and
are bored and discontent to some degree. As individuals attend to high core values,
self-maturation and life satisfaction is experienced.

Discovering the nature and impact of core values with high benefits has been
the life work of Shalom Schwartz at The Hebrew University of Jerusalem. He
has analyzed the responses of groups to questionnaires about personal values in
82 countries (Schwartz 1994). The core values of personal development and contri-
butions to others were universally judged as the most important guiding principles
by research participants.

The values of arousal/pleasure and power over others were judged to be the least
important guiding principles. The values of self-direction and challenging goal
pursuit were found to be high values when they are engaged as means to the
fulfillment of the two highest purposes, but not when they are pursued as means to
personal fulfillment through low-value goals.

Core values that promote satisfaction with life align perfectly with universal
concepts of spiritual well-being. Many people adhere to the same highest core values
as part of their spiritual orientation to life. They minimize materialistic self-
enhancement to experience satisfaction and contentment through altruistic purposes.

Research finds that making contributions to others increases one’s longevity and
decreases the giver’s distress, yielding positive emotional well-being (Poulin et al.
2010). Acts of kindness have been shown to extend life spans by preserving the
telomeres or life clocks in cells throughout our bodies (Epel et al. 2009).

There are some explanations about how that works. Making contributions to
others addresses our need for belonging. Attachment theory has emphasized the
safety and bonding felt by recipients of acts of kindness. Paul Zak at Claremont
Graduate University has repeatedly demonstrated that this same system operates at a
high level for donors of acts of kindness (Zak 2007). The same psychological and
biological processes of secure attachment provide lasting powerful intrinsic rewards
of health and happiness for contributing to others.

Regular focus on high value core values enables an individual to make growth
responses to simple choices and significant challenges. Daily value-coding results
from the reflective question “is this high or low value?”” When applied to habits and
automatic decisions, the answers may alter conscious awareness of how an individ-
ual’s personal resources are being used.

Self-Distanced Processing of Experiences

Self-distanced processing of personal experiences is a reflective interpretation strat-
egy that can begin during personal experiences. It is accomplished through attention
to and interpretation of a situation and yourself from an objective third party
perspective (Sutin 2008). This would be like watching yourself in a video with an
open mind as an event unfolds or as you reflect on it later. Self-distanced
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interpretation capitalizes on your ability to observe yourself and promotes the
creation of more beneficial perspectives.

The first source of information for reflective interpretation is the emotional
reaction that is occurring automatically. Self-distanced processing enables individ-
uals to observe their emotional reactions and use them as information. Psychological
distance from emotional reactions helps the observer determine how much a situa-
tion is about him or her and whether it truly represents an opportunity or threat.

Developing Beneficial Perspectives

One form of wisdom that can be developed intentionally is beneficial perspectives.
Beneficial perspectives are guiding principles about oneself, others, and life that can
predispose a person to respond to situations in a helpful way. They are activated
mentally as beliefs and applied as wisdom when needed to engage challenges in life.
These beliefs guide constructive interpretations of situations and self-evaluations
that support good decisions.

Guiding principles are transformed into personal beliefs as they are applied to
challenging situations in life, and the resulting experiences are reflectively processed
to reinforce their benefit. Beliefs are concepts with emotions attached to them that
give them personal meaning. The positive emotions experienced by applying ben-
eficial perspectives reinforce them as personal beliefs. The more they are applied, the
more useful they become as guiding principles.

Beneficial perspectives are always under the process of development as sources of
wisdom. Wisdom is making the best responses in thoughts and actions to challenges
a person has at the time. Making the best choice of responses in one situation leads to
even better choices in subsequent similar situations. Wisdom has grown and bene-
ficial perspectives have developed to guide even more constructive actions.

In the development of beneficial perspectives, times of solitude are set aside to
reflect consciously on the consequences of growth and protection response choices.
These reflective times also include anticipation of more challenging situations and
preparation for them through mental practice of growth responses. Because of this
reflection and mental practice, beneficial perspectives arise automatically together
with emotional reactions to challenging situations.

Increased development of perspectives seldom occurs during events. It more
often occurs in the time between similar events by following the process that was
just described. When a person is having an emotional reaction to a situation, the
beneficial perspectives available at the time are the ones already pondered, applied to
past challenges, and practiced mentally.

Practicing Self-Examination

An important way to live intentionally is to adopt the regular practice of self-
examination in much the same way as regular practices of eating nutritionally,
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exercising, meditating, or praying. Self-examination is the essential ingredient for
self-directed personal growth decisions. Through self-examination you intentionally
transform experiences into wisdom, wisdom into beneficial perspectives, and bene-
ficial perspectives into happy and satisfying life themes.

Self-examination begins with self-observation that exposes one’s beliefs about
self and the persons and relevant situations which activate them. Beliefs are
expressed as thoughts, feelings, and actions that arise from life themes. To keep
self-observation honest, there must be an active part of one’s mind that is objective
and nonjudgmental. This function of mind is often referred to as the “observer.” For
self-examination, it is essential to locate this ability in oneself and develop it to
practice the self-distanced processing of experiences described earlier.

Self-observation does not involve analysis. It is a process of recording the
most accurate truth about oneself and situations that can be perceived. Through
practice self-observations become more objective. The thoughts, feelings, and
actions observed in oneself are part of the truth. Another related part is what the
individual is reacting and responding to. Both parts are essential information to
observe and examine later in quiet reflection.

Inner thoughts and feelings and the outer environment cannot be observed at
precisely the same time. Conscious awareness of both one’s external and internal
worlds would require the simultaneous activation of specific neurons that differ
between the two types of observations. However, when one type is activated
the other type is inhibited by a process in the mind and brain called “gating”
(Jones et al. 2016).

Gating also allows you to focus more finely on specific thoughts or sensory
information while basically ignoring others. Fortunately, your mind can learn with
practice to switch back and forth between your internal and external environments so
quickly that it seems you are aware of both simultaneously.

Creating Transformative Experiences

In addition to responding to challenges when they present themselves, opportunities
for transformation through personal growth and contributions to other can be sought
through identity-based goals. Identity-based goals derive from a desire to improve
and the intention to pursue that desire. One way to pursue such intentions is setting
transformational targets that propel engagement of challenges primarily for the
purpose of growth.

Setting a transformational target means getting clear, committed and focused on
what you want to change about yourself and your life. This usually results from deep
adaptive reflection. As individuals set and follow a trajectory for personal develop-
ment, life provides the person with opportunities for needed experiences.

A major aspect of commitment to goals is holding them in mental focus and
reviewing them often. One way to do this is to create social support and account-
ability through the help of a friend, coach, or counselor. Another way is to review
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and profess enabling beliefs regularly as needed in critical situations to maintain
beneficial perspectives.

Individuals that persist in goal directions are likely to anticipate challenges
and setbacks. They attribute most of these occurrences to things they can change
through a conscious course direction. They respond to failures as necessary learning
experiences. One way to respond to anticipated challenges is to prepare through
mental rehearsal. This involves visualizing critical or difficult situations, activating
beneficial perspectives, and mentally practicing constructive behaviors. This differs
considerably from fearful anticipation and worry because the visualizations are
optimistic.

Sustained intention to reach transformational targets is a central component of
satisfaction with life and with oneself. Intention is activated and maintained through
motivation that comes largely from the appraisal of benefit of outcomes and from
increased self-efficacy. While satisfaction with life and oneself is the main intrinsic
reward for reaching outcome goals and completing action steps, hopefulness is the
main intrinsic reward that sustains intentions (Stanford et al. 2016).

Hopefulness is the emotional reward of savoring the outcomes of meaningful
goals as a person progresses toward those outcomes (Heller et al. 2013). Optimists
receive regular intrinsic rewards through the anticipation of reaching transforma-
tional targets because they believe that the outcomes they are working toward are
primarily dependent on their own effort rather than conditions outside of their
control.

In addition to adopting challenging outcome goals, optimists create paths to those
goals through the continued fulfillment of action plans. Each step in an action plan
fuels their hopefulness. Each action taken toward a goal represents an opportunity
for satisfaction. Consciously savoring each accomplishment helps a person look
forward to success with the next action. Even savoring the completion of small steps
provides emotional reward and fosters optimism for the next action.

Parasympathetic Dominance and the Disposition for Growth

Perhaps the single best neurobiological marker for the disposition to choose growth
responses to challenges is a state of the autonomic nervous system called parasym-
pathetic dominance. With a strong disposition toward growth-promoting choices, the
parasympathetic system that calms physical and emotional arousal controls the
cooperation with the sympathetic system that activates physical and emotional
arousal.

Consequently, parasympathetic dominance is a condition of holistic health that is
also the single most accurate indicator of general well-being. It is detected when a
person’s heartbeats most accurately match their breathing rhythm, calming distress
and promoting health. The sympathetic system increases heart rate when more
oxygen is needed upon inhalation and the parasympathetic system decreases it
when the person is exhaling. Because respiration is uneven, moment to moment
heart rate needs to be variable.
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The sympathetic system is too slow in response time to control this process, but it
can dominate during self-protection responses and dispositions. This results in fear
and tension that undermine emotional control, self-directed attention, and clarity
of thought. Negative health consequences follow.

When the parasympathetic system dominates during growth responses, it can
produce cooperation between the two systems of heart rate variability that is referred
to as heart coherence. At those times when activation of the sympathetic system
is needed for constructive protection responses, the control of the parasympathetic
system for healthy heart rate variability actually increases. Heart coherence in turn
affects a condition called brain coherence in which all of the brain structures
are working cooperatively with a high level of interconnection (McCraty and
Zayas 2014).

Loving-Kindness as a Growth Resource

Affective neuroscience has demonstrated an important psychosomatic link between
loving-kindness and parasympathetic dominance. They rely on overlapping neuro-
chemical systems that include the vagus nerve, oxytocin level, and the dopamine
reward system.

The parasympathetic system is innervated by the vagus nerve, the same nerve that
carries messages of loving-kindness to the heart and other organs to create health and
happiness. With strong vagal activity, the parasympathetic system can dominate the
regulation of heart rate and provide optimal variability. When in parasympathetic
dominance, the more intensely one experiences distress, the more forcefully the
parasympathetic system dominates to maintain optimal heart rate variability.

Higher vagus nerve activity is accompanied by higher levels of oxytocin through-
out the body. Oxytocin promotes trust of and cooperative bonding with others. This
calms emotional reactions that activate protection response tendencies. Oxytocin is
also a chemical catalyst that intensifies the effects of the dopamine pathways of the
reward system that are available while in growth dispositions.

Loving-kindness as a personal resource is at the core of the dispositions to choose
growth responses. Dispositions of love are stable but changeable traits that influence
responses to others and life situations. Research leads to the conclusion that the
dispositions of gratitude, compassion, and forgiveness are critical components of
loving-kindness. These three dispositions of love have been studied extensively in
psychological research and taught as the core of spiritual practice.

The dispositions of love create impetus for acts of kindness, and acts of kindness
build the dispositions of love. While it is impossible to catalog all types of acts of
kindness, five validated types are engaging others with affection, providing appre-
ciative attention, speaking words of affirmation and encouragement, and completing
cheerful acts of service.

Gratitude is the most basic quality and the wellspring for compassion.
Compassion is the core of loving-kindness and often manifests as altruism and
care-giving. Gratitude and compassion represent the path of loving-kindness from
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the spiritual perspective. The path of loving-kindness provides direction through
the challenges of life. Forgiveness is the spiritual and emotional return to loving-
kindness after temporarily falling off the path into the blame and bitterness often
characteristic of self-protection.

Gratitude is the focus on what is good about life and the people in it. Expressions
of gratitude further improve and maintain a positive emotional growth-promoting
state. This holds true even when gratitude is expressed privately such as in a personal
journal or prayer. Researchers have examined the physical and emotional health
benefits of expressing gratitude. Expressing gratitude was found to extinguish
disappointments, overpower hurt feelings, and promote beneficial compassionate
perspectives.

Researchers who study loving-kindness generally conclude that it is an expres-
sion of an innate goodness and well-being critical for the realization of human
potential (Keltner et al. 2010). Compassion is the core disposition of loving-
kindness. Dacher Keltner at the University of California, Berkeley, believes that
compassion is an inherent human quality nurtured largely through receiving and
providing attuned care-giving.

The most apparent biological mechanism of compassion is through the function
of the vagus nerve, which originates at the top of the spinal cord and extends through
the core of the body. Keltner and his colleagues found that when individuals report
compassionate responses to pictures of individuals experiencing difficult situations,
their vagus nerve responses increase. In this heightened vagal state, they rate
themselves as having greater similarities to many different groups of people, a
quality found to promote altruistic behavior.

Another disposition of love is forgiveness. The research and development of the
Heartland Forgiveness Scale, the most prominent measure of dispositional forgive-
ness, indicates that there are three factors that determine an individual’s reluctance to
cast blame (Thompson et al. 2005). They are forgiveness of others, of oneself, and of
distressing situations.

Forgiveness can take two related forms: avoiding blaming and surrendering
blame to return to loving-kindness. During self-protection, people tend to believe
that situations, including the actions of others, are the cause of distress in their lives.
Most of this distress can be resolved automatically or intentionally in short order
through acceptance of the flaws in oneself, others, and life.

Acceptance is promoted by the compassionate perspective that life presents a
continuous flow of challenges for everyone. Successfully meeting one challenge just
makes room for the next one.

Holding persons and situations responsible for continued distress to maintain self-
protection during and after emotionally disturbing events inflames and prolongs the
distress. Embracing anger promotes a sense of justification in the mind for retaliating
against others or life. At this point it is easy to fall into a negative bias, discounting
good features of others, oneself, or situations to focus only on negative features.

Consistent or dispositional compassion sets the stage for what researchers refer to
as dispositional forgiveness. Dispositional forgiveness is the tendency to rely on
loving-kindness to avoid maintaining blame of oneself, other people, and situations.
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Choosing forgiveness does not mean problems are not addressed. Through forgive-
ness growth-promoting thoughts and actions help individuals solve distressing
problems in a nonjudgmental way.

Self-Evaluation

Persons who have strong dispositions to choose growth responses to challenges
tend to have positive self-evaluations. On the other hand, simply choosing growth
responses develops positive self-evaluation as a growth resource. This places the
growth of a positive identity in the control of the individual. In addition to producing
better outcomes, the disposition to choose growth responses fosters beliefs in one’s
ability to control emotions and take constructive actions.

Researchers examine the nature of self from many different angles. Many pro-
posed traits that seem to be about the self-concept lead to their own lines of research.
This includes the related traits of self-esteem, self-efficacy, locus of control, and
optimism. Locus of control is the extent to which one attributes the outcomes of
one’s life to be due to his or her responses to challenges versus the circumstances that
are outside their control. Self-evaluation is the core of all of these traits.

This hypothesis was tested in a series of studies by Timothy Judge at the
University of Florida and other researchers (Judge and Bono 2001). When they
statistically analyzed data in which measures of all the traits listed above were
administered to large groups of individuals, a single growth resource emerged.
They called it core self-evaluation. Self-esteem, self-efficacy, locus of control,
optimism, and resilience were all shown to be expressions of core self-evaluation.

Persons high in locus of control attribute most of the outcomes of their lives to
belief in their ability to direct their lives. Optimistic persons exhibit high self-
evaluations in their positive expectations to meet important goals. Resilient individ-
uals can risk failure and rejection because they believe in their ability to regulate
their emotions and continue to take actions that lead to success. Since they are all
expressions of the same personality factor, having any one of these high self-
evaluation traits strongly predicts that an individual will be high in the others.

Among the core self-evaluation traits, self-efficacy turned out to be the most
representative single measure of core self-evaluation and most predictive of scores
on the other traits. Judge found out that the measure of self-efficacy was so close to
the average of all the measures that it can be considered as a good single represen-
tation of core self-evaluation.

Albert Bandura at Stanford University has been the main theorist and proponent
of research on self-efficacy (Bandura 1977). His summary of research on self-
efficacy is so instructive that it is quoted here:

A strong sense of efficacy enhances human accomplishment and personal well-being in
many ways. People with high assurance in their capabilities approach difficult tasks as
challenges to be mastered rather than threats to be avoided. Such an efficacious outlook
fosters intrinsic interest and deep engrossment in activities. They set themselves challenging
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goals and maintain strong commitment to them. They heighten and sustain their efforts in the
face of failure. They quickly recover their sense of efficacy after failure or setbacks. By
sticking it out through tough times, they emerge stronger through adversity.

Self-evaluation has both conscious and unconscious components that are related
to each other but make important separate contributions to identity and personality.
The conscious component is developed and maintained primarily by thoughts.
Terms like self-concept or self-esteem refer to a person’s conscious identity.

In addition to reacting emotionally to situations, persons also react emotionally to
themselves (Stapel and Blanton 2004). In other words, an individual’s own thoughts
and actions elicit an emotional response. As Richard Lazarus proposed, people are
constantly evaluating themselves for competency to succeed and worthiness for the
attention, affirmation, and affection of others (Lazarus and Folkman 1984). Much of
this evaluation occurs outside of awareness, producing feelings about our personal
resources to meet challenges and relate to others. These unconscious emotional
evaluations of one’s competency and worthiness are represented over time by
emotional reactions during personal experiences.

There is a “self-referential” region in the brain called cortical mid-line structures
that develops and stores one’s sense of self in personal experiences. It is active to the
extent that an individual consciously or unconsciously interprets that a situation is
“about me.” For instance, hearing one’s name during an experience or viewing a
picture that includes oneself activates the self-referential region. Personalizing a
situation as relevant to oneself amplifies the emotional reactions to situations.

When a person is in any positive personal situation, part of the positive emotion
experienced automatically and unconsciously is associated with their self. Because
they are being successful and valued by others they feel more competent and worthy.
People with the disposition to choose growth responses generally experience posi-
tive moods and high self-efficacy, creating a resistance to reducing their self-
evaluation in response to failure and rejection. We call these people optimistic and
resilient because those are two of the traits of positive self-evaluation.

Hope, Optimism, and Expectations of Success

Intention can be described as a positive visualized outcome accompanied by opti-
mism. Hopefulness as a motive or driving force for success and satisfaction was
studied by C. R. Snyder at the University of Kansas (Snyder 1994). He determined
that hope drives optimists to find and engage useful strategies to achieve their valued
personal goals. To do this they focus on past successes and engage in considerable
positive self-talk. When an adopted strategy fails to work, they cheerfully shift to an
alternate strategy.

Subsequently, hopefulness was discovered to be one of the main qualities of
the emotional reward system and a key ingredient in the relationship between
positive self-efficacy and success. Optimism in the form of hopefulness is the
positive emotion associated with the beneficial perspectives that promote personal
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achievement. Hopefulness is the main quality that enables individuals to reframe
distressing experiences in resilient ways.

Optimists’ responses to failures may be as important as their responses to
successes. Interpreting failures as a reflection of one’s ability and value creates
self-protective pessimism about future successes, which leads to restricted goals
and limited effort. Making a responsible analysis of what worked and what did not
work, distanced from the appraisal of self-worth, leads to the constructive redirection
of one’s effort.

While optimists experience somewhat more successes than pessimists, they
experience about the same number of failures. They can have a lot of both because
they just engage life more. Martin Seligman at Penn University was studying
depression when he took an interest in optimism (Seligman 2006). He determined
that depressed individuals learn helplessness mainly through self-protective
responses to setbacks and disappointments that are often outside of their control.
They tend to feel responsible for much that they cannot control, and they come to
feel helpless about much of what they can control.

Because of growth responses optimists respond differently to setbacks by learn-
ing where they have control and where responsible behavior will pay off. Instead of
becoming discouraged by their failures, optimists consider failures to be useful
information and turn their enthusiasm for success toward a different approach or
different venture. They are constantly directing their energies toward expected
positive goals. Many of these outcomes are realized as life successes in work,
relationships, and recreation.

High Self-Efficacy and the Growth Response

High self-efficacy associated with the disposition to choose growth responses allows
persons to engage challenges even though they feel apprehension. That apprehen-
sion is the normal negative emotional response that accompanies most personal
changes. An individual can experience an elevated level of negative reactions in
challenging situations but still have a positive self-evaluation based on the past
experiences of succeeding in challenging goals.

Engaging challenging situations despite negative emotion increases emotional
self-efficacy, or the belief in one’s ability to calm their emotional reactions in order
to respond constructively. Through increased emotional self-efficacy, a person
becomes less restricted by the initial negative emotions common to the prospect of
change, and he or she engages people and life more fully.

Meeting challenging goals often requires one to overcome feelings of stress and
the mental state of apprehension. A growth response to a challenge sufficient to
result in personal transformation begins with a conscious interpretation of one’s
emotional arousal to the prospect of change. It is that arousal that sets up the
emotional conflict that must be resolved for transformation. Awareness of that
conflict and emotional self-efficacy promote an intentional choice of growth
responses that are based in hopefulness about future success.
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By activating the dopamine reward system, the growth response engenders
positive expectations. By activating negative emotional neurons in the amygdala
and a “disappointment” structure in the brain called the Lateral Habenula, the
protection response inhibits the reward system and reinforces negative expectations
and withdrawal. It is the positive resolution of the emotional conflict between the
growth and protection responses that propels personal transformation.

The sympathetic nervous system activation that is often referred to as stress is
often experienced as distress by individuals. Scientists make a distinction between
two types of stress that have different functions for meeting challenges. Good stress
empowers a person to succeed with a growth response and bad stress produces fight
or flight and toxic levels of stress hormones characteristic of a protection response.

Both responses activate the sympathetic nervous system, creating emotional
arousal and increasing heart rate. However, the arousal serves different purposes.
During the growth response, blood vessels are dilated to provide the energy, mental
clarity, and fully functioning organs to maximally engage challenges. Sympathetic
arousal is accompanied during the protection response by constricted blood vessels
that raise blood pressure and minimize many organ functions to prepare one to
combat perceived threats.

The prospect of any real personal change presents a threat sufficient to place
most individuals in the condition of mild to moderate negative emotional reactivity.
The zone of tolerable negative emotion is where most people experience personal
transformation. When a negative emotional reaction overestimates the threat of
failure or rejection, emotional self-efficacy can remind a person that they are able
to tolerate the temporary apprehension that accompanies significant personal change
without fearing that they will be emotionally overwhelmed.

Rather than interpret heightened emotional arousal in the face of challenge as
fear, a person can learn to interpret it as enthusiasm and energy for challenges. Self-
efficacy can produce such thoughts as “I have succeeded in similar goals in the past”
and “This challenge is exciting.” Research has demonstrated the benefit of this type
of re-interpretation in responding to a variety of different challenges (Hajcak and
Nieuwenhuis 2006).

The reason it is called re-interpretation is because a negative emotional reaction
normally associated with making a change has already made the first interpretation.
Individuals with the disposition toward growth responses are able to suspend their
negative emotional reaction to exercise reflective interpretation.

Robert Maurer at UCLA School of Medicine has written a small book with a
simple explanation of how to meet challenges in ways that sidestep fear to engage a
growth response (Maurer 2014). The technique is based in asking small questions,
thinking small thoughts, taking small actions, and solving small problems that
collectively keep one focused on a goal and experience success more quickly than
might be imagined.

Growth responses to life challenges are critical to the realization of the meanings
and purposes that lead to satisfaction in life. Believing that one has sufficient control
of oneself and influence over relevant situations, he or she can access beneficial
perspectives and implement coping skills to calm distress and produce significant
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personal growth and accomplishments. Optimistic, confident, self-actualizing indi-
viduals frequently place themselves in the zone of tolerable negative emotions to
meet challenging goals in their lives and experience personal transformation.

Self-Awareness and the Transformation of the Mind

A powerful psychological marker for the transformation of the mind is the growing
conscious awareness of the role the mind plays in the construction of our experi-
ences. Self-observation is the reflective process involving the mind quickly detecting
and observing emotional reactions, including the thoughts and action tendencies that
that are a part of that reaction to use as information. When these observations are
nonjudgmental, they can be important information for reflective interpretation of
challenges.

Four important insights increase conscious awareness of the role of the mind.
Each involves awareness and strategic reliance on a way that the mind works as
outlined below:

1. Personal experiences are primarily internal, based more on interpretations of
situations and evaluations of oneself than on external reality. These interpreta-
tions create a person’s personal experiences.

2. Most emotional reactions were acquired during past experiences and are auto-
matically reapplied to present experiences. Treating them as information about
oneself rather than confirmation that situations are good or bad assists reflective
interpretation.

3. Thoughts that arise from emotional reactions tend to fill the space between those
reactions and actions. The emotional mind experiences its beliefs about situations
and oneself as reality. Thoughts derived from emotional reactions are not reality.
They generally dissipate when interpreted as just thoughts and are replaced by
beneficial perspectives.

4. Constructive responses to true challenges require changes in personal reality and
intentional response choices by the mind. With repeated application of intentional
growth responses, constructive choices can become almost automatic.

Conclusion

The intention to remain in growth-promotion sets a powerful standard for the
engagement of all opportunities and adversities in life. While in the growth mode,
constructive choices and responses automatically arise. Personal experience
becomes self-directed.

As individuals grow through self-directed experiences, the opportunities to
expand conscious awareness and intentional transformation of the mind increase.
As they begin to apply reflective interpretation and intentional choice to employ
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growth responses to increasing challenges, they experience personal transformation.
Thus, the mind directs the holistic transformation of the person.

Cross-References
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Abstract

Every life — and every organization — is mythic territory. I believe that break-
through thinking cannot be taught; it can only be learned through experience. In
order to create that learning experience we delve into myth, and archetypal
psychology, the branch of psychology whose field of attention is image, images
that spark the imagination and ignite the soul to find out what really works.

Every corporate story begins with an idea that becomes an expanded and
shared vision. Before that vision is well shared, much less completely
implemented, the organization must pass through a developmental process that
is similar to all human development. Along the road to success, many organiza-
tions lose awareness of foundational stories that contain fundamental operating
principles, flounder in direction, lose market share, and disempower their brain
trust. A mission statement that remains on a wall has no substance. It informs the
reader of what is claimed. For a mission statement to be meaningful, it must come
from a working belief, a mythos.

In these pages I will use an archetype of transformation: the Hero’s Journey,
initially described by mythologist Joseph Campbell (1968), as a working map, a
tool for transformation in the corporate environment. Myths are not just told; they
are felt as they resonate throughout the body as well as the heart and mind.

This is for the social architects, the collaborative chemists, and the inspira-
tional dreamers who believe that they can indeed, change the world.

Keywords
Heroic journey - Joseph Campbell - Archetype - Transformation - Corporate
culture - Myth - Creativity - Innovation

Introduction

Today we need many more of us storytellers. The need is urgent, because people are
forgetting there is any alternative to the deadening leadership that daily increases in
vehemence. It’s truly a dark time because people are losing faith in themselves and each
other and forgetting how wonderful humans can be, how much hope we feel when we work
together on things we care about. (Wheatley 2005, p. 4)

Every life — and every organization — is mythic territory. I believe that breakthrough
thinking cannot be taught; it can only be learned through experience. In order to
create that learning experience we delve into myth, and archetypal psychology, the
branch of psychology whose field of attention is image, images that spark the
imagination and ignite the soul to find out what really works.
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The Challenges: leadership, team development, innovation in a competitive
marketplace, competing priorities, new technologies, work-life balance, a possible
five generations in the workforce ... the list goes on and on and can become
overwhelming. We face increasing complex and difficult organizational and personal
challenges in a world that is more unpredictable each day. The question that
confronts us is what is the best way to focus our time and energy?

Every corporate story begins with an idea that becomes an expanded and shared
vision. Before that vision is well shared, much less completely implemented, the
organization must pass through a developmental process that is similar to all human
development. Along the road to success, many organizations lose awareness of
foundational stories that contain fundamental operating principles, flounder in
direction, lose market share, and disempower their brain trust. A mission statement
that remains on a wall has no substance. It informs the reader of what is claimed. For
a mission statement to be meaningful, it must come from a working belief, a
mythos.

In these pages I will use an archetype of transformation: the Hero’s Journey,
initially described by mythologist Joseph Campbell, as a working map, a tool for
transformation in the corporate environment (1968, 2008). Myths are not just told,;
they are felt as they resonate throughout the body as well as the heart and mind.
Throughout the ages the power of story has nourished the human soul. It is from this
same level of passion that an organization may be created and sustained.

This chapter is for the social architects, the collaborative chemists, and the
inspirational dreamers who believe that they can indeed, change the world.

To provide a corporate structure that is innovative and open to expansion is an
artistic act, an act no less than the creation of a symphony or a body of literature. Acts
of creation have the power to touch people in ways that transcend verbal expression
and always have. An act of creation has the potential to buffer change and, poten-
tially, to promote it.

An analysis of corporate culture was not originally part of a due diligence
process; the idea of corporate culture was considered too “soft.”” My experience
has been that a corporate cultural audit is fundamental to the success of any
organizational change management initiative. It ensures compatibility with future
partners and reinforces operational values for corporate leaders. Values are not
always well developed much less articulated; nonetheless, they do drive behavior.
In an uncertain economic climate, with ever increasing demographic shifts causing a
shortage of people, an examination of corporate culture will provide organizations
with valuable strategic insight in order to both survive and prosper. In the same way
that the most of the bulk of an iceberg lies beneath the surface, forces that really
determine our effectiveness at work encompass those “soft,” intangible factors that
linear, analytical mindsets find hard to quantify and acknowledge as real. And yet
without capturing emotional commitment, no lasting change can take place. It has
also been my experience that most organizations will pay lip service to their culture,
but are not really interested in digging deeper. A problem or challenge that the
organization is currently facing can become a Trojan Horse that will carry the
emotional commitment for cultural change.
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The concept of change management includes changing an organization’s culture
—a difficult challenge that involves not only the superficial aspects of the culture, but
the deeply held system of beliefs and values that drive behavior. Neal (2006) reminds
us that Edgewalkers share two distinct characteristics: (1) they build bridges between
different worldviews and paradigms, and (2) they have a fascination with the future
and are actively working to create a positive future for themselves and others (p. 14).

I believe that all who undertake this type of work are Edgewalkers within our
organizations. Edgewalkers are organizational hero/ines that are building a better
future. I use the Heroic Journey model to articulate and combine strategic intent with
operational tactics. It is an experiential journey involving the use of imagery,
scenario planning, metaphor, myths, and paradox to help Edgewalkers better under-
stand themselves and find others so that they can evoke from within themselves the
untapped potential needed by their organization to drive innovative performance.

The process builds a developmental program designed to leverage personal and
organizational performance. It is based on the premise that organizational success
depends on the individual’s ability to create and sustain a positive environment in
order to withstand the stress of change. This type of sustainable relationship building
requires both character and skill and is the role of a “Change Agent” or
“Edgewalker” — the individual tasked with design-driven innovation. In order to
move an organization towards increased creativity and innovation, you must work
with culture. Of course, any transformation must first start with your people. That is
why a current challenge or problem is useful. The challenge will provide focus and
help mobilize people and processes in service of a common goal. The challenge
becomes the bridge between two worlds, the old and the new. The aim of this chapter
is to provide a practical process map by which you can build that bridge in order to
uncover the hidden potential in people and in organizations in service of the new
world by addressing several questions, starting with:

1. How do I uncover hidden potential in individuals?
2. How do I then utilize this creative capital in service to the organization?

Why Start with the Individual? The Rationale

A number of beliefs underpin my focus on putting people first:

1. In an era of deep change and fierce competition for markets and employees,
Edgewalkers inspire as opposed to motivate. This ability to inspire is determined
by integrity of character (who we are, what we stand for, and how we act),
alignment of purpose, and the presence of trust.

2. Authenticity and integrity occur when individuals develop self-awareness
together with an ability to pay attention to others and the current operating
context. This attentiveness enables them to examine a situation from all angles,
and communicate a clear vision of what needs to be done.
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3. Edgewalkers need tools to help them become more reflective and attentive.
They need to journey into their own hearts, minds, and psyches to discover their
core beliefs and perceptual filters to better understand and use the shared myths
and stories that can align and inspire an organization to perform beyond
the norm.

4. Organizational transformation is achieved one individual at a time. Unless orga-
nizations focus on nourishing their human assets as human beings and develop
their inner capacity for self-awareness and conscious choice making, old behav-
ioral patterns, which cause resistance to change, will persist.

5. Organizations will not achieve results unless their practices, policies, and pro-
cedures reflect their espoused values and purpose and unless those values are
aligned with those of their employees and other stakeholders.

Asking leaders to walk their talk is a tough sell. It is a hard path for anyone — even
for those who are completely committed. It seems as though the Universe will step in
and test your resolve. But for Edgewalkers, it is the only way.

Stages of the Journey

The original map as outlined by Joseph Campbell had five major stages: innocence,
the call, initiation, ordeal, reflection and celebration. Through my work, I have found
and added another two for the journey: telling the story and re-visioning. My interest
in Campbell’s work is a practical one — I wanted to find a model that would be easily
accessible to all people, a framework that could contain and then harness the
emotions of change both for individuals and for the organization. The Heroic
Journey can be both playful and profound — making it particularly useful for
individual and/or organizational change. It is my go-to map for any adventure
(Fig. 1).

Each stage of the Heroic Journey is a crossroads, a place where you must choose.
Jung called these situations “archetypes of transformation” and described them as
typical situations, places, or ways and means that can lead to a transformative
experience (1959, CW9i:80). The Heroic Journey is one of many of these arche-
types. Such a journey may be called by many names depending on where you come
from, but the concept of a journey is a universal one. I will give an overview of each
phase of the journey and then later, go into more detail with examples from my work
in various organizations.

We start from where we are — looking down at our own feet. In a certain place and
a certain time in a certain organization. This is the threshold. We see that changes are
necessary or, perhaps we are asked to make changes. That is the call to adventure,
and we may or may not answer. If we say yes and step over the threshold, we will
undergo our own initiation and our own transformation begins. There is no going
back. Hard work is done in the ordeal phase and it is here we are most tested. If we
survive (and there are no guarantees!), we will experience an awakening or breaking
through, into a new way of existence. At this point, we should stop and celebrate our
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7. Re-Visioning

Innocence/Threshold
6. Tell The Story

1. The Call

5. Celebration

2. Initiation

. The Breakthrough

3. The Ordeal

Fig. 1 The Heroic Journey Map (Grant 2014)

achievements. This is the “boon” or gift we have received from our journey so far —
our own experience of transformation. But, the journey is not yet finished, for now
we must bring that gift back into our community and tell the tales that have grown
us. The stories we tell act as soul food for others so that they may find the courage to
start their own journey of transformation. And finally, we come to the place of
re-visioning. Our transformation is now complete and a new journey awaits.

So are you ready? Look down at your feet because you will start where you are.

Innocence/Threshold

This is the place of beginnings. A change is required whether it may be voluntary
or involuntary. The sages of old had an expression of this place — “the fates
aid those who will, those who won’t . .. they drag.” You may be debating whether
or not to undertake this Journey. Perhaps you have been “volun-told” by your boss.
Perhaps you are generally interested in a change management project but are
not sure where to begin. Perhaps you are just curious? There comes a time in life
when you look around and take stock of what you have accomplished. Or not. How
far you have come. Where you might yet go. This is the threshold, both terrifying
and exciting as you face the unknown. I love to use the language of myth for I
believe it best communicates these liminal places of decision. Myth reminds us of
what is important and this is one of my favorites that still speaks to me every time I
tell it.
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The knight, Gawain, and the boys were out hunting. They had caught much game and
wanted to make camp for the night and cook their dinner. They needed water for the cooking
pots and one of the hunters said he had spotted a well a little ways back in the forest. He
volunteered to go fetch water for cooking and sauntered off.

As he approached the well, a hideous creature appeared before him. She was the ugliest,
smelliest, wartiest, most disgusting creature he had ever the misfortune to lay eyes upon. She
Jjumped in front of the well and demanded, “What do you want?”’ He replied, “If you please,
I have come for water.”” She nodded. “Water you may have, but first you must kiss me.”
Horrified at this request, the hunter ran back to the group and told his tale of woe. The other
hunters laughed at his discomfort and several others also made the attempt, but with no
success. The creature truly was terrible to behold and her request unbearable to
contemplate.

Gawain, in disgust, watched his hunters fail repeatedly. Finally, he said, “I am a Knight. I
will go and face this creature and get the water we need.” He proceeded off into the forest
and approached the well. Sure enough, the hag appeared. She jumped in front of the well
and demanded, “What do you want?” He replied, “If you please, I have come for water.”
She nodded. “Water you may have, but first you must kiss me.” Gawain did, and . . . I must
add, did quite a thorough job indeed.

As you might have anticipated, the hag then turned into the most exquisite beauty he had
ever seen. She smiled and said “You have won me by deed (which was the way of the times),
now choose. Do you wish my current shape for your pleasure at night and my other shape for
your friends to admire during the day? Or, my current shape for your friends to envy and my
other shape for your pleasure at night?”’

Gawain did not hesitate for he was a true Knight. “My lady, the choice must be yours,” he
said, “for it is your body.”

She smiled sweetly again and stated. “Dear Knight, you have not only named my heart’s
desire, but the desire of any of us. To hold the power to choose.”

I need a constant reminder that I have the power to choose. Choose my work.
Choose my attitude. Choose my companions along the path. Find other Edgewalkers
to help give me the courage to proceed.

Here are some questions to help you choose what is most important to you. These
are the same questions that begin to identify hidden potential — your own. And for
those others who walk this path with you on the journey (Table 1).

In pondering these questions, a pattern should become evident. That pattern is
“the call” — a beckoning to something larger in life than what you have been living. It
is important to explore the pattern to find your own sense of potential. For it is a
necessary rite of passage for you to lead or guide others to the same place. It cannot
be mastered by the studying — it can only be mastered by the doing.

As part of this experiential journey, I have found three component parts in finding
hidden potential. My work has led me to believe that each one of us needs these three
aspects to make life worth living. I need recognition from an Other of my efforts and
of what I bring to the challenges presented to me. I need relationship with an Other to
make the journey more interesting. And finally, I need my work and my life to have
meaning. [ have heard this over and over again from my clients and my students.
And it resonates within my own being (Fig. 2).

This is the secret sauce available to every one of us who works in organizations. It
is the key to finding and then unlocking that hidden potential both in our self and in
each other.
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Table 1 Questing questions for The Call (Grant 2005)

Themes The creative individual
Identity Who am [?
Personality What kind of person am I?

How do I perceive, learn, communicate?
What are my strongest forms of intelligence?
How do I communicate with others who are different?

Strengths and skills

What are my talents and passion?
What’s my unique and best contribution?

Purpose and meaning

Why am I here?

What is my legacy to the organization?

How do I perceive the world and my role in it?

What is my personal sense of purpose? My creative core?

Values

What is important to me?
What worldview governs my priorities?
What core values guide my actions? Where are my values gaps?

Principles and practice

Do I behave in accordance with my values, purpose, and sense of
meaning?

Do I allocate my resources of time and attention in accordance with my
values?

Experience

What stories do I tell about myself and my experience?
What value is derived from these stories?

Image and corporate
brand

How do I project myself to others?
How do I think I am perceived?
Are my self-image and my public-image aligned?

Fig. 2 Personal Archetypal

Tri-Model (Grant 2005)

Relationship

Recognition
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The Call

The power of story has always had the capacity to nourish the human soul. This is a
framework that allows one to move away from the old command-control environ-
ment and provide an alternate perspective through which to view an organization,
one that nourishes both the employees within the corporation and the external
community without. We need to discover the stories that nourish human beings,
individually and collectively in an organizational environment. Here, theory and
practice must reinforce each other. Archetypal psychology, with its foundation in
multiplicity, can provide a foundation for such an approach. In order to reawaken the
originating principles of any organization, one should remember that those very
principles came from individuals. In other words, the stories of those individuals
formed the genesis or archai of the organization. In order to brand your organization,
you need to know your own story.

One of the most powerful tools in my toolbox is one of the simplest and easiest to
obtain. You can spend hundreds of dollars on someone else’s concept of “psycho-
logical images” or, you can go on a hunt for interesting postcards. Delayed flights at
airports become an excuse for a treasure hunt and it is a way to pass the time in a
more pleasant manner while waiting for your next flight. I use image to access that
hunger for change that has not yet been expressed in language. It is a simple process
you can use that provides access to beliefs and desires that are not consciously
available to the individual and therefore to the organization. Using an image or a
series of images permits access to the language of metaphor that can shed light on
what is hidden from view, the invisible aspects of a corporate culture that can block
or impede an act of creativity that necessarily precedes innovation. These metaphors
represent a concrete reality that constructs a living mythology. Metaphors take on
life in the stories told about an individual skill or group collaboration. Narratives that
represent the narrative extension of a metaphor or image, then become a trajectory
for future action. To look at the metaphors operational within a corporation allows
for an “under-standing” of the corporate mythology, a glimpse into what stands
under and supports behavior.

From my collection of postcards, I ask questions that I have constructed based
upon what I have been told about the organization. For example, “find an image of
what your job is doing to you.” “Find an image of what it is like to work here.” “Find
an image of your favorite teacher.” Find an image of “trust.” Find an image of
“innovation.” Simple yes, but powerful. Using this type of projective technique
gives you access to sub-stance, what is “standing under” the culture. And it just may
lead the participants to the edge of a new adventure.

Joseph Campbell said that “it has always been the prime function of mythology
and rites to supply the symbols that carry the human spirit forward, in counteraction
to those other constant human fantasies that tend to tie it back” (1968, p. 11). In
corporate life, when any individual or a group of individuals desires to create
something new, opposition can be the first response to change. Change is a painful
process, and yet if any organization is to be successful, it must master change as well
as maintain the core vision that inspired its creation. If the organization has not
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created an environment that supports the creation of new ideas, it is not unusual for a
pioneer to leave that organization and head out alone. Such is the nature of what
Campbell refers to as “the Call.” The idea or vision is so powerful that the individual
feels compelled to follow the inner voice that is leading onward, to appease his or her
hunger for something different, no matter the cost.

The Call and Recognition

Management guru Edgar Schein makes a provocative observation when he suggests
that much of what we call today “command and control” systems have at their root
the assumption that employees cannot be trusted (1992, 1999). If there is a hunger
for recognition in an individual, and he or she is working in an environment based in
mistrust, then that hunger will not be fed. Each person knows that there should be
hopefully more to our work than just a paycheck, more than mere survival. Each of
us is capable of a meaningful life and to choose that path actively is to respond to a
Call. Carl Jung called this path “individuation” — becoming what you always were. If
an organization does not recognize this need in each person, it ignores what is
arguably one of the greatest motivators known throughout history.

The Call and Relationship

In order to understand what constitutes a Call in the context of relationship, a
relationship must be understood as having two parts: with self and with others.
Both Campbell and Jung believed that most people are imprisoned within lives that
are too small. The potential of childhood has been replaced with the limitations of
current circumstances. Part of the difficulty in hearing a Call is that it leads to the
unknown. Hearing a Call starts an exploration of our relationship with our self — and
then can be explored more fully in relationship to another. This makes a move to a
more spiritual life, one that meets the mysteries of existence and at the same time,
celebrates each person’s way of being in the world. To live an authentic life requires
us to reach beyond current circumstances and return to the field of potential. Starting
with the self, an environment of trust needs to be built for that potential to reach full
creative force. Creativity requires a safe space from which to operate. If the organi-
zation cannot provide it, we need to build our own. And if I can teach myself to build
that space, I can then teach another.

The Call and Meaning

The culture of any organization is the web of beliefs and values, the rituals and
stories that create meaning for the people within the organization. This web is a
living mythology that can be fed and, if consciously nourished, assists in ensuring
that the organization and its people will remain psychologically healthy. What really
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drives the culture — its essence — is the consistency of the values that are expressed by
the day-to-day behavior of the people within it. Those values, if clearly defined and
repeatedly articulated, provide a common meaning to members of the organization.
Each member follows his or her own Heroic Journey within the context of the
organization that is also following a Heroic Journey. An archetypal approach, using a
conscious mythology as a mode of knowing, permits both individual and collective
individuation. This way of thinking defines leadership as something each individual
can realize. Leadership becomes context dependent and supported by a cohesive
organizational culture that encourages each member to participate in individuation,
or in organizational terms, in professional and personal development. To return to the
ground principles that both inspire and motivate human endeavor and recognize that
those ground principles are dynamic in expression permits both individual and
organizational flexibility. There is no one single but many right answers. A return
to those archetypal ground principles provides a firm foundation on which innova-
tion can be seeded and grown.

So How Does It Work?

How might the concepts of relationship, recognition, and meaning be put into
practice? 1 will provide the story of a small credit union as an example. The
organization’s employees were made up of primarily women who did not possess
a university education. To be a teller at the credit union required good people skills
and some basic math. The CEO believed that his employees had potential but lacked
the education needed to move up in the organization. He wanted to promote from
within. So, he approached the local universities for help. As many of the employees
were also single parents, he knew that offering night courses would not work. In
consultation with his employees, he discovered that the main priority was on the
family and evenings were considered family time. So, he built several classrooms in
his head office so that courses could be offered during the day. The CEO was willing
to cover the costs of providing the education for his people. All he wanted from the
local universities was to send in a professor to teach business courses on his
premises. You would think this was an optimum win-win solution, yes? Unfortu-
nately, no. The universities declined to be of assistance and stressed the importance
of the students coming to the university campus. Another education provider was
found and delivered. A valuable lesson was delivered through that lost opportunity
those universities and for traditional business practice. There is great wisdom in
responding to the needs of your client!

Now, at the credit union, most of the employees have a business undergraduate
degree. The CEO is promoting from within. Not only was this arrangement a huge
benefit to the employees, it also was a huge benefit to the credit union. Imagine. Take
a course in market research. Please use the credit union as the “client.” Take a course
in human talent management. Please use the credit union as the “client.” Take a
course in financial modeling. You get the idea. This innovative approach maximized
the potential of the employees and of the organization itself. Many new products
were discovered and then implemented as a result of this approach. As a bonus, there
is not much absenteeism at the credit union and they have no problem recruiting new
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employees. The CEO estimated saving thousands of dollars in consulting fees, by
instead asking the employees for ideas to grow the organization. As a result, the
organization increased its profitability and its status within the community.

Every employee has ability and talents beyond the confines of a job description.
What is the untapped potential in your organization? And within you? It is a question
worth exploring.

Initiation

Initiation is an integral part of life, whether personal or professional. Initiation
ceremonies or rites of passage were very common historically, but unfortunately,
such rites of passage are not common today. To initiate, borrowed from the Latin
initiare, meaning “to begin” or “originate,” is commonly to introduce or commence
some knowledge or practice. In many professions such as medicine, law, and
accounting, initiation still plays an important role in organizational life, especially
in times of change. There is a period of initiation before full acceptance as a member
of the profession is awarded to the individual. When an individual first joins an
organization, he or she experiences rites of passage, whether explicit or implicit,
which play a part in initiating the new employee. If a new position, a series of tests or
tasks may be given. Joseph Campbell called such tests “the road of trials” (p. 81).
Consider these tasks as preparation for larger tasks to come. If one views initiation as
a creative act meant to be generative, to bring the individual forward into something
new or different, then an act of initiation becomes an act of creative power. [ have yet
to find an organization that does not have individuals with untapped creative
potential just waiting to be discovered.

How to find them? What works best? Ask how it is working — not what.
Somewhere in the organization there is a “bright spot” — an individual or a team
that has successful results in spite of any constraints. Find those “bright spots” and
gather them together. Even if you find only one other — you have what you need to
begin. Whether an individual or a small team, this “bright spot” has survived inside
the organization. How? A dialogue is needed that will provide you with valuable
insights in order to continue.

As a starting point for this conversation, I like to find out what is considered a core
ideology or belief system of the organization and then find out what is considered the
current drive for progress. How does this differ from the “bright spot” — what is the
gap between what is said and what is done?

If this sounds too abstract, then return to the use of image to practically awaken
the imagination. This begins to set the stage for your journey — the difference
between what is and what is yet to be, a tension of the opposites. Consider this
paradox your act of initiation into a new way of thinking! (Table 2)

Initiation can be used to mark the boundary between the traditional industrial
mode of thinking (command control) and the new knowledge-based paradigm
(conscious capitalism). Using this type of framework permits, if not encourages a
tension of the opposites. Holding that tension enables you to make the move towards
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Table 2 Steps Forward

What is . . .. What is yet to be ... ..

Known territory The vision, a drive for progress

Single point of view (POV) Multiple points of view (POV)

Provides continuity and stability Urges continual change

Tradition Disruption

Stagnation Growth

Plants a “stake in the ground” Impels constant movement

Limits possibilities and directions for the Expands variety and number of possibilities that
organization organization can consider

Has clear content — Top-down strategy Can be content free — Emergent strategy
Installation of a core ideology is by its very | Expressing drive for progress can lead to
nature a conservative act dramatic or revolutionary change

Data analytics: Information Data analytics: Insight

both/and rather than the limiting stance of either/or. There is a delicate balance
between management actions needed to stay competitive and the needs of employees
to engage in meaningful work. When you join most organizations, there is an effort
made to teach you the history of the organization. That organizational history is the
corporate mythology, the “glue” that binds the organization together. It lays the
foundation of corporate culture, the “way things are done around here.” It is way of
honoring the past and yet also might outline a common purpose for the future.

Acts of initiation can communicate otherwise intangible beliefs and values. What
an organization chooses to celebrate directly communicates what the organization
values and thus becomes an important tool in examining and understanding corpo-
rate culture. Organizations are human institutions, not five-year plans, strategic
analysis, or the ever-present and over-used bottom line. When conscious awareness
of this fact is heightened, then organizational change must begin with the people
within the organization. Thus the importance of listening for what is and what might
yet be.

Initiation and Recognition

Any organization that has cultivated its identity by making heroes, identifying its
values and beliefs, creating rites and rituals, and continually reinforcing this identity
in its corporate culture will have a competitive edge. For such an organization
provides meaning to its workforce, a common goal that binds its employees in a
shared vision. This does not say that the organization will have a positive impact on
society. Enron also had a strong corporate culture. The research would seem to
indicate that it does not matter what the core value system entails. What matters is
that a value system is in place. Choice plays an important role in whether the core
value system will be seen as a positive or negative force by the employee and by the
community in which the organization resides. What management rewards deter-
mines the actions of the workforce. Thus, the importance and the value of
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recognition in supporting behaviors management wishes to encourage. What the
leaders pay attention to, measure, and control on a regular basis is critical.

Recognition also contributes to the process of an individual seeking a corporate
environment that matches a personal value system. If the organization maintains and
actively promotes its corporate culture, such promotion becomes a visible beacon for
potential employees.

Initiation and Relationship

As previously noted, initiation symbolizes the beginning of something new which
also implies an ending. The rites of passage that accomplish initiation as a function
of relationship are important in establishing corporate culture. How an organization
accepts a new member demonstrates both espoused values and values-in-action.
How well the relationship between individual and manager develops will depend on
the consistency of relationship between espoused values and value-in-action. Core
values exhibited in day-to-day operations will serve as guides in making choices in
behavior. Strong organizational cultures arise when leaders “walk-their-talk” and
serve as living, breathing examples of core values. There is no difference between
espoused values and values-in-action.

Initiation and Meaning

Perhaps in no other aspect of organizational life is the act of initiation more needed.
In making a shift from an industrial paradigm to a knowledge paradigm, rites of
passage provide a comfortable structure in organizational culture. The importance
of a guide or mentor is invaluable in navigating the tacit aspects of corporate
culture. More than just verbal guidance, the wisdom imparted by the mentor to the
initiate enables the new member of the organization to grasp both the explicit and
tacit rules and regulations of corporate life. The use of words is futile if you do not
know what they stand for. The transmission of meaning can make or break a
corporate career, particularly in a global economy where communication is partic-
ularly important. To help learn the language of the environment, and to teach any
hidden meanings associated with the language becomes the primary function of the
mentor or guide. Shared or core values outline the purpose of the organization and
the role of the mentor or ally is to elaborate on the core value so that any hidden
meaning becomes available to the new initiate. Core values can provide the
cohesive strength that binds the people in an organization together in service of a
common goal.

So How Does It Work?

Self-awareness and self-discovery are critical to the process. The following are
additional examples, merged from several organizations, of the dynamics of initiat-
ing/building a team with these concepts in mind. I have purposely mixed responses
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from organizations in order to protect the identity of any individual or specific
organization. The ceremony of initiation is a very important step.

I was asked to provide the foundation by which a team could be constructed. It
was to be involved in new product design, so trust among its members was critical.
The team consisted of expert engineers and software designers, ranging in ages from
early twenties to early sixties and was culturally diverse, with people from countries
around the world. They had never before worked together so achieving some kind of
cohesion was a desired outcome.

The team mandate was to create a mission statement. Traditionally, mission
statements consist of three parts: who you are, what you do, and for whom. Instead
of resorting to language to create the mission statement, I asked the team members to
choose an image that represented who they were and what they brought to the team.
The images consisted of several hundred postcards ranging from many images such
as sculptures, works of art, or landscapes. Each individual was asked to speak to the
chosen image and provide an explanation as to how his or her image could be linked
to the other team members. The linkage could be anything, in terms of color, shape,
experience, history, or location. The idea was to have them use their imaginations
rather than logic for this connection.

The process allowed a relationship to emerge quite different from what this group
would encounter in a normal workday. Each individual brought a story to the image,
providing personal information that otherwise might not have been revealed. These
images provided a way to deepen relationships, allowing each participant to access a
source that was not superficial, as in the case of a usual business persona. I
envisioned the mythological figure of Psyche entering this workspace to provide a
new vehicle for language. This approach also permitted the Heroic Journey to enter
as a mythological model represented by each participant and his or her individual
story. By linking each image and story with the next image and story, a shared story
began to take form. Each person named and then publicly claimed the individual
“Call” which brought him or her to the team.

Each participant now had an image representing who he or she was as a complete
individual, a much fuller state of being than just a business persona. The next step
was to identify the archetypal ground principles or core values that each member
brought to the endeavor. They were all given an assortment of index cards on which
were written words represented by values such as “safety,” “family,” or “creativity.”
They were then asked to write a description of that particular value. Each person
shared his or her description and a list of descriptors was place under each term. The
team then discussed which descriptors best represented a collective understanding of
the term, a heated process that took several hours. At the end of the session, a
common language had been developed whereby the team could align its work ethos
and provide space for each participant to follow his or her individual Call. It was
decided to allow the experience to deepen and see what would develop.

One month later I returned for another session. In the intervening time, the team
had decided that they would not formally articulate their mission statement in
language but instead remain with the images that represented who they were as
individuals. An intranet site had been developed where the images had been
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digitized. To click on any image would produce a picture of the individual, a
biography of relevant work experience, and a small story describing each Call.
The images had been literally linked together using the image of a link to attach
each image to the other. The team had also digitized the descriptors of their
commonly held values and constructed a white board that could be used to display
them in a flexible setting. Each descriptor had been magnetized, allowing the values
to be sorted in a multitude of ways since each project or design implementation
would require a different value to take priority. As circumstances arising within an
organizational setting are context-dependent, the inherent flexibility in holding
multiple values could permit many approaches to be considered without deviation
from the established core. The team had decided that this was the best way to
describe themselves collectively to prevent their shared value system from becoming
rigid by fixed, literally immovable definition. The second process was for each team
member to construct a Touchstone. The Touchstone would be built using various art
materials such as plasticine, miscellaneous toys, natural materials such as twigs,
branches, leaves, or moss, construction paper, Lego, nuts, bolts, and any other
materials that had been collected that held meaning to the participant. Each team
member worked for several hours, and then when each work of art was completed,
offered a story — a mythos — that described the Touchstone. Each participant linked
his or her story and Touchstone to other participants, eventually forming one large
work of Art.

At the end of the process, the team had assembled both a shared story and a shared
representation that could collectively hold it. It was decided that the Touchstone
would be then be photographed and digitized in order to construct a large image that
could be displayed. If any team member left this particular team, his or her contri-
bution would remain as a visual image thus linking the team forever. Any new
member, as an initiation into the team, would be asked to repeat the process, thus
building a living mythology that would provide recognition of each member and
their contribution, describe the relationship between the members, and allow for
shared meaning that could grow with the team.

It was also decided to create from patio blocks or stones a pathway that led to the
building that housed the team. Each patio stone would have on its face one of the
words identifying the value system of the team. The rest of the organization would
then literally walk upon the foundation that held this particular team and at the same
time, both have an experience of the common ground and learn the value system
without resorting to language. This work and process provided an initiation rite for
every new team member and an experience that would not be forgotten.

The Ordeal

The Ordeal is a continuation of the previous task of initiation. The “road of trials”
that marks the beginnings of initiation will have a goal or ending place in mind.
Getting to that place of transformation makes the Ordeal. Cultural norms within an
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organization are changing, necessitating a shift in the transfer of economic power
from an industrial to a creative capital model. The difficulty of this shift in perspec-
tive should not be underestimated. In addition, as demographics shift to accommo-
date changes in the workforce, the way in which work is allocated and performed in
any organization needs to be re-visioned.

Current corporate cultures are built around the old industrial model evidenced
by distinct concepts of work and leisure, and routines of work that are based on
working from Monday to Friday, scheduled from nine to five each day. With a
move towards a creative capital or a conscious business economy, such constraints
need to be removed in order to allow both individuals and organizations more
flexibility in response to shifting demographics and a changing global environ-
ment. Author Fred Kofman, explains that “conscious business” means finding your
passion and expressing your core values through your work (2006). That leader-
ship is much more than a skill set; it is truly a spiritual practice. A path you walk
every day. In my work with organizations, recognition of this shift in perspective is
only superficially acknowledged, which results in a demoralized workforce that is
compelled to work harder. What is missing is meaning. The Ordeal can be
considered the search for meaning in what we do, and perhaps, more importantly,
who we are. One of the tasks of any Edgewalker is becoming a carrier of that
meaning.

Transfer of knowledge does not guarantee a transfer to practice. Knowing what
you should do and actually doing it are two very different things. Practice embeds
knowledge — the old adages of actions speak louder than words. There is nothing
wrong with reviewing what others have done. The undertone should always be
whether that particular approach or practice would work in your context. Every
context is different. You need to invent your own “secret sauce” recipe. Borrow from
others yes, but each culture will have its own unique attributes that must be
incorporated into the process. I try and avoid “best practices.” I have always found
that they work really well where they work and if you try and import them into your
organization, you get the “not invented here” response (Table 3).

Change is the bridge between what is known — “we need to do this” — and the
actions necessary to bring about the change — “walk your talk.” Walking a different
path is new territory. Mapmakers of old would mark that boundary with “beyond this
place there be dragons.” The unknown is a primal fear for any human being. It takes
sheer guts to change course in an organization. Previous power balances begin to
shift.

The Ordeal and Recognition

Here is a simple test to evaluate your environment. Identify three to five people with
whom you currently spend the most time at work. Estimate the percentage of time in
any given week that you spend with each of them. Then rate the collaboration
between you and this person on a scale of 1-5 through the lens of a growth mindset.
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Table 3 Questing questions for the ordeal

Outcomes The creative organization
Identity Who are we?
Personality What kind of group is this?

What kind of team do I lead?
How do we integrate diversity?
How do we handle and prevent inner conflict?

Strengths and skills | What are our core competencies?
What’s our unique contribution to the marketplace?
How will we stand out?

Purpose and Why have we come together?
meaning Where do we fit?
What is our shared world view?
What is our legacy as leaders?
What enriches and enlivens me?

Values How do my own values align and support the organizational values?
What do we value most as a group?
Do these values serve our purpose?
Are they in alignment with the values of our various stakeholders?

Principles and How do the policies, practices, and performance of the organization
practice reflect our values, purpose, and sense of meaning?
How do we allocate resources?

Experience What myths and stories do we share about our organization?
Why are they considered meaningful?
What reaction do they elicit?

Image and corporate | What is our brand?
brand Do we brand from the inside out?
Do we “walk our talk”?

(1) How much do you respect each other? How much do you support each other?
(2) Can you be “honest” with the other person — authentically honest! Not to wound,
but also not pulling your punches. (3) How safe do you feel with the other? Can you
express all your “crazy” ideas and/or behavior? Can you trust the other? (4) And
finally, and maybe the most important, are you energized and inspired by the other?

The Ordeal and Relationship

This simple test offers you a way to evaluate your working relationships. A low score
(10 or below per person) would indicate a relationship that is not affirming and thus
could become counterproductive. A high score (15 or more per person) would
indicate a relationship that is sufficiently collaborative and fulfilling and that
would enable you to maintain the courage and stamina necessary to continue to be
an Edgewalker. Each of these people influences not only your creative capacity but
also your physical wellbeing. Remember, to exercise your power to choose. By
surrounding yourself with collaborative and supportive colleagues, you will be a
much more effective agent of change.
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The Ordeal and Meaning

Collaboration is an instinct that has kept the human race alive since the beginning of
time but it would appear we have forgotten the power of a community. A shared
purpose is the foundation of a collaborative community. And the first requirement of
collaboration is commitment.

So How Does It Work?

In a healthy environment, a good collaboration will enhance and extend individual
strengths. So how do you shape a healthy environment? A culture of creativity? I am
frequently asked by HR professionals to develop an “engagement” strategy. My
question always is “what have you done to your employees? They were 100%
engaged when you hired them!” A cultural audit will provide some interesting
insights. The following example can be used with both for profit and nonprofit
organizations.

I was asked to do a cultural audit for faculty in an educational institution that
wished to be known for exceptional creative capacity. Statements made by faculty
were treated as statements of fact rather than an interpretative account of their
experience. Qualitative methods were well suited for this study because it
represented an under-explored research domain in the scholarship of teaching and
learning. Faculty very seldom study themselves! Three questions were posed and the
answers collected. The three questions come from a body of work that originated at
the Stanford Graduate School of Business in a program called “Creativity in
Business” (see book of the same name by Ray and Myers 1986). The three questions
are:

1. What are you most passionate about?
2. What do you want to do more of?
3. What resources do you need to make that happen?

Many years later, former Stanford MBA student Jim Collins in “Good to Great”
reworked the questions into a frame that included personal passion, world-class
performance, and an economic driver. The intent is the same. What untapped
potential is present and how might we find it, what is it worth and then, is it
economically viable? The problem with the focus on economic viability is its
short-term thinking. Maximizing talent is a long-term proposition, and it is no
different for faculty. The results were mapped against a creativity framework
developed by Teresa Amabile. Probably the most well-known and highly respected
researcher in the field, she and her colleagues in 1996 wrote a book called Creativity
in Context. It remains a seminal work in the field of creativity research. They found
five aspects that are required to create an environment that supports creativity
(Fig. 3).

Encouragement of creativity from an organizational perspective encourages cre-
ativity through providing fair, constructive judgment of ideas, provides reward and
recognition for creative work, has mechanisms for the development of new ideas and
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Fig. 3 (Adapted from Amabile et al. 1996)

a shared vision of what the organization is trying to do; in other words, a clear sense
of purpose. From a management perspective, encouragement is defined as a chair
(manager) who shows confidence in the group, sets appropriate goals, and is a good
role model. In the faculty survey, what surfaced was a lack of support for individual
creativity and a lack of respect for the faculty members. There was a lack of
consistency across the various chairs in the faculty and few were perceived as a
good role model. A request was made to utilize internal expertise instead of outside
consultants.

Work Group Support was defined as a group in which people communicate well,
are open to new ideas, challenge each other in a constructive not destructive manner,
trust and help one another, and feel committed to a common purpose. The faculty
survey indicated the faculty were very interested in finding other like-minded
colleagues in order to create opportunities for collaboration, most were interested
in faculty exchanges with other institutions, and most felt that the current climate
was one of mistrust between management and faculty.

Freedom/Autonomy over your work was defined as the ability to decide what to
do or how to accomplish a particular task and having control over one’s work and
ideas, including when to accomplish such tasks. The faculty survey indicated that
faculty had almost no freedom or autonomy over workload. Chairs assigned work-
loads each term so that faculty had no way of planning more than 4 months ahead.
Most faculty asked for blocks of time to prepare properly for course development
and spend time with industry partners in order to build capacity for capstone projects
and potential internships for students.

Resources were defined as access to necessary resources, including facilities,
equipment, information, funds, and people. The faculty survey indicated that faculty
had no control over their professional development funds and in some cases, their
request for PD funds were denied. Faculty had no access to private space and were
offered no clerical support.
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Challenging Work was defined as a sense of having to work hard on challenging
tasks and important projects. The faculty survey indicated a variety of responses
ranging from not enough challenging tasks to too many tasks.

As you might have guessed, the above example did not have a positive outcome.
The particular faculty was struggling due to a change in leadership and a distinct
atmosphere of distrust was evident between management and faculty. Valued faculty
began to leave. Assets now have feet. Regardless of any strategic plan developed by
senior management, if there is not adequate structure and support within the orga-
nization, the strategy will not be successful. Leadership must be truly willing to give
power to the ranks below them, in this case, the faculty. To shift corporate culture
requires political will. Without a true commitment to organizational change, dys-
function will prevail and the organization will flounder. In that case, survival is
always optional.

As you might have guessed, the Ordeal phase is not always successful. But take
heart from the fact that you can always learn something from failure. If you are afraid
to fail, you can never be world-class at anything undertaken. The role of Edgewalker
demands both courage and stamina. In this example, what was missing was com-
mitment from the senior leadership. Both leadership and a supportive environment
are necessary for a successful change management program. Sometimes, the orga-
nization is not yet ready and patience is required. In such cases, moving slowly
becomes a much better strategy. Working with values permits the development of
common ground. If such work had been done first, then a path forward would have
been found that sidestepped politics and personalities.

How does your organization compare?

Breakthrough

Each of us can remember a time when we experienced an “aha” moment. When you
first realized that you had potential and more. Such a moment can come from a
variety of experiences in nature, sports, art, or a dream. It is a gift given to us usually
early in life so that we will remember the experience. That moment is what is meant
by a “breakthrough.” Take a moment and bring that experience back into your
conscious memory.

Anything that has been constructed by an individual existed first in the imagina-
tion as a dream, an idea, or even a partial thought. The imagination offers the
capacity to ask “what if?”” and it is from that point that innovation originates. It is
with the acts of reflecting, thinking, dreaming, and fantasizing — that “what if”
moments are translated from a potential to actual state. Reflection, if we so choose,
leads us to our creative source. The ability to imagine and re-member an experience
is foundational to this phenomenological approach to organizational development.
Once experienced, there is no turning back. It is truly a moment of transformation,
we are now forever changed. I find it interesting that we so quickly forget when we
were amazing, and instead remember mistakes we have made. This is a choice —
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choose wisely! Another task for an Edgewalker is to remind others of this choice and
to provide the encouragement to cross the threshold. Reflection is a seldom used but
very powerful tool.

The drive to reflection, to re-member or re-create experience, enables the creative
act to take place. Through the richness of lived experience a life is defined. To adopt a
mythic mode of being allows an individual to remain open to possibilities that have
not been pursued nor even considered. Reflection enables possibility to become
reality in order to transport us from one universe to another. The use of the imaginal
is self-evident, whether it may be used in the formulation of a marketing strategy, the
development of training programs, or the construction of a corporate mythology. The
ability to imagine can be considered the bedrock of innovation. Without the active
imagination of some daring individual, there is no corporation to begin with. Arche-
typal psychologist James Hillman reminds us that all our inventions begin as ideas;
all our material power derives from ideational power (1997). The Heroic Journey as a
working model and a research methodology allows for reflection that also includes an
additional phase: to witness the multifaceted layers of meaning that arise. The
potential for creativity is an archetypal force in its own right. I believe what is needed
is to bring back the power of imagination into the hallowed halls of business.

Breakthrough and Recognition

By reflecting on the stories told within organizations, the story can become an
element of organizational symbolism, an expression of unconscious desire or intent,
or a vehicle for communication of possibilities. Focusing on a particular story or an
aspect of a story, a mythos, is a way of making potential manifest into matter, giving
the psyche form or soma. To use the Heroic Journey model as a vehicle for reflection
can enable breakthrough thinking. To embody story in this form enables the indi-
vidual to slightly disconnect from circumstance by placing the event contemplated
into the third person form. As such, the story then can become once more a living
thing; the individual has the possibility of changing the ending as previously
perceived.

Breakthrough and Relationship

The relationship between organizational stories and historical fact is complicated. It
may seem simplistic to state that telling a story will reflect the perspective of the
teller but a change in observation point can act as a catalyst for change in behavior.
Details of the story may be removed, changed, or amplified in the telling, but the act
of storytelling builds upon the potential for relationship between the teller and
listener. What remains in an organizational story that is passed from person to person
is the elemental pattern in the life of the organization that necessitates the telling.
In this way, it is not the fact of the telling but the gift of the emotional message
contained within the story that needs to be heard.
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As fellow-travelers on the journey, we can, without judgment, encourage the
interplay between aspects of feeling and thinking surrounding the story itself and
reflection upon it. Questions should be asked in the spirit of continuing the dialogue
between the tension of the opposites and elicit additional interest and pleasure in the
process. Storyteller Annette Simmons believes that facts are neutral until human
beings add their own meaning to those facts (2001). During a reflective process, one
might pose the following question: “What resonates within you to the story?” The
ability to speak of what is moving within an individual in a group setting allows
further reflection and expansion of the power of the story itself. Circling through this
process mirrors the behavior I wish to elicit from participants; as such, dreaming the
dream onward may evoke new psychic material that can break into conscious
awareness. As Simmons succinctly states, People do not need new facts — they
need a new story (2007).

Breakthrough and Meaning

In reflecting upon the work fantasized and then performed, the challenge is to
translate such creative formulation into the language of the corporation without
reducing its emotional meaning. Passion is a force that needs to be handled crea-
tively. In a depth psychological approach, this necessitates a deepening of the
evaluation process of creativity itself.

A heuristic approach to the Heroic Journey provides a tool that enables experi-
ence to inform a conceptual framework in an overt legitimate form, one that is
capable of changing dysfunctional aspects of a corporate culture. This view of
organizational development is a relatively new field and requires both a conceptual
frame and a practical methodology that can handle complexity. Archetypal theory is
a construct that can contain the tension of polarities that arise from examining a
corporate entity. It can also provide metaphorical language that can reach beyond our
ability to articulate; in short, an archetypal approach provides access to the visionary
realm of possibility. Using a heuristic method enables both facilitator and the
participants to incorporate learning into the methodology itself, providing a flexible
container by which to encapsulate and articulate a corporate mythology without
diluting its effectiveness. This path of richness can lead an individual to an emotional
connection with the story, offering the potential of an additional connection to take
place between individual and organization to enable an emotional bond in and
around the story process itself.

The economic world has changed substantially into a global marketplace. In order
to survive such a paradigm shift, we need a new way of looking at organizational
development. That perspective must come from the imaginal realm of archetypal
psychology. A mythic imagination can hold the multiplicity of global perspectives.
The Heroic Journey as an operational model provides a rich image that can be
amplified across cultural barriers.

To satisfy the drive of reflection and to accomplish a breakthrough on the Heroic
Journey, we reach a crossroads and the culmination of the initial study of the



170 G. Grant

organization. Make no mistake, in order to evaluate accurately the corporate mythol-
ogy that is functioning within an organization takes time and patience. It would be
easy to stay in the superficial realm of marketing gimmicks, but such a practice does
not touch the force that drives a successful strategy. Instead, an archetypal approach
offers a container that will hold the complexity and the multiplicity of belief systems
in an organizational structure, until a synthesized mythology can be recognized and
then given language. The building of such a container is critical.

So How Does It Work?

A nonprofit organization was formed to address child rights and development. All
members of the nonprofit organization had considerable experience in this field as
well as in international relief work. All members of the executive team were highly
educated and respected in their fields with considerable experience in both admin-
istration and fieldwork. I was asked to design a program to enable the executive team
to link their vision to existing international programs. One of the programs in
particular seemed to capture the vision of this team. Africa was struggling with an
AIDS epidemic that is decimating the adult population. As a result, hundreds and
possibly thousands of orphans exist now with no traditional family structure. To
attempt to “parent” these large groups of children is an impossible task. Accordingly,
an attempt is being made to “re-vision” the concept of parenting through establishing
communities that serve as a parental structure and provide a safe haven or home. Part
of the mandate of this agency was to provide support by education and training of
AIDS workers who would attempt this task.

International relief work is demanding (both physically and psychologically). In
the group’s review and discussion of the core values that held the executive team
together, it was discovered that the agency itself had no “home” that supported the
team while individuals were in the field. Home is a very powerful archetype that
strikes at the core of any individual. For this group to re-vision home for others, it
was also necessary for them to re-vision home for themselves. As the team worked
with this image of a collective home and what it meant to them individually, the
process enabled an expansion of the image itself. It is one thing to grasp a difficult
concept intellectually; it is another to grasp it with the heart. The following process
may help distinguish the two.

Once again, image played a very important role in envisioning a home base. A
group of postcards were employed to provoke imaginal thinking. Each individual
then spoke to the image and formed a story around the importance of “home.” As the
group underwent this process, it was decided that even their current office space did
not have the necessary aspects of “home” that were uncovered using the images. A
different location was found, negotiated, and obtained that allowed the team to shift
its perspective. Each team member brought to the new location a piece of art or other
object that represented his or her individual interpretation of “home.” A native elder
was asked to attend a ceremony to welcome the new space and bless both the objects
and the work to be undertaken by the team. Working in this manner enabled the team
to envision and more importantly, experience different ways of establishing a
“home.” First from an imaginal sense which then enables concretization of the
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image into a practical realization. The stories gathered and told around the meaning
of “home” creates a bridge to shared understanding. The insights garnered by the
executive team during this process are now being taught to members of the organi-
zation in the field. Their own experience has been deepened around the meaning of
“home” and as such, will enhance their individual and collective ability to empathize
with others. You can read about any concept, but in my view, nothing beats the
power of lived experience. It is something that resonates within you at a deep level
you never forget.

Make any abstract problem concrete. People need to “own” the values and beliefs
stated by the organization into behavior — and “walk the talk.”

Celebration

The Heroic Journey allows individuals the time to reflect on their own lives, the
journey experienced so far and where the individual might like the journey to
change. Recognizing that a “deepening” is required, to go within and explore beyond
the realm of the ego as well as outwardly in seeking a variety of experience, offers a
welcome invitation to most individuals. Fellow travelers are needed who will help
build a different society, where people can live and work, play and recreate, learn and
grow in an environment that supports individuation. Both my research and my
experience to date reinforce the notion that such a process of individuation will
produce organizations that are sustainable over time. The process of individuation
supports sustainable relationship whether in professional or personal life. Sustain-
ability, as a function of relationship, has the potential not only to build better
organizations but also to build a better world.

To work from a mythic perspective, to incorporate both image and thought as
opposing forces that may be brought to an act of creation through the transcendent
function is equally work and play that is self-fulfilling. To stay in the myth allows the
participants a more relaxed psychological state, a return to a child-like innocence that
encourages possibility rather than limitation. Story encourages a less analytical,
more receptive consciousness that permits a message to enter conscious awareness.
If we return to the myth at the beginning of this chapter, the power to choose is
something we should celebrate more often. No matter what our circumstances, we
always have the power to choose our response. Gather the tales of choice in your
organization and celebrate that power to choose.

The path of individuation is the path of a leader. To choose the path of individ-
uation is to choose a path that is particular to oneself. Allies may be present or not,
the path initially may be a lonely one for each individual must leave the comfort of
the collective that is safe, known, and familiar. Thus, the initial question that starts
the Edgewalker on the journey, the call that beckons, that supplies an answer or at
least a direction for: “What do you hunger for that you cannot name?”’

Whether the process of individuation is ever completed is not important, the
emphasis is on process not product, on journey not on destination. Knowing who
you are and being true to the Self, transcending the daily debates with the ego,



172 G. Grant

having a level of personal comfort that no person, circumstance, nor opportunity,
crisis, nor challenge will dislodge is the core sense of intimately knowing the soul.

Knowing that core sense of soul and allowing that sense to provide intuitive
direction and guidance, is indispensable to a leader. Knowing that sense of soul, as a
leader directs and stewards the process of change, I believe is the most important
function of leadership. As most individuals spend at least half of their life at work,
then their work, however an individual may define it, is a major element in the opus.
For an organization, the issue does not lie in identifying creative individuals but in
promoting creativity from all employees. It is much easier to see the costs of
employees than the benefits they offer, which may be indirect or delayed. Is there
a way to promote creativity from all employees? Is creativity really of value? We
need more acts of celebration that acknowledge the creative spark in all individuals —
such celebratory acts can motivate and inspire innovation capacity.

Few organizations would need a formal study to convince them that creativity, the
source of innovation, is important to long-term survival. When people discuss
creativity in organizations, it is usually in the context of some other company. Rarely
do individuals bring up examples from their own companies. Perhaps an appropriate
analogy would be fish swimming in a body of water. Rarely does the fish recognize
the presence of water, as it is part of what is considered normal or routine. Most
creative acts do not result from detailed planning but from an atmosphere that
encourages and promotes creative thinking. That atmosphere is the corporate culture.

Jung maintained that creativity is present in every human being, not just a select
few. Such realization may have a welcome impact on organizations, as only a
fraction of the creative potential contained within the intellectual capital of that
organization is being realized. Some organizations will desire to remain in this state
of unrealized potential. Time will tell whether those organizations will survive. For
organizations that recognize the paradigm shift that is occurring and choose to
acknowledge the demographic realities, investing in intellectual capital will become
a priority. In other words, the importance of locating and recognizing hidden talent or
potential in a responsive organization will be of concern to top management.

Celebration and Recognition

Creativity is as much an art form as an instinct. To reawaken the creative ability in
each individual was the goal of Michael Ray at the Stanford Graduate School of
Business. In 1980, Professor Ray and artist Rochelle Meyers developed the original
“Creativity in Business” course for the MBA program at Stanford as they felt that
MBA programs were overly quantitative. In addition to achieving the status of one of
the most popular courses in the business school over the last 25 years, it has also led
to three books, an audiocassette program, and a PBS television series. It has received
media attention in this country and over the world for its inward approach to
consistently bring out people’s highest potential and effectiveness in both business
and everyday life. In the December 1996 cover story of Inc. Magazine, Michael
Ray’s book was selected as one of the best nine business and management books
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ever written. I learned much from undergoing the “Creativity in Business” training
with Michael Ray and I celebrate a much valued mentor. The book has not been
updated because it still holds relevance today. It’s worthwhile reading! We always
stand on the shoulders of our many teachers and can only hope to continue the work
in the spirit it was given to us. If you would like to know more about our work with
this method, I recommend The Highest Goal by Michael Ray (2004). In it, he
describes our experiences with the Creativity in Business methodology and how
we have used it in organizations. How have you recognized great leaders in your
organization? The simple act of naming in a public forum brings recognition to those
leaders that have helped develop your potential and/or the potential of others. There
is an expression “standing on the shoulders of giants” — who are those giants in your
organization? Personalize recognition — highlight the achievements made by the
individual and show appreciation for individual excellence. Find out the types of
recognition that make the most difference to your people. Do not assume you know.
Ask! Grow your Edgewalkers! Take time to celebrate the achievements made to
date. More organizational work might be needed but recognition is food for the soul.
When times are tough, it is that food that sustains us. Public recognition also sends a
clear message to all members of the organization that such valuable contributions
will be acknowledged and celebrated.

Celebration and Relationship

When you celebrate the “giants” in your organization, the very act of celebration
brings people together in relationship. When you celebrate your values and victories,
you will create a spirit of community. In fact, I would also go so far as to say,
celebrate any failure by showing appreciation for the learnings! Edgewalkers know
how important it is to connect with the people around them, and show appreciation
for both who they are and what they do. Acts of celebration build a community of
practice that not only uplifts the spirit, but also provide the impetus for greater levels
of performance. I truly believe people come to work every day to do their best. A
community that celebrates its vision and values is well positioned to handle the
chaos of change. The field of positive psychology emphasizes that positive expec-
tations profoundly influence people’s ability to succeed (Seligman 2002, 2011).
Thus, the emphasis on relationships between members of the organization and
how they are constructed is crucial for success. To promote an environment that
nurtures creativity requires a leadership approach that recognizes the power of
emotional engagement, an experience that takes place in the heart and mind.

Celebration and Meaning
If people are to render their lives meaningful, such meaning will be accomplished

through their choices. To participate in one’s own opus as a driving force towards
meaning enables an individual to withstand the crises and frustrations that are a part
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of every life. To increase conscious awareness that creativity, and thus the potential
to initiate new discoveries, is resident in every human being, is to understand that
creative capacity is available to all. When you recognize individual accomplish-
ments and build relationships through community, you are also enabling
mythopoesis — our ability to make meaning. Organizations create meaning by
enlisting us in a common vision. Mythopoesis, the act of myth-making, enables an
organization to create a common purpose that bonds people together towards a
compelling future.

So How Does It Work?

Acts of creativity that lead to innovation in an organization need to be celebrated. If
change was such an easy process, our organizations would have shifted to this form
of conscious capitalism years ago. The return on investment results are compelling
— the organizations that have made the move towards values-based leadership are
rewarded substantially. They generate value that truly matters, not just financial,
but also social, emotional, and spiritual value (Sisodia et al. 2014). It is important
to realize that if any organization wants engagement from its employees, the
organization needs to celebrate those who serve the organization, and do so in a
public forum. It would not hurt most corporate cultures to celebrate more and
criticize less.

As an example, here is another simple exercise that produces a powerful result. I
have used this many times in organizational workshops and it is a great way to end
any session. Usually we have been working in round tables, containing anywhere
from four to six participants. On a blank sheet of paper, I ask the participants to write
their name and pass the sheet to the left (or right) ... your preference! Then one
person will start with the name of colleague and be the “transcriber” to collect the
statements. The person named is asked to remain silent and just listen and take in the
information to be provided. Then the other participants, one by one, start with
(Name), “a strength I see in you is” . . .. (description).

When was the last time you received several compliments and appreciations all at
the same time? The transcriber writes down all of the statements and then returns the
page to the owner. It is an amazing exercise and one that is much appreciated. Ensure
you have sufficient Kleenex! We forget the powerful effect of an appreciation of who
we are. Many of the people I have worked with in the past, tell me they still carry that
sheet of paper in their wallet.

Tell the Story

The study of the story systems or mythologies inherent in an organization can help
illuminate the challenges presented in attempting to change the corporate culture.
The Heroic model as devised by Campbell can enable individual change by means of
its visual representation as a tool for finding meaning in images of contemporary life.
By combining these two aspects, a working method can be devised that illustrates
how organizational story systems can be visually represented and then consciously
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examined. Such examination will increase awareness and allow the individual to
participate actively in conscious myth-making, or mythopoesis. Every corporate
culture consists of groups of individuals, and each individual has a particular
motivation in joining with a particular group or organization. Every individual also
brings his or her story into the organization, a collection of life experiences that
informs his or her behavior within an organizational context. The collection of
individual stories will also be influenced by the stories of the organization itself.
Both will inform and potentially transform the other. In accessing and using story in
either an individual or organizational context, the story will contain a potential
archetype of transformation. By identifying these archetypes through a tool such
as the Heroic Journey, a structure may be formed that enables mythopoesis, an act of
the imagination in which a prevailing mythic image is reshaped, reformed, and given
new life. Behind the concrete particulars of any situation, a mythical move provides
a “seeing-through” to the mystery or unconscious beyond, to a field of potential that
has not yet been accessed, which cannot be known directly but is rather intuited.
Understanding a corporate culture can be thought of as breaking a code. Under-
standing the why of change is crucial for business because it predicts what people
will do, and more importantly, why they will do it.

Storytelling and Recognition

Stories told in an organizational setting carry the core values and beliefs of the
organization in the same way that the stories told by an individual carry personal
beliefs, prejudices, and core values. All provide information that can be utilized in
understanding behavior. By having a common model such as the Heroic Journey so
easily accessible by any individual in the organization, similarities and differences
can be explored in a visual context.

Storytelling and Relationship

It has been my experience as a consultant that such a visual context allows each story
to be honored and expressed in such a way that is more easily understood by both
self and others. Employing this type of developmental tool may enable a more
effective form of communication in an organizational context and promotes both
generational and cultural diversity. The richness in the story acts as a form of human
glue that binds the participants together in the experience.

Storytelling and Meaning
To capitalize on the power of storytelling within a family or an organization is to

understand the power of unconscious content that, if made conscious, potentially
builds and more perhaps more importantly, deepens relationships between the teller
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and the listener. To participate in the storytelling, and use the visual map of the
Heroic Journey, creates a pattern of possibility. For the story, like people, can change.

So How Does It Work?
In this next example, the Canadian pilot for the “Creativity in Business” program
was being conducted. As part of the process, an assignment was given to the
participants to tell a story which would take from 5-15 min in length. This story
could be from an organizational context or from a personal context, the decision
being left up to the participant. The participants were informed of this task 2 months
in advance, so ample time was provided for reflection and compilation of the story
itself. Any aspect of the story wheel below could be utilized as a framework (Fig. 4).
The process undergone before this last session was constructed to increase
personal awareness and understanding of the Self, to ascertain and develop individ-
ual strengths and to establish and strengthen leadership abilities of the participants.
The entire process from start to finish took place over a 5-month period. Psycholog-
ical testing of the participants included the use of the 20-sub-scale Myers-Briggs
Type Indicator, the Gallup Strengthsfinder, the Fundamental Interpersonal Relations
Orientation-Behaviour (FIRO-B), and the Stanford Business School Work/Life
Balance Questionnaire. Individual interviews were conducted with each participant
before the commencement of the program, to ascertain individual goals and chal-
lenges. All of the personal information and psychological data collected was incor-
porated into the design process in order to maximize the possibility of obtaining the
desired creative outcome. The participants were given a series of “live-withs,” a set
of mantras used as a weekly creativity exercise spanning a period of 10 weeks. These

Fig. 4 Creativity in business
process (Grant 2014)
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“live-withs” were designed to promote a change in perspective, in other words, to
change the lens normally used to view day-to-day life.

Storytelling coaching was provided prior to the storytelling exercise. Specific
tools were provided to the participants that were practiced in dyads before the
commencement of the storytelling process. Suggestions for change were not called
for; instead, appreciations of the efforts of the teller were encouraged. The time
arrived for the participants to tell the stories that they had been chosen. It is
imperative for the facilitators to create an environment of psychological safety.
Every effort was made to make the participants as comfortable as possible so the
storytelling session might begin. The specific details of the stories told are confi-
dential and will remain so, but it can be said that the process was more successful
than the facilitators had anticipated. The telling was not just an intellectual exercise,
but an emotional experience for all. Most stories lasted the fully allotted time or
exceeded the original maximum specified. No effort was made to cut the story short.
Instead, each participant was allowed to experience fully the process intellectually
and emotionally. As a result, the participants formed a much closer relationship with
each other and had a fuller, more expansive understanding of both the professional
and personal competence held by each individual in the group.

The important teaching for any consultant who wishes to attempt this method is to
stay out of the way! You will see that recognition, relationship, and meaning will
surface in the context of the story.

Re-Visioning

A re-visioning process takes time, patience, and stamina. The complexities of
working with both people and organizational structures can be a daunting task.
I had to undergo my own re-visioning process when I returned to school in 1998.
Changing the way you think, challenging what you believed to be the “truth” both
personally and professionally can feel like a trial by fire. It certainly was a crucible of
transformation for me. Basically I started over. From the beginning. Working with
the Joseph Campbell material gave me something to hold onto when I thought I
would never be able to shift my own story towards a much different trajectory. There
were times that I just sat in the Joseph Campbell library among the archives and
prayed that I would learn by osmosis. Then I went back to my reading.

Expect that working in this space will be transformative, for you as well as your
organization. My own experience, although painful at times, confirmed my intuitive
sense that the power of story can bring great riches to the world of organizations and
corporate life. I continue to be convinced that archetypal psychology has both the
power and the sensitivity to bring about the necessary change in our corporate
environments. A return to the world of the imagination is required in a major
paradigm shift. We are leaving the world of a market-share economy that is charac-
terized by a fixed, command-control mindset approach to leadership and innovation
that stresses competition. We are entering the world of a creative economy that is
characterized by a growth mindset approach to innovation that stresses
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collaboration. The earth is indeed shifting under our feet and more Edgewalkers are
needed to re-vision the way we work.

This new leadership stresses a both/and approach. Innovation is primarily a
problem-solving process. When assets now have feet, engaging creative capital is
mandatory. People, not things, are the only competitive advantage. First start with
people. Then the organization (Table 4).

I started this work in 1998 and have learned much along the way. I have not yet
grown tired of the Heroic Journey model for I have confidence in the path forward. It
is a constant source of new adventures. I have continued my applied research in this
area and hope that others will join me on the edge. To re-vision the role of the Hero/

Table 4 Anticipated Outcomes

Outcomes The creative individual The creative organization
Identity Who am 1? Who are we?
Personality What kind of person am I? What kind of group is this?
How do I perceive, learn, What kind of team do I lead?
communicate? How do we integrate diversity?
What are my strongest forms of How do we handle and prevent inner
intelligence? conflict?
How do I communicate with others
who are different?
Strengths What are my talents and passion? What are our core competencies?
and skills What is my unique and best What is our unique contribution to the
contribution? marketplace?
How will we stand out?
Purpose and | Why am I here? Why have we come together?
meaning What is my legacy to the organization? | Where do we fit?
How do I perceive the world and my What is our shared world view?
role in it? What is our legacy as leaders?
What is my personal sense of purpose? | What enriches and enlivens me?
My creative core?
Values What is important to me? How do my own values align and
What worldview governs my priorities? | support the organizational values?
What core values guide my actions? What do we value most as a group?
Where are my values gaps? Do these values serve our purpose?
Are they in alignment with the values
of our various stakeholders?
Principles Do I behave in accordance with my How do the policies, practices, and

and practice

values, purpose, and sense of meaning?
Do I allocate my resources of time and
attention in accordance with my
values?

performance of the organization
reflect our values, purpose, and sense
of meaning?

How do we allocate resources?

Experience What stories do I tell about myself and | What myths and stories do we share
my experience? about our organization?
What value is derived from these Why are they considered meaningful?
stories? What reaction do they elicit?

Image and How do I project myself to others? What is our brand?

corporate How do I think I am perceived? Do we brand from the inside out?

brand Are my self-image and my public- Do we “walk our talk”?

image aligned?
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ine in corporate life is to re-vision of view of human potential in organizations. There
will always be some organizations that exist solely for profit and take advantage of
employees. But hopefully, they will recognize that such behavior is not sustainable.

Conscious use of an archetype of transformation such as the Heroic Journey
resonates with individuals. As an archetype of transformation, the Heroic Journey is
capable of bridging the gap between two individuals or two corporate cultures. It is
wise to learn as much as possible about a potential mate before marriage, and the
same can be said about a possible partner in a merger. A complete transformation of
two companies into a new organization requires a deep understanding of capabilities
and resources. An examination of corporate culture is often overlooked, in part
because of the lack of required assessment capabilities. Archetypal psychology has
much to offer this process. There is a crucial link between employee commitment
and emotional engagement and successful implementation of corporate strategy.

By use of archetypal theory, a statistical form of cultural measurement, and the
use of the power of story, a cultural alignment can be performed to enable the
retention of valuable intellectual capital as part of the merger process. Cultural issues
may be an important factor in domestic mergers, but such issues are compounded
when the cultures of different countries are considered.

I am constantly amazed at the archetypal power of recognition, relationship, and
meaning as primary concerns of our race. To honor that foundation in an organiza-
tion setting leads to an alignment of strategic intent, full engagement of the work-
force, and integration internally and externally of the brand (Fig. 5).

According to Cohen and Prusak (2001) social capital consists of the active
connections among people, such as trust, mutual understanding, and the shared
values and behaviors that bind members of human networks and communities, and
make cooperative action possible. In order for people at all parts of the organization

Fig. 5 Organization
Archetypal Tri-Model
(Grant 2016)
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Integration
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to truly understand the vision, and in order to collaborate, they must have a hand in
its creation. There is much work ahead of us both in academe and in industry.

Concluding Thoughts

Many leaders ground their work in their deepest values. When those values are made
explicit, passion and purpose are evident. Spirituality is embedded in both passion
and purpose and as such, ensures deep and sustainable engagement and connection
to the work undertaken. As Waddock points out, societies today yearn for a leader-
ship of possibility, a leadership based more on hope, aspiration, and innovation than
on the replication of historical patterns of constrained pragmatism (2015). In short,
we need more Edgewalkers.

Coming to the end of this chapter, I would like to give you three takeaways that
sum up all I have learned from my many experiences.

First, you must have patience. Patience is enhanced by a good sense of humor.
You will need both in order to keep your sanity! Change never occurs at the speed we
crave; it is what it is. Institutions are slow and rigid but they can, if willing, reinvent
themselves.

Second, the best and most accurate view is close up. You will, of course, listen to
the opinions of senior management. But you need to be more of an anthropologist
than a management consultant. Get down into the depths of the organization, for it is
there you will find untapped potential eager for recognition, relationship, and work
that provides spiritual meaning.

Third, a personal lesson that was hard-won. You have the choice to carry baggage
from the past into your current project. Or you can pack light for the journey. Leave
old baggage behind. Forget what you know. No stream is the same. Begin with fresh
soft eyes, open ears, and a willing heart.

Never forget your power to choose . . .for only those who go too far, know how
far they can go.Become an Edgewalker.Blessings for the Journey.
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Abstract

Self-knowledge and relationship management are vital to success. A large per-
centage of high performers score high in self-awareness. What’s the correlation?
It is the human connection that is overlooked. Self-awareness facilitates resil-
ience, engagement, conflict management, and effective decision-making. Benefits
of being self-aware include awareness of strengths, weaknesses, and unresolved
life issues. In this chapter, the advantages of self-awareness will be highlighted
and explored. They include the ability to adapt and manage emotions, making
decisions based on or aligned with your values, and maintaining business and
personal relationships for greater fulfillment. Self-aware business leaders can be
more effective and efficient managers. They encourage and enhance others to
excel in their strengths, which improves satisfaction, increases productivity, and
positively affects all of life.

Keywords

Self-knowledge - Relationships - Self-awareness - Resilience - Decision-making
Conflict management - Productivity - Intention - Transformation - Human
moment

Introduction

Self-knowledge and relationship management are vital to success in life. Did you
know that a large percentage of high performers score high in self-awareness?
What’s the correlation? It is possibly the human connection that is often overlooked
in people who are just doing what they usually do, seemingly moving through daily
life on autopilot.

People are usually so set on the tangible outcomes of life — acquiring material
goods, gaining more money, climbing a corporate ladder, and trying to meet the
goals of society — that they often overlook who they are as individuals, as they
instead try to match what others think they should be. People are individual human
beings with complicated emotions, talents, and goals for their personal lives. They
have the right and the freedom to seek out and become their best self.

Individuals are so involved with just trying to survive in the world that there
seems to be little time for taking care of themselves. Too often, these individuals are
swayed by outside pressures, such as marketing, advice, family relationships, edu-
cation, training, advertising, and the media. Is it even possible to increase their
awareness so they find more personal fulfillment in their lives? Yes, I believe it is.

Here are some of the benefits of being self-aware in your personal life, which will
enhance everything you do at home, with your family, in your social life, and at
work. When you are aware of your strengths and weaknesses, it increases others’
trust of you and your credibility with them. Acknowledging your strengths will
enable you to focus on what you do best. You can continue to build your strengths,
gifts, and talents by realizing what you are most skilled at doing.
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This also helps you understand and accept your weaknesses. If something in your
life is not a good fit, and you struggle with it, you can learn to let it go, regardless of
what others think. It is not a matter of trying to do everything, but instead to work
together with others (partner, friends, family, and coworkers) to create a better life
outcome. You also enhance your coworkers, family, and friends by encouraging
them to excel in their strengths.

By being self-ware, you understand more about unresolved issues in your life that
might be guiding and/or misguiding your actions and decisions. You learn how to
adapt and manage positive and negative emotions. By embracing all emotions and
understanding them, you can become your true, authentic self. You discover how to
manage your business and personal relationships to enhance relationship fulfillment,
and thus you increase productivity at home and work and become more satisfied
with life.

On the way to increasing your self-awareness, you will learn to be present in your
life and understand what blocks your way to personal transformation. This is the
opposite of operating life on autopilot. It is being in tune at all moments and being
cognizant of what affects your ability to be fully aware. We all have subconscious,
dysfunctional roles that were learned in childhood. We live with life scripts (stories
that shape thoughts and actions) that can produce unhealthy attachment styles.

Cognitive distortions create emotional responses to life, sometimes causing
anxiety and impatience in response to various triggers that people let affect them.
Learning to be aware of these challenges to personal transformation is a beginning to
being present in life and becoming more fulfilled.

It is not enough to be aware and be present in your life, you need to know and
understand these aspects of your personality and how you came to be this way. With
knowledge comes the purposeful intention to actively choose to transform your life
to become more authentic. It means being able to commit to a plan, to be mindful, to
honor the core values that are paramount to your individuality, and to create more
human moments in your daily life.

Being intentional about change includes the following: to learn what happens in
your brain, to realize your blind spots, and to discover if you respond or react to
situations in life. Learning to have a growth mindset that is positive and affirmative
will guide you in your thoughts and actions, whatever you do.

This chapter includes three sections that discuss the benefits of self-awareness
(Section I, Be Aware), the blocks to self-awareness (Section II, Be Present), and the
actions for personal transformation (Section III, Be Intentional). Also, in this chapter
you will find exercises that will help you grow in knowing your values and
increasing your self-awareness.

Section |I: Be Aware: What Is Self-Awareness?

This chapter is based on research and fact, but it is user friendly and practical.
As a therapist and coach, focused on the importance of self-awareness, every-
thing I do has to make sense and align with my values. I want this chapter to be
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thought-provoking and transformational, not just a lot of research that does not
make a difference in your life. Change starts with self-awareness, which means
knowing yourself.

What Is Self-Awareness?

Self-awareness is the first step in creating the life you want. Knowing yourself
involves identifying the different aspects of who you are as a unique person.
Human beings are multifaceted. Developing self-awareness is understanding what
drives you to do the things you do. It is tuning into your personal energy that directs
the passion in your life.

It is being aware of how you feel, knowing your personality, your wounds, your
values, your needs, and your distractions. It takes time and intentionality to pay
attention to all these areas. It is true that a little introspection — a little pondering —
will go a long way. Paying attention to your life means telling the truth, both to
yourself and others. It is essential to living a fulfilled life.

Self-awareness also includes your understanding of other people, how they
perceive you, your attitude, and your responses to them. Having self-awareness
allows you to see where your thoughts and emotions are guiding you. It enables you
to know yourself well enough to control your feelings and behaviors and enhance
your life and your relationships.

There is power in becoming more in tune with your inner self. As individuals, we
can surround ourselves with the idea of a larger world — why we are here and what
our purpose is. We gain the power to see a worldview that involves more than just
our daily existence. We become part of a plan to reconstruct the world — ourselves,
our local community, and others around the globe. We are motivated to do more than
just exist.

Becoming self-aware is the cornerstone of motivation. It is the first step to create
and master the life we want. Research has shown that 83% of all successful people
have high self-awareness (Bradberry and Greaves 2009, p. 26). It is the vital process
for living the aware life. Self-awareness facilitates resilience, engagement, conflict
management, and effective decision making in our personal and our professional
lives.

What is involved in becoming more self-aware? Individuals who want to delve
deeper into their own awareness need to understand the concepts of emotional
intelligence, values, emotional needs, lifestyles, and emotional awareness.

Emotional Intelligence

Emotional intelligence is the innate potential to manage, understand, and explain our
emotions. In Dr. Daniel Goleman’s words, emotional intelligence is “the capacity for
recognizing our own feelings and those of others, for motivating ourselves, and for
managing emotions well in ourselves and in our relationships” (Goleman 1998,
p. 317). Demonstrating the elements that are so important in emotional intelligence —
such as emotional self-awareness, empathy, and influence — is vital to the aware life.
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Goleman provides a profound illumination when he says that emotional intelligence
is anchored in self-awareness.

Values

Values are personal qualities that help guide your decision-making process. You
might not be aware of them, but they determine your actions. They are the ideals that
are most important in your life. Some examples include achievement, adventure,
cooperation, kindness, helping, and spirituality. When you live with the awareness
and importance of your values, you can bring greater meaning to your life. You will
be more fulfilled as a person, because your values are in sync with your
accomplishments.

Emotional Needs

Emotional needs also help determine your behavior and your actions. These include
the need for affection, self-esteem, belonging, purpose, self-actualization, and power
and control (Maslow 1943). If you are aware of your strongest emotional needs, it
helps you manage yourself and your relationships, which is vital to manage the
needs in a healthy way.

Lifestyle

Your lifestyle is how you choose to live on a daily basis. You create the life you want
by choosing good habits, activities, and relationships that help you live the aware
life. However, if you choose poor habits, activities, and relationship, you’ll likely
decrease your fulfillment.

Emotional Awareness
Emotional awareness is being mindful of and understanding your feelings. You are
cognizant of what causes specific emotions and how they affect you. Understanding
your emotions helps you calm yourself when you need to. The greater your emo-
tional awareness, the greater control of your feelings you will have (Kay 2018).
After this brief review of what self-awareness is and concepts to help you become
more self-aware, you will realize that there is a deep introspection that will be
necessary for you to achieve your goal toward this aspect of your life. What are
some of the benefits that await you for all your hard work?

Benefits of Self-Awareness in Personal Transformation

Acknowledging Strengths and Weaknesses

Most of us probably think we are self-aware. However, many people are not aware
of how their behavior impacts others. For example, there are “originators” who are
not afraid of confrontation or taking risks. On the other hand, there are “con-
servers” who are more rule-bound and do not like conflict. Most people are
between and are “pragmatists” who do not either seek out or avoid confrontation
(Musselwhite 2007).
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Seek out and listen to feedback from family, friends, and coworkers to determine
your strengths and weaknesses. We do not have to be the best at everything.
Wouldn’t it be great to focus on what we do best, what brings us fulfillment, and
to create a life that we love? I will discuss actions that you can take in the third
section of this chapter.

Managing Relationships

Relationships, at work or at home, can be easy until something happens to upset
them. If you can change your emotions by changing your interpretation, this will
alter the quality of the relationship. By changing the emotions, there are new
possibilities. If you are aware of your thought and behavior patterns, this compre-
hension will help you understand other people, thus you can empathize and create
better relationships.

You can improve your relationships through practicing self-awareness. Focus
your attention on the details of your personality and behavior. It is not learned from
reading a book or listening to an audio. When you read, or listen to information, you
are focusing your attention on the conceptual ideas. With your attention on a printed
page or listening, you are not paying attention to your own behavior, emotions, and
personality.

Think of learning to be mindful and self-aware as if you are learning to dance.
When learning to dance, we should pay attention to how and where our feet move,
the motion of our hands and body, what our partner is doing, the music, the thythm
of the beat, the floor space, and the other dancers. Active participation is involved to
learn to dance and to learn to be self-aware.

Making Better Choices

If you have an emotional reaction of anger or frustration, you notice many of the
thoughts and small triggers that build up toward those emotions. You also notice
moments when you can change the interpretations in your mind, or not believe what
you are thinking. You will make better choices by being more aware about your
thinking, and not reacting as much with your emotions. When you develop more
self-awareness, your behavior and thought changes are easier, because you adjust
your reactions to life before your thinking and your emotions take over.

The truth is that almost any moment offers you an opportunity to live out your
purpose and reinvent yourself. Spending time on self-discovery will uncover
answers to ambiguities you might have never known existed, yet were in control
of how you live your daily life. “Individuals experience higher satisfaction with life
when they are satisfied with their jobs, with their social environment, and with
themselves. Also, independent of their life situations, individuals with higher emo-
tional intelligence tend to feel higher life satisfaction” (Escoda and Alegre 2016,
p. 131).

Taking Responsibility
It is easy to see how pretending to know everything, when you do not, can create
situations that can be problematic for your relationships, life, and work. On the other
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hand, when you take responsibility for what you do not know, you benefit both
yourself and all involved. When you acknowledge what you have yet to learn, you
are modeling to others that it is okay to admit you do not have all the answers, to
make mistakes, and, most important, to ask for help. These are all characteristics of a
person who is constantly learning and springboards to innovation and agility — two
hallmarks of high-performing individuals.

Summary of Self-Awareness Benefits

Acknowledging what you discover will allow you to transform and reframe yourself
into the authentic person you want to be. This will allow you to acknowledge your
strengths and capabilities, while also recognizing weaknesses and lack of compe-
tencies. By utilizing this knowledge, you can work with others — your partner,
friends, family, supervisors, team members — to provide a complement to one
another, each providing what they are best at.

Self-awareness will make you more effective as you develop skills that will help
you work toward your goals. You will know your strengths and weaknesses to do
your best work, as you also develop intuitive decision-making skills. People who are
highly self-aware are better able to use their instincts to guide them to better
decisions. You will have less stress with a job that you are more compatible with,
and you will be motivated to seek out a sense of accomplishment, additional
responsibilities, a flexible work schedule, and help others (Williams 2003).

Interpersonal Connection and Self-Awareness

Knowing oneself allows for the ability to build rapport and engage in human
moments that bring depth to our relationships and our life. We often interact with
others, communicating and interacting in interpersonal ways. See Fig. 1 for a visual
concept of this interaction.

Human Moment

Social Brain

Human
Moment ‘ Rapport

Fig. 1 Human moment
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Social Brain

We are constantly impacting the brain states of other people. We are responsible for
how we shape the feelings of those we interact with. We manage the brain states of
others with our relationship skills. Per Goleman (2011a), the sender of a message in a
group is the most emotionally expressive. But if there are power differences (for
example, classroom, business, organizations, groups, families), the most powerful
person sets the emotional state.

In any human group, people pay most attention to — and put the most importance
on — what the most powerful person in that group says or does. In a family, if the
parents are in a positive mood, that will usually spread to the rest of the family. If the
leader of a team is in a positive mood, that spreads an upbeat mood to the others. The
collective positivity enhances the family interaction or the group’s performance. If a
member of a family or the work leader projects a negative mood, that spreads in the
same way, and the family and the group suffer.

Rapport

We want to communicate well with others, so they understand our feelings and our
ideas. To do that, we need first to be sure to pay attention. Tune into yourself and
allow your mind to be aware of anything that is getting in the way of being fully
present with the other person. Then pay full attention to the other person, without any
distractions. Second, we need to interact and connect nonverbally, that is, we
regulate our body in relation to their body. The third is a positive feeling. We
know rapport has occurred because there is a chemistry that happens.

Behavior that mimics or copies the behaviors of another person is a way to
demonstrate rapport. If one person crosses their legs and another response by
crossing their arms, they are demonstrating cross-matching behavior. Matching
behavior would be mirroring the same movement, for example, one person scratches
their chin the other would scratch their chin. This mirroring of behavior in both
people is a sign that rapport is being established in that interaction and with the
people involved.

On a neurobiological level, the brain has cells called “mirror-neurons,” and they
fire when they perceive that another person is behaving in a particular way that
mimics a behavior they are doing. When these mirror neurons are activated, they
release the hormone and neuromodulator, oxytocin. Oxytocin stimulates the release
of the neurotransmitters serotonin and dopamine, as well as suppress the fear-flight
response. This creates the “feel-good” state. Oxytocin is also known to increase trust.
Thus, mirroring behavior creates rapport, rapport releases oxytocin, and with oxy-
tocin release, there is increased trust. (McLeod 2014).

Human Moment

This is the experience of an authentic encounter, perhaps a face-to-face conversation,
in person, sharing the same physical space. With modern technology, the human
moment is disappearing, as increasingly more communication happens electroni-
cally. People must engage in a physical, emotional, and intellectual encounter for the
human moment to occur. Just being next to someone (physical presence) without
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engaging with them is not enough. Attention alone is not enough either. You can pay
attention to someone over the telephone, for instance, but phone conversations lack
the power of true human moments.

We all, at one time or another, want or need a change. Life can begin to feel dry,
plastic, and routine. Or it can go to the other extreme of chaotic, drama-filled, and
lack peace. Either can make us want to do something different at work or at home —
anything different. So, we make a change. Yet, after the excitement of the new job,
location, or relationship wears off, we find ourselves in the same type of scenario,
just with new characters.

Why? Because we carry ourselves with us wherever we go, and until we unpack
and understand our inner world, we will continue to live out the same pattern. When
individuals and couples come to see me for counseling or coaching, I begin by
exploring the areas that are not going well. These areas usually indicate how they are
living. The choices they are making are not aligning with their core values.

How do you learn to make the choices that will bring sustainable positive changes
in your life? It all comes down to engaging and being more aware of self and others.

Engagement

» Experiencing Positive Emotions, Even Mild Ones, Helps People Attend to a Task.
When We Say Positive Emotion, We Are Not Talking about Euphoria Here but
Amusement and Contentment.

* Experiencing positive emotions helps people think in a more open-minded,
broader way.

» Experiencing positive emotions helps people think in a more flexible and inte-
grative manner, thereby increasing the likelihood that their solutions and conclu-
sions will be more creative. This might also help a group of individuals perform
better collectively. It is possible that work teams might benefit in this way.

» Experiencing positive emotions helps people think in ways that might promote
actions that lead to win-win outcomes.

While personal awareness is essential to the transformation and the positive
changes for an individual’s life and daily living, it also impacts the person’s
professional life. Most of us are not independently wealthy and we need to have
some type of employment to earn a living. Having an income to pay for the essentials
of life is a basic need for most of us. Let us look at the benefits of increased self-
awareness for your professional life, enabling you to become engaged with the work
that you do.

How Personal Self-Awareness Benefits Professional Success

Personal engagement is the “harnessing of organization member’s selves to their
work roles: in engagement, people employ and express themselves physically,
cognitively, emotionally and mentally during role performances” (May et al.
2004, p. 694). Work engagement is defined as a positive, fulfilling, work-related
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state of mind that is characterized by vigor, dedication, and absorption. Vigor is
characterized by high levels of energy and mental resilience while working, the
willingness to invest effort in one’s work, and persistence even in the face of
difficulties; dedication by being strongly involved in one’s work and experiencing
a sense of significance, enthusiasm, inspiration, pride, and challenge; and absorp-
tion by being fully concentrated and happily engrossed in one’s work, whereby
time passes quickly and one has difficulties with detaching oneself from work
(Schaufeli et al. 2002).

Schaufeli and associates identified two key sets of variables that drive work
engagement. Job resources include social support from coworkers and superiors,
performance feedback, coaching, job control, task variety, opportunities for learning
and development, and training facilities. These resources are helpful in reducing the
impact of job demands on strain, but they are also useful in the achievement of work
goals, and they stimulate learning, personal growth, and development. Personal
resources, such as optimism, self-efficacy, and resilience, are functional in control-
ling the environment and exerting impact on it in a successful way.

Furthermore, individuals who are positively engaged in life have several personal
characteristics that differentiate them from less-engaged people. Examples are extra-
version, conscientiousness, and emotional stability. There are several possible rea-
sons why engaged individuals are confident and constructive: (1) they often
experience positive emotions; (2) they experience better health; (3) they create
their own personal resources; and (4) they transfer their engagement to others
(cross-over).

Two kinds of factors shape engagement: extrinsic rewards, such as acknowledg-
ments, thanks, gifts, awards, and money, and intrinsic rewards — psychological
rewards that fuel engagement by providing a positive emotional charge. When
people are not satisfied with their environment, they tend to become less productive,
less committed, and more depressed.

Engagement is the goal for a successful business. Former General Electric CEO
Jack Welch said that the three most important things that an organization should be
measuring about its performance are first, employee engagement; second, customer
satisfaction; and third, cash flow. “If you’ve got the first two right, you’ll get the cash
flow. If you don’t, you won’t. It’s really that simple” (Dornbrook 2015). Employee
engagement has a huge impact on organizational performance.

More business leaders, employees, and customers want to see a new model of
organization, where there are fewer top-level controls, and instead there is increased
connectivity with an empowered environment. Connected leaders who are emotion-
ally intelligent will effectively collaborate with others to create a shared style of
leadership. Engaging in this model creates a shared vision and purpose, distributes
power, and builds authentic relationships, which encourages collaborative achieve-
ments (Hayward and Newman 2014).

People have internal reactions in response to the world. Even though they happen
inside, they are chosen actions. For example, believing you are competent and
special will help you live up to that image. However, believing you are incompetent
and worthless will help you live down to that truth.
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Internal factors that shape our self-awareness include internal dialogue (the
conversation we have with ourselves as a reaction to our world), labeling
(we attach perceptions of loser or winner to ourselves and others), tapes (ingrained
beliefs that influence our behavior), and fixed beliefs (ideas that are ingrained and
cause us to block positive information.

External factors that affect who we are include defining moments (positive or
negative moments that enter our core and change us), critical choices (life-changing
decisions that affect our lives), and pivotal people (family member, friends, or
coworkers) who leave a positive or negative impression on us (McGraw 2005).

Emotional Intelligence at Work

Previously in this chapter, emotional intelligence was defined as the innate potential
to manage, understand, and explain our emotions. Dr. Steven J. Stein and
Dr. Howard E. Book, in The EQ Edge, state:

Emotional self-awareness is the foundation on which most of the other elements of emo-
tional intelligence are built, the necessary first step toward exploring and coming to
understand yourself, and toward change. Obviously, what you don’t recognize, you can’t
manage. If you aren’t aware of what you’re doing, why you’re doing it, and the way it’s
affecting others, you can’t change. (Stein and Book 2011, p. 55)

* Those who communicate most effectively with others, in that they honor their
own needs and do not make others responsible to meet them, are typically the
most successful individuals, personally and professionally. In his book, Emo-
tional Intelligence, Goleman reveals that only 20 percent of success in the
workplace is based on an intelligence quotient (IQ) score, while 80 percent is
based on other forces, such as emotional intelligence (EQ) (Goleman 2005, p. 34).
I believe that the statistics can be broadened to personal/relationship success.

1Q is a person’s intellectual, analytical, logical, and rational abilities. EQ is a
short-term, tactical, and dynamic skillset that is accessed when warranted. In the
workplace, studies have shown that 1Q can predict between 1 and 20 percent of
success in a job. EQ, on the other hand, has been found to be directly responsible for
between 27% and 45% of job success, depending on which field was studied. (Stein
and Book 2011, pp. 16-17).

Employees are vastly more satisfied and productive, it turns out, when four of their core needs
are met: physical, through opportunities to regularly renew and recharge at work; emotional,
by feeling valued and appreciated for their contributions; mental, when they have the
opportunity to focus in an absorbed way on their most important tasks and define when and
where they get their work done; and spiritual, by doing more of what they do best and enjoy
most, and by feeling connected to a higher purpose at work. (Schwartz and Porath 2014)

* In the book The Millionaire Mind, by author Thomas J. Stanley, a survey was
taken of 733 multimillionaires throughout the United States. When asked to rate
the factors (out of 30) most responsible for their success, the top five were as
follows:
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. Being honest with all people.

. Being well disciplined.

. Getting along with people.

. Have a supportive spouse.

. Working harder than most people (Stanley 2000, pp. 52-53).
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All five are reflective of emotional intelligence. If emotional intelligence is a key
indicator for success, then why aren’t more people trying to learn how to do better? If
we are not one of those few who have a natural personality that oozes emotional
intelligence, then what do we need to do to learn how to gain it? Living the aware life
happens when we intentionally decide to raise our self-awareness and increase our
emotional intelligence.

Learning EQ Statistics

The impact of emotional intelligence (EQ) on a business and its success is para-
mount. It can affect the financial status, new projects, profits, and employee morale.
Here are a few essential statistics that all business leaders would be wise to
understand.

» Lack of personal awareness among leaders is the number one cause of declining
and failing businesses.

* Employees take their cues from their leaders on how to act, and, consequently,
change their behavior to mirror the boss.

* Research by Six Seconds shows that 76% of business issues are people and
relationship related versus 24% technical and financial.

» Sales in companies that put a high value on people and relationships internally
and externally can be as high as 37 percent more. Profit in these same companies
runs 27% higher.

* The Gallup Organization’s research shows that 75% of workers are disengaged in
their jobs resulting from the lack of useful feedback, poor assignment of tasks, not
seeing the value of their work, and working in a negative work environment
(Belsten 2012).

As we have worked through this first section, I hope you have become aware of
what self-awareness is, why it is important to your personal transformation, and the
benefits for your personal and professional life. Now that you have this information,
let us review a few reasons that people are not able to become self-aware.

Section lI: Be Present: Understand What Blocks Self-Awareness

What gets in the way of being self-aware? The answer lies in the subconscious. Self-
awareness is exploring old roles and life scripts we learned and lived out unknow-
ingly. Lies and cognitive distortions, about who we think we are and what we should
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be, dangle in our subconscious. These cognitive distortions mixed with fear, anxiety,
and anger manifest into a false self. Developing self-awareness is essential to make
changes in our thoughts and behaviors.

Changing the interpretation of an event in our minds allows us to change our
emotions about the event. Research has shown that examining and understanding
emotions are central to initiating changes in an individual (Pascual-Leone et al.
2016). Our emotions “routinely swirl within us, and they aren’t easily named.”
But it may be useful to stop, examine them, and try to put them into words.
“When we label an emotion, it might make it more manageable,” says Seth
J. Gillihan, a clinical assistant professor of psychology (Webber 2016). We must
examine our emotions, understand them, and try to change our responses to be
more self-aware.

Relationships are significantly affected by self-awareness or rather the lack of
self-awareness. All relationships can be smooth sailing until there is some type of
emotional hurt or unmet expectation. Having a clear understanding of our thoughts
and behaviors facilitates our abilities to manage our emotions so we can have healthy
responses and make wise decisions at work and at home.

What blocks our self-awareness? What is it that prevents us from moving from
negative, unsupportive responses to positive, affirming approaches to business and
personal activities? Let us explore some of the common blocks to becoming more
self-aware.

Anxiety

We tend to associate the feeling of anxiety with a negative or unwanted feeling.
While that might be true, anxiety should be dealt with proper self-control and
rational thinking. At some point in our life we all get anxious over something. It
could either be the problems that are putting too much weight on our lives or any
other situation that poses danger and causes us to feel fear.

The triggers of anxiety might be rooted in external factors. One factor is change,
such as a job change, relocation, quality of living, and lifestyle. In the workplace, for
instance, an employee who is offered a promotion might not feel comfortable with
the thought of an additional workload with more responsibility. The feeling of
anxiety builds, instead of accepting the promotion as a challenge or, on a more
positive side, accepting it as self-appreciation for the hard work. Other anxiety-
producing events include relationship issues (such as separation, divorce, or death),
negative experiences, unexpected circumstances, financial problems, poor health,
and other challenges.

Licensed clinical social worker Jonathan Berent says that it is the avoidance of
such things — not the things themselves — that triggers anxiety, which can result in
losing productivity, being seen as not a team player, or failing in other tasks expected
of workers. But workplace anxiety is nothing to take lightly, with one out of eight
individuals having social anxiety, which can affect their work and cause them to
leave their jobs (Berent and Lemley 2010).
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Here are some of most common things that can trigger anxiety attacks (in no
particular order):

. Play the “what if” game.

. Engage in negative self-talk.

. Think we are not worthy enough, poor self-esteem.

. Put pressure on ourselves to be “perfect.”

. Focus on yourself too much and not on the people in your life.
. Eat poorly, drink a lot of caffeine.

Do not exercise and or meditate regularly.

. Do not get enough rest at night.

. Hold in our feelings.

. Do not focus on breathing deeply.

Spread or listen to gossip, which undermines confidence.

— OV AWN—
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Become aware of these in your life and work to overcome them. Action steps will
be discussed in section three of this chapter.

Life Scripts

We create stories (life scripts) about our lives to help us make sense of our world. We
review what has happened, retelling the story, and attributing positive and negative
roles to the various players in our scripts. We also project, imagining the future,
based on our past stories. These life scripts shape our thoughts and actions. Fortu-
nately, the scripts can be changed, because they are learned, not inherited.

Eric Berne, author of Transactional Analysis in Psychotherapy, believed that

The child is taught not only what to do, but also what to see, hear, touch, think, and
feel. . .each person obediently ends up at the age of five or six with a script of life plan
largely dictated by his parents. It tells him how he’s going to carry on his life, and how it’s
going to end, winner, non-winner, or loser. (Berne 1961, p. 117)

Whatever your fixed beliefs are, you have practiced your scripts for so long that
you believe what they say about you and your potential. This is why life scripts are
dangerous. We begin to perceive them as being permanent. We even allow them to
shape the way we expect things to turn out. We do not want them to change. For
example, we might feel happy, but our fixed belief says that we should feel sad. This
limits us by dictating what we do and say. It suggests that we do not deserve or are
not qualified to do or say anything differently.

Life scripts are sometimes called childhood scripts. How did we learn these fixed
beliefs about ourselves and our lives that direct so much of our thoughts and actions?
As children, our parents or caregivers gave us guidance about what was “right and
wrong” and what was “good and bad.” These were planted in our subconscious then.
As adults, we now need to identify the beliefs and how they play out for us
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personally. Being aware is key to knowing when these roles are in play subcon-
sciously, so we can make changes as needed.

Life scripts are defined within the field of Transactional Analysis and as such are
often viewed within the frame of the parent-adult-child model. Scripts often come
from the following actions and behaviors of others.

* Modeling: Visible ways adults and peers behave.

* Attributions: Being told “you're just like. ..”

* Suggestions: Hints and encouragement, such as “Always do your best.”
* Injunctions: Demands to do or not do things.

Injunctions

When a parent likes a child’s behavior, the response is given as a permission.
However, when the child’s behavior is not acceptable, the response is often an
injunction. Such responses are expressions of disappointment, frustration, anxiety,
and unhappiness, and children learn to not do those behaviors. Parents give short,
profound injunctions, such as “Don’t.” “Don’t think.” “Don’t feel.” “Don’t grow up.”
“Don’t be a child.” “Don’t succeed.” “Don’t be you” (Goulding and Goulding 1976).
These messages can be nonverbal and are usually given between birth and 7 years old.

Based on these messages, children form their life scripts, adopt beliefs, and create
roles in the family, which affects how they respond to life. Social worker Virginia
Satir researched family dynamics and identified specific roles that family members
play (Satir 1983). The roles often were unconsciously assigned according to birth
order, not by the child’s choice. How severe a role becomes will depend on the
dysfunction level of the family. If a family is healthy, there will be an absence of
dysfunctional roles.

Six Dysfunctional Roles

Children respond to their family situation in many ways. Consider these six basic
roles (Wolter 1994).

1. Good Child, Hero, Superkid — often the first-born child, might assume the
parental role, becomes a high achiever, is responsible, and needs to be in control.

2. Problem Child, Rebel, Bad Egg, Scapegoat — often the second-born child,
blamed for most problems, causes many problems, acts out, feels misunderstood,
and has poor anger control.

3. Caretaker — takes on the emotional well-being of the family, becomes a peace-
maker, seeks compromise, and often assumes a parental role.

4. Lost Child, Passive Kid — often the third-born child, is quiet, needs are ignored,
remains hidden, is introverted, becomes inconspicuous, is a loner, and feels
empty inside.
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5. Mascot, Family Clown — often the fourth-born child, uses comedy for distraction,
tries to break the tension of a dysfunctional home life, and often leads a chaotic life.

6. Mastermind — is an opportunist, manipulates parents and siblings to get what
they want, object of appeasement.

If there is an only child in the family, he or she might play various roles at
different times. Or children might combine roles. The descriptions and role order are
flexible. Adults often identify with one or more. Once aware of how these roles
shaped our life scripts, we are not stuck with them. Being aware of them helps us
process them and change how we relate to ourselves and the world around us.

Cognitive Distortions

Another block to becoming self-aware is our understanding of what happens in our
lives. Our thoughts guide us to pursue positive and negative actions, based on what
we comprehend. At times, these thoughts help us respond to situations and make
good choices and decisions. Other times, our thoughts, based on misrepresentations
or false information, lead us to poor choices and decisions.

As we become aware of distortions in our thinking, we are able to be authentic.
Some of the most common cognitive distortions are listed here.

1. All-or-nothing thinking — See things in black and white. If not perfect, then
total failure.

2. Overgeneralization — See one negative event as a never-ending pattern of

defeat.

. Mental filter — Choose one negative detail and dwell on it.

4. Disqualifying the positive — Reject positive experiences by insisting they
“don’t count” so you can maintain a negative belief that is contradicted by
everyday experiences.

5. Jumping to conclusions — Make a negative interpretation even though there are
no definite facts that convince support your conclusion, such as mind reading
(concluding that someone is reacting negatively to you, and you don’t bother to
check it out) and the fortune teller error (anticipating that things will turn out
badly. Your prediction is an already established fact.

6. Magnification (catastrophizing) or minimization — Exaggerate the impor-
tance of things or inappropriately shrink things until they appear tiny.

7. Emotional reasoning — Assume your negative emotions reflect the way things
are. “I feel it; therefore, it must be.”

8. Should statements — Try to motive yourself with shoulds and shouldn’ts. When
you direct should statements toward others, you feel anger, frustration, and
resentment.

9. Labeling and mislabeling — Overgeneralizing instead of describing your error,
you attach a negative label to yourself, such as “I’m a loser.” Or you attach a
negative label to others, such as, “He’s a wimp.” “She’s just lazy.”

W
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10. Personalization — Seeing yourself as the cause of some negative, external event,
which you were not primarily responsible for (Burns 1999).

Impatience

One of the hardest skills to maintain in today’s “do more with less” economy is
demonstrating patience. We face challenges everywhere we turn, including,

» Inadequate budgeting for critical business and personal needs
* Overwhelming workloads — too much to do and not enough time
»  Working with others who are not adequately trained or educated

If our patience was only challenged at work, that would be more than enough, but
our lives are fraught with opportunities to lose our patience outside the office.
Whether it is paying bills with a shrinking paycheck, keeping track of our children
as their independence grows, or sitting longer in ever-worsening traffic, our stress
levels are increasingly characterized by our impatience.

One of the common threads running through these moments is simply having to
wait. Waiting for someone else to complete a task; waiting for the light to turn green;
waiting in line during a short lunch break. In a business environment, where we have
likely been handed additional responsibilities, our impatience grows greater during
times when we feel unproductive. Our expectations of ourselves (likely driven by the
expectations of others) feed the cycle of negative emotions in work cultures where
putting out the latest fire seems like standard operating procedure.

As the negative emotions perpetuate themselves, they begin to manifest in
physical and behavioral ways that become visible to our supervisors, peers, direct
reports, customers, friends, and family. We start to lose sleep. Our immune systems
become compromised because of the stress, resulting in more frequent illness
(McLeod 2010). Our muscles tighten and pain increases. Not only does this con-
tribute to higher absenteeism and medical costs but our presentism, or as Daniel
Goleman calls it “continuous partial attention” (Goleman 2013), drops as a result of
increased multitasking in an effort to make up for lost time and multiplied
responsibilities.

Herein lies the biggest challenge to individuals everywhere. Impatience has been
described as waiting in the future. If that is true, then patience is the ability to wait in
the moment. Impatience takes away the ability to be present and be self-aware.

Unhealthy Attachments

Unhealthy and dysfunctional relationships in adulthood have their origin in attach-
ments in childhood, according to psychoanalyst John Bowlby’s attachment theory.
In 1956, Dr. Bowlby began his extensive work on the mother-and-child relationship
(Bowlby 1969). He believed that the success of all relationships later in life was
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dependent on the success of the early primary relationship with a parent or caregiver.
Many adult relationship issues and problems reside in attachment patterns
established earlier in life.

Not being aware of our unhealthy styles of attachment leads to much of the pain
and problems in relationships later in life. I believe our attachment style from
childhood is one of the biggest determining factors in the satisfaction we experience
in our present-day relationships. When we are not aware of the subconscious
attachment, our relationships continue the neglectful, abusive, or anxious style of
relating we experienced as a child.

Attachment styles in adulthood are the motivational system and the particular
method or style in which we relate to other people. Our attachment style, established
in childhood, vacillates little in adulthood. Being self-aware and knowing our
attachment style helps us to understand both our emotional limits as an adult and
highlights the areas that might need some healing and repair. The styles subcon-
sciously direct how we behave and relate to close relationships.

Below are four styles of attachments — each style has its own unique cluster of
personality traits and behaviors.

1. Dismissive-Avoidant Attachment Personality — The dismissive-avoidant per-
sonality is seen in adults who tend to be loners; they do not have a high regard or
need for relationships or emotions. They prefer the arena of logic and reality.
They emotionally remove themselves from feelings and connections with others.
They become self-sufficient and do not need anything from anyone.

2. Anxious-Preoccupied Attachment Personality — People with this style of
attachment crave a lot of intimacy. They want approval, reassurance, and become
overly dependent on how their partner responds to these needs. They believe they
have a deeper way of connecting with others and wonder why others are reluctant
to get as intimate as they would like them to be.

3. Fearful-Avoidant Attachment Personality — This style (sometimes called dis-
organized attachment) develops when a child grows up in an abusive home. As
adults, they detach from themselves and others. In relationships, all is well until
emotional closeness brings repressed fears from the past.

4. Secure Attachment Personality — The person with this personality is secure,
confident, and possesses a healthy self-esteem. Adults are self-aware and have a
healthy sense of self, yet desire to have close relationships with others. Being both
independent and connected, they regard themselves and their relationships in a
realistic, positive manner.

Triggers

We all can remember a word, tone, look, or situation that caused us to feel an intense
emotion, usually a negative emotion. When this happens, we are triggered by an
automatic response in such a way that is stronger or different from our usual manner.
“A behavioral trigger is any stimulus that impacts our behavior” (Goldsmith 2015).
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Our behavior might be so out of character that we don’t even recognize ourselves.
Flooded with rage, shame, sadness, or fear we act out to protect ourselves.

We feel out of control and behave in a destructive manner to protect and comfort
ourselves. We feel criticized, unloved, alienated, lonely, numb, powerless, or
unappreciated. We suddenly are saying and doing things that we know are not
helpful or healthy.

Here is a list of some of the more common triggers and responses.

+ [ felt judged, so I judged you.

» [ felt flooded and didn’t know what to do.

[ felt ashamed and made it your fault.

+ [ felt powerless, so I yelled or just became invisible.
[ felt lonely, so I found a way to get some attention.
+ [ felt belittled, so I got angry.

This reenactment of an earlier wound permits one of our false selves to take
control. We react to the real or perceived danger by seeking comfort in a familiar role
and move out of the true and authentic self. This action disables our ability to make
wise, long-term, productive decisions, and we make poor decisions — often leaving
damaging repercussions (Pittman and Karle 2009). The fallout can leave an array of
damage, including broken relationships, job losses, and inner shame.

With so many blocks to personal transformation, it might seem like it is too hard
to overcome the way that we were shaped and molded in our childhood. It seems too
difficult to challenge the status quo of life and how we got where we are today. But
that’s not true. With the knowledge and awareness of what you can be, with
purposeful intention and a mindset based toward transformation, you can set your
goals and choose the actions in your life that will have a positive effect.

In the first two sections of this chapter, you learned about self-awareness,
explored its benefits, and began to understand the blocks that prevent you from
becoming more self-aware. If you want to proceed with the process of becoming
more self-aware, this third section will provide suggestions to help you with this
intentional transformation.

Section lll: Be Intentional: Direct Actions to Make Intentional
Transformation

Choose to Journey

Becoming self-aware starts with taking responsibility for your own life. There are
three vital questions to ask yourself about life, and only you know the answers.

1. Did I show up? Am I awake and present, passionate, and making a difference?
2. Am I living well? Am I doing what I love, living life in excellence, being an
inspiration?
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3. Am I loving well? Am I serving and caring for those in my life, community, and
world?

Most of us fall somewhat lower on the scale than we would desire. We should be
continuously striving for more. So, what are we to do? I have condensed the journey
into a three-step process that results in living the aware life.

First is to be aware. We are human and our lives can be messy, uptight, indolent,
and imperfect. We can choose to change, because we want more for our lives.
Through self-awareness we can find our purpose and be fulfilled.

Second is to be present. We identify why we do things. We do not live automat-
ically, but we are awake, aware, and present. Sometimes we need to seek a profes-
sional to help us understand our unhealthy, destructive patterns and choices.

Third is to be intentional. We gently and lovingly grow and live a fuller, kinder,
and purposeful life. We choose to intentionally change unhealthy habits. This allows
us to embrace life and make healthy choices in alignment with our values and beliefs
(Kay 2016).

As with all habits, good and bad, they take a sustained, concentrated effort to
ingrain them into our daily routine, being committed to continue being aware of the
effects we want in our lives. There are many reasons that we want to understand and
be aware, so our lives can be more fulfilled. Let us explore some of the reasons.

Neuroscience

There are myriad reasons to study and understand our brains (neuroscience). Indi-
viduals will better understand how to understand their own thinking, how to make
good decisions and solve problems. People learn how to regulate emotions and
collaborate with others, as they are better able to understand the reactions of
themselves and coworkers, friends, and family. Everyone learns how to communi-
cate better, manage resources, and facilitate change (Radecki 2015).

It is helpful to understand that each area in the brain has a specific function, such
as vision, hearing, touch, movement, emotion. The brain has changing demands, and
it adjusts to changes in demand by restructuring the connections. By practicing
something, we strengthen the connection, and it becomes more efficient. As our
practices strengthen, “behaviors slowly become more rational, beneficial, and com-
passionate as we understand ourselves and our tendencies. We gain a greater sense of
what we can and cannot control” (Stanclift 2013).

Neuroplasticity

What is great about change is that our brain adapts and makes new neural
pathways, as we repeat the same healthier behavior. In the outer layer of the brains,
there are more than 100,000 miles of nerve fibers. This complete nervous system
reaches to our skin. Millions of nerve endings of the skin sense tiny variations of
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light, sounds, vibrations, touch, smell, temperature, and then transport this infor-
mation to the brain.

The brain then processes this information in a millisecond and determines what to
do next. The brain is the most responsive computer. The marvel of the brain is not
just its capacity for holding knowledge but how its sensitivity to stimuli teaches the
body how to survive. Learning occurs when the body predicts something will
happen based on memory in the nerve and, therefore, controls the outcome.

The irony of the brain is that the more we learn, the less we need the brain. The
brain can be put into a sleep state — figuratively speaking. As soon as the brain can
consciously and subconsciously predict what is going to occur, it does not have a
need to learn more. The desire to grow, to learn, and to explore is a blessing. It is this
continuous state of uneasiness that keeps the brain operating as it is meant to
function.

Often resolutions, such as losing weight, getting out of debt, or exercising
more, fail when there is a similar pattern in how they come to their dismissal.
When we start, we experience success, but when it gets harder and harder, we start
to cheat or give ourselves permission to not follow the plan. Then within a
few weeks after the cheating, we go back to our old ways entirely. What happens
is not our lack of resolve; rather it is an issue that arises from our faulty thinking.
We believe if we succeed in losing weight, becoming debt free, or getting on a
regular exercise program, our whole life will change for the better. When our life
does not improve as quickly as we expected, we get disheartened and relapse to old
habits.

To change behaviors for good, we must do brain work. We must “rewire” our
brains. In the intriguing Charlie Rose YouTube Brain Series, scientists such as
Antonio Damasio, Kerry Ressler, and Joseph LeDoux discuss the use of magnetic
resonance imaging (MRI) to identify thinking patterns that cause habitual behavior
(Rose 2016). These patterns are called neural pathways or neural memories.

People will always default to their “known” or “familiar” behavior and thinking.
Thus, trying to change our default behavior by going to our default thinking just
strengthens the pathway. True change can only happen when we create new neural
pathways from new ideas.

So, let’s be gentle with ourselves; we did not get our go-to behavior overnight,
and the change we want to make in our life will take time also. New neural pathways
need to be strengthened with time and with practice. Change requires new thinking.

So, here are a few tips to help start the journey toward an intentionally aware life:

. Choose one area you would like to change.

. Set specific goals — make them realistic.

3. Do not forget to give yourself a pat on the back and congratulate yourself for
success with any and every milestone achieved.

4. Change your thinking about the behavior you want to change. Practice it in your
mind, see yourself doing the behavior that is more efficient or looking the way
you wish to look.

5. Do not get ahead of yourself: focus on today and stay present (Kay 2016).

N —
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Neurogenesis

Every day the brain generates 10,000 stem cells that split to create new neural
circuitry. One becomes a daughter line that continues making stem cells, and the
other migrates to wherever it is needed in the brain and becomes that kind of cell. Very
often that destination is where the cell is needed for new learning. During the next
4 months, that new cell forms about 10,000 connections with others to create new
neural circuitry. Neurogenesis adds power to our understanding of neuroplasticity, that
the brain continually reshapes itself, per the experiences we have (Goleman 2011Db).

Mindfulness

Mindfulness is always being aware of what is most important to you in life — your
core values. These are the significant, personal values you fully embrace and hold
as your intrinsic truth. Knowing your values and their hierarchy helps you know how
to be true to yourself in decision-making. At times, there are urgent matters that take
us away from the important dimensions that align with our core values. We start living
in a manner that is unsatisfying and dull. The benefit of aligning your life with your
core values is the release of creativity, energy, and satisfaction. When you are living
according to your core values, your potential for living an aware life is maximized.

How can you be sure that you are living your life to fullest and in alignment with
your core values? Let us explore what happens in your brain to give you a better
appreciation of this amazing organ and its role in the self-aware life. With modern,
medical technology (fMRI, EEG, PET scans), doctors are able to see inside the brain.

The brain is built to adjust to changes in a unique way, as it restructures the
connections inside. How we behave and think depend on the number and the strength
of the connections and the chemicals that are present. Those connections control what
we do, what we like and do not like, and how we think. The cells in our brains are
meant to communicate messages to other cells and to us. These connections continue
to change throughout our lives. If we want to strengthen the connection, we can do it
by repeating something. If you practice or rehearse, you will get better at what you do.

Mindfulness works as a mental exercise in a special part of our brains, so when
we focus on a task, we get results. This is called “direct experience” (Stanclift 2013).
As we experience mindfulness, we are fully engaged and we appreciate life and feel
enriched. When we practice mindfulness, we are able to feel connected to the
moment, letting go of the past and not worrying about the future.

One way to check if you are living according to your values is to check your
energy. When you are not sure about a decision, or you want to make sure you are
living a life that is aligned authentically with who you are, I suggest you take a
moment and check how you feel.

Ask yourself these questions. Is my energy positive and productive? Do I feel like
I am in my zone? Or Do I feel sad, fatigued, or sluggish? Am I feeling unmotivated?
These questions are good indicators to establish if you are congruent with the core
areas of self-awareness.

What are your core values? Are you living aligned to them? If not, then what do
you want to change? Below is a list of values. Select the ten that are most important
to you as guides for how to behave or as components of a valued life (Kay 2016).



Self-Awareness in Personal Transformation

205

Achievement

Advancement and
promotion

Adventure
Affection
Arts

Being around
honest people

Change
Community
Competence
Competition
Cooperation
Country

Creativity
Democracy
Economic security
Ethical practice

Excellence

Fame

Family
Friendships
Growth

Helping others
Honesty
Independence
Influencing Others
Inner harmony
Integrity
Intellectual status
Leadership

Love

Loyalty
Meaningful work
Money

Nature

Physical challenge
Pleasure
Power and authority

Order
(tranquility, stability)

Stability
Status
Wisdom
Working alone
Privacy

Public service
Purity
Recognition
Religion
Reputation
Responsibility
Righteousness
Self-respect

Spirituality/Faith

Which of your top ten values are the top five values you desire in your personal life?

1.

2.

3.

4.

5.

Which of your top ten values are the top five values you desire in your work life? (You can duplicate

any value you think falls into both these categories.)

1.

2.
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Keep these core values in mind. Reflect on them daily and let your mindful decisions
be based on the values that guide your life. Other tips to keep core values to the forefront
of one’s mind include: writing them on index cards and posting them on your mirror,
carry the index cards with you in your purse or briefcase, or listing them in your journal
and using them as a written guide to explore decisions and actions. You may have other
tactics of bringing core values into daily practice. Whatever they are, the most important
thing is that you are intentionally honoring your values in the decisions you make.

Choose to be Present
Being mindful means being present, fully awake, and paying attention to your
feelings, triggers, and what is happening around you.

This world is busy, and there has never been a more distracting time in human
history. The introduction of new technology has opened the world to be immediately
available. Impulse control is getting shorter and shorter. There is always more to do,
more to see, and more to hear. To adapt to all that clamors for our attention, we often
move into autopilot and stay in the familiar, wandering through life without actually
engaging in it.

Life is lived in the present. It is in the “now” where you have the human
connection and can fully engage with yourself and the world around you. If you
ignore being aware in the present, you become mentally dull, on autopilot, forgetting
to celebrate what is happening right here and now.

To be present is to experience yourself fully awake and in newness. Enjoying the
simple acts of being focused on today and not distracted by the worry of the future or
staying in the regrets of the past. It allows you to feel fewer negative emotions and
more positive emotions.

How can you be more present?

Through awareness. You can live a more present and authentic life by staying
anchored in the current moment through box breathing and taking the time to
check into your body to see what you are feeling are helpful to practice so that you
can be aware.

Through acceptance. Don’t judge or resist the present, instead embrace it. Accept
each moment as it is. Without judgment allow yourself to be open to whatever the
moment brings.

Through involvement. Free yourself from the regrets of the past and your
expectations of the future. Inhabit the present fully by appreciating what is hap-
pening right now. Be part of the environment with your senses - take a deep breath
and notice what you smell, see, feel, and allow yourself to linger there for a while.

Through authenticity. This step is where you have to stop judging yourself and stop
worrying about what others will think. Be yourself and see this as your time to
live in alignment to your values and your passions.

One more thing. Think of today as complete, not a means to a better tomorrow.
Embrace what is happening in your life. You have been blessed with this moment,
this day, this instant. So, I encourage you to choose to be present (Murcko 2016).
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Emotional Intelligence
Decision-making can be regarded as the mental processes (cognitive process)
resulting in the selection of a course of action among several alternative scenarios.
Every decision-making process produces a final choice. The output can be an action or
an opinion of choice. One must keep in mind that most decisions are made uncon-
sciously. Jim Nightingale, author of Think Smart—Act Smart, states that “we simply
decide without thinking much about the decision process” (Nightingale 2008, p. 1).

How can we use our emotional intelligence to make the best decision? Some
people weigh the pros and cons of each option that might be available. However,
most decisions in our daily lives are decided on an unconscious, mostly automatic
basis, based on what we have done in the past and our positive or negative
experiences.

Self-awareness is the foundation of making good decisions and motivating our
best selves. It underlies all aspects of emotional intelligence. Without it, the follow-
ing would not be possible:

* Anger management

* Growth

+ Setting goals

» Using your emotions to create the results you want
* Emotional development

* Doing things differently to get different results

* Managing emotions

* Having empathy toward others

* Building relationships

Self-awareness helps us to comprehend the following:

* Know your emotions.

* Understand your thought patterns and which patterns you frequently use.
» Understand your strengths and weaknesses.

» Know what motivates you and what you want out of life.

» Be aware of how you impact other people.

Take some time to be more conscious about what matters most to you. Are you in
tune with your core values? Are you reacting to life’s challenges from a mindfulness
attitude? Too often, we go through life on autopilot, always doing things the way we
have done them, out of habit.

Ask yourself what you would like to change in your life. Ask other people for
their input, as you might not see what they see, or they might have an option for you
to consider for being more aware and living a fuller life.

Change
It might help you in this process to be aware that there are various stages of change:
precontemplation, contemplation, preparation, action, maintenance, and relapse
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(SAMHSA 2004). These changes are cyclical and you might move back and forth
between the stages while you are changing.

During the precontemplation stage, you do not intend to change behaviors,
because you do not see a need to do so. After you are aware of that you want to
change, you still might be a bit ambivalent during the contemplation stage, but you
are beginning to see reasons to change. Once you see the positive aspects for your
life change, you enter the preparation stage and commit to the action stage, choosing
the best way to modify your habits and your environment. Once you have made the
change, you move into the maintenance stage to sustain the positive effects to your
life. In the relapse stage, you might not be able to sustain the change and will need to
make a renewed commitment.

There is a three-step process to change:

1. Develop self-awareness. Become objective. Be open to other points of view.
2. Be inspired to be the BEST you can be.
3. Reconstruct faulty thinking and behavior.

To be successful in changing your life, begin to practice the following steps.

1. Become self-aware. Increase your awareness of your lifestyle, the way you live
routinely and often automatically. These are habits you do daily. You want to live
a certain way, so you customize your life to live that way. By choosing work,
activities, and relationships that honor your values, you find you are living the
aware life. Be aware of the choices and habits that decrease fulfillment and
relationship effectiveness.

2. Take responsibility. Look deeply into your life and your choices and see how
you have contributed to the issue. Own what you discover. If you struggle with
this step, you might want to work with a therapist, counselor, or coach.

3. Take your time. Be committed to the change. Most people underestimate the
time needed to make sustainable change. Be realistic about how long the process
will take. Set realistic time-aware goals.

4. Understand the price of success. There is always a price for success. These
changes might alter relationships, careers, friendships, and lifestyles. Understand-
ing that the cost of staying in the unsatisfying and unaware life is greater than the
cost of change will enhance meeting your goal.

Ultimately, the key to change is increasing awareness, because no topic exists in
isolation (Kimsey-House et al. 2011).

Decision-Making

First, get committed. Mobilize the motivating power in your brain. You have got to
engage, get enthused about achieving the goal of change. It helps to draw on your
dreams, your vision for yourself, and where you want to be in the future.
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Second, be practical. Take one manageable step at a time. Do not make careless
choices or surrender to the status quo. Sometimes we get worn down, we are
depleted, and we are unable to choose wisely. Dealing all day with difficult, high-
maintenance people is depleting. Maintaining a compliant fagcade around people you
do not respect is depleting. Excessive multitasking is depleting. Suppressing your
opinions or engaging in any effort to control your emotions around others is
depleting. Unlike being physically tired, however, we are usually unaware of
depletion.

Depletion, like stress, is in invisible enemy. Under depletion, we are more prone
to inappropriate social interactions, such as talking too much, sharing intimate
personal information, and being arrogant. We are less likely to follow social
norms. We are less helpful. We can also be more aggressive, or we can also be
more passive. Depletion is one of those hazards that we must work to control.

Third, turn your decision into a plan. Be action-oriented, and follow through on
what you are going to do. According to Deepak Chopra (2013), there are seven
action steps in decision-making.

. A challenge presents itself.

. The situation is assessed.

. Consultation is called in.

. A decision is made.

. Action is taken — there is something to do.
. A result is achieved.

. Responsibility for the result is accepted.

~N NN b

Be aware that these often overlap and steps may be out of order — they do not
appear in real life in a numbered sequence. You must be alert and aware and
conscious. Be present in your life and mindful of what is best for you at any given
moment. Chopra (2013) suggests that you ask yourself these questions.

* Am I being realistic?

» What are the hidden factors that need to be exposed?
* What am I reluctant to see?

* What do I feel anxious about?

*  Where is resistance coming from?

* Am I centered?

* How well have I calculated risk and reward?

*  What will my decision look like a year from now?

Other questions you may want to ask yourself are the following:

» What vision is calling you that won’t let go?”
* What gives you energy about this decision or its outcomes?”
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You will learn to process and make minor and major decisions by being aware,
being present, and being intentional.

Blind Spots
As a coach, I try to alert people to their “blind spots,” which can cause them to be
seen in a negative way by others. These people often don’t see that there is an attitude
or behavior that is perhaps hurting them at work and/or preventing meaningful
relationships with others. People can have a wide range of blind spots, and familiar
issues often repeat themselves.

Do you know any of the following types of people?

+ Intelligent, but seen as condescending and elitist

» Decisive, but seen as abrupt and insensitive

» Energetic, but seen as relentless and unrealistic

» Composed, but seen as robotic and indifferent

* Methodical, but seen as inflexible and overly cautious

» Assertive, but seen as self-serving and inappropriate
 Passionate, but seen as intense and overzealous (Canaday 2012)

Do you identify with any of these types? It is difficult to identify your own blind
spots. However, if you look with an honest and open perspective, while inviting
others to give you feedback, you can begin to make changes. When you ask for
feedback, you might become aware of strengths you were not aware of. Use what
others say to build on those assets, in addition to revising the blind spots. If you look
at the feedback as a valuable asset, instead of a criticism, you can analyze and apply
it more productively.

Respond or React

Every situation allows us the opportunity to choose to respond or react. Thinking
about this choice, I am reminded of the quote attributed to Plato. “Be kind, for
everyone you meet is fighting a hard battle.” We all have battles, large and small, in
our lives. Our values and our attitudes will determine how we respond to situations.
Reacting to a circumstance usually does not end well, as reactions involve angry
outbursts, sarcastic remarks, mean attacks, the silent treatment, and guilt trips.
Reacting can damage relationships.

Responses are genuine, direct, and honest, but they do not harm a relationship. If
we respond to a situation, we feel good about the outcome, but when we react, we
often feel shame and disempowered. Responses help us choose the best decision
about how we want to handle a situation. Will we decide to cultivate a positive
attitude and be grateful or will be stuck in responsive attacks and defensiveness?

Will you respond or react? Self-awareness is necessary to put the pause in your
life to change your behavior. People who choose to react, usually do so from a sense
of entitlement, an angry heart, or a familiar pattern. In Fig. 2 (left side), we see the
react mode — a trigger stimulates an emotion, the impulse happens instantly, and
there is a reaction. This discharge of negative feelings leaves emotional shrapnel in
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Trigger

Trigger

Response

Reaction

Fig. 2 Respond or React

the other person’s soul. Decreasing trust and increasing defensiveness in the
relationship.

With increased self-awareness, you can avoid the damage of a knee-jerk reaction
that results in intrapersonal and interpersonal damage by adding a “pause” in your
process. This “pause” can be just only taking the time to breathe. Box breathing is a
simple and yet effective way to allow you to respond instead of reacting. It is used by
healthcare workers, yoga instructors, and the military. Box breathing is four slow
breaths in, and four slow breathes out. Imagine you are drawing a line to the box with
every breath. When you take the time to breathe or “pause” you are adding two steps
(awareness and choice) to your internal decision process (see Fig. 2, right side). By
doing this, you can manage your response positively. There is still a trigger and
impulse that occurs, but if you stop and pause even for a few seconds, you can have a
clearer perspective of what you are feeling and what is going on with the other
person (awareness). Then you can make a better decision on how to manage the
situation and the relationship (choice). Decide the best choice; you can create a
favorable response.

Also, it is difficult to have destructive reactions if you have a genuine attitude of
gratitude towards life. Reacting destroys. Responding builds intimacy and self-
efficacy (Kay 2016).

Increase Human Moments

In Section 1, you will recall that we discussed the human moment, which is an
encounter when people share the same physical space with an emotional interaction.
These moments can happen quickly, spontaneously, and serendipitously. They can
also be purposefully planned and organized for focused encounters. Make a con-
scious effort to maximize more human moments in your life at work, at home, and in
your everyday life encounters with everyone you meet.
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One way to do this is to disconnect from the electronic world. Turn off your
computer, cell phone, and notebook. Do not watch TV, listen to the radio, or read a
book. You will help yourself by reducing your stress level, your effectiveness at
work and at home, and you will be more focused. However, most people depend on
being connected because of their job, owning a business, family concerns, and
staying in contact with others.

Here are several ideas to provide yourself some tech-free time but still keep in
touch with the important things in your life (Moran 2012).

Recruit a gatekeeper. Have someone (an assistant, a friend, a family member) take
your phone calls or answer your emails and text messages when you are busy
with a project or you schedule time off for yourself. If you prefer, you can change
your voicemail message and your email away message to inform people that you
are unavailable. Let them know when you will contact them.

Schedule your prime time. When are you the most creative and most productive?
Do you get more done in the morning or later in the day? Block that time for
yourself, if you can, and do not engage with other people electronically or in
person. Having that set time to focus on what you need and want to do will
improve the quality of what you do and you will feel better about yourself.

Use a distraction-blocking app. Our electronic devices (phones, notebooks, com-
puters) are amazing, but they can also monopolize our time. There are apps
available that will block sites for the time that you choose, so you are not tempted
to check every pop-up that occurs. Most phones allow for a “do not disturb”
function for call or text messages, while you can set certain people (gatekeeper,
partner, or child) to always be able to contact you. You can also choose to turn off
the sound or the ringer of your device, if you need to work with it.

Change your culture. We are energized to be “always available” to respond
immediately to a call or message. We interrupt whatever we are doing to take
care of whatever has been communicated to us. There are times when this is
essential, in the case of emergencies or time-sensitive information. However, you
can begin to take back control of your life, by choosing when and how to respond.
Let others know that you will respond within a set time, perhaps 24 hours. Or let
people know that you are not available in the morning to communicate.

Learn to set boundaries for your work life and your personal life. Too many people
make themselves available for work-related communications day and night. Learn to
keep these parts of your life separated, as much as possible. Be aware of your mindset.

Fixed Mindset or Growth Mindset

There are two types of mindsets. One type is the fixed mindset in which we believe
that our qualities are carved in stone. This creates an urgency to prove ourselves
repeatedly. A second type is the growth mindset in which we believe that our basic
qualities can be cultivated through our efforts. Although people differ in their talents,
aptitudes, interests, or temperaments, everyone can change and grow through appli-
cation and experience (Dweck 2006).
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One of the growth mindsets is the science of happiness or positive psychology.
According to Chris Peterson, one of the pioneers of positive psychology, it is “the
study of those things that make life worth living” (Keener 2013). This mindset
acknowledges the positive parts of life, such as “character strengths, positive emo-
tion, resilience, purpose, positive relationships, and creative achievement. It strives
to create healthy institutions, joyful and engaged individuals, and flourishing com-
munities” (Keener 2013).

Another growth mindset includes appreciative inquiry, based on positive psy-
chology. This is a questioning approach that asks, “What is right?”” instead of “What
is wrong?”’ In most cases, the approach is to identify a problem and find a solution. In
appreciative inquiry, we look at the positive aspects that provide changes based on
success (Bruce 2013).

Other Action Steps

How can we best work to enhance our self-awareness? Listen to your inner voice, as
it is the surest path to self-awareness. I offer the following steps to help you increase
yours.

Take a personality test — Myers-Briggs Type Indicator (MBTI) is a good starting
point. There are others, and they share common building blocks (for example,
The Color Code, Enneagram, etc.).

Participate in a 360-degree assessment — This should include your supervisor,
peers, and subordinates. Even include family and friends if possible. To begin to
increase your self-awareness, seek feedback on your performance from others by
asking good questions and listening without justifying or defending your actions.

Ask for informal feedback — Occasionally ask team members and family for their
thoughts or opinions or what they might suggest that could help you.

Reflect on a regular basis — Solitude is needed for this kind of introspection.

Write in a journal — Processing the day’s thoughts and experiences is both cathartic
and enlightening.

Be mindful — This includes being patient, which is different from being passive or
procrastinating because growing patience requires an active mind that is engaged
and dynamic. Tamp down impatience by distinguishing between what we can
control and what we cannot control.

Pay attention to the signals you send out — When you are feeling impatient, check
your body language. How are you sitting in your chair? Are your arms or legs
crossed, indicating you are not open to other opinions? How is your eye contact
with those with whom youare interacting?

Meditate regularly — First, set your intention by asking these questions: Why am I
doing this? Do I want to become more still? More clear? More focused? Do I want
to get along better with my team? Be happier? Decide why you want to be more
self-aware, and set your intention to work toward this benefit.

Make mindfulness part of everyday activities — Mindful walking is a good practice.
We can use this time of walking to cultivate mindfulness and improve our health
and our mood. In mindful walking, be aware of the sensations in your body.
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Accept change — One of the most difficult things to deal with in life is change. Being
mindful and aware can help you be present in every moment. As you notice
sensations, thoughts, emotions, and insights, you will realize that they are con-
tinually rising and falling; change happens all the time.

Overcome anxiety — Negative thoughts increase anxiety, so start the day with
positive affirmations. Use positive, motivating words and phrases several times
through the day. Do something, as that will help keep your mind on what you are
doing and keep it off your anxiety.

Catching thoughts before they become emotional reactions — Change your point
of view — be the victim or the judge or the critic and see the event from a different
perspective. Identify a new choice based on respect and your core values.

Conclusion

The three sections of this chapter have given you the knowledge and information
about becoming self-aware; given you details about potential blocks that might stand
in your way to this personal transformation, and, most important, given you steps to
begin your personal journey. This chapter looked at the concept that self-knowledge
and relationship management are vital to success in your business and personal life.
It offered an exploration of what defines self-awareness, explaining the benefits of
being more self-aware and how this affects business and personal aspects of life.
Challenges to self-awareness were identified to enable the individual to be aware of
the possible presence in their own life and to avoid these challenges. Action steps
were given to enable individuals to begin to choose to make the journey toward
increasing their self-awareness.
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Abstract

The psychological framework of Swiss psychiatrist C.G. Jung offers a dynamic
system approach to understanding the complex concepts of ego identity and
personal transformation. It also offers a compelling conception of meaning
associated with the phenomenon of synchronicity with ramifications for individ-
uals and organizations. Organizational dynamics are notoriously messy and
complex and require approaches that recognize the interconnectedness and inter-
relationships of the nested systems inherent to human situations. Synchronicity
and objective meaning are phenomena that are best understood within a much
larger psychological framework. Leveraging Jung’s perspective as a foundational
framework for organizational transformation yields insight and value because it
incorporates within its paradigm a fuller spectrum of reality in which human
systems occur. Specifically, a Jungian understanding of organizational structures
includes what is visible and invisible, conscious and unconscious, and individual
and collective.

Keywords
Identity - Meaning - Synchronicity - Meaningful coincidence - Transformation -
Individuation - Jung - Collective unconscious - Archetypes

Introduction

Although the connection between identity and meaning has been well studied, C. G.
Jung’s concept of synchronicity reveals a new level of understanding concerning
their relationship with each other. The concept of synchronicity was first introduced
to the world by Jung in his 1929 foreword to Richard Wilhelm’s Secret of the Golden
Flower (von Franz 1992). Also known as meaningful coincidence, synchronicity is
the sudden occurrence wherein an inner event, such as a thought, premonition,
fantasy, or dream, is matched by an event in outer reality, with no possibility that
either event could cause the other. In other words, they are connected not by cause
and effect, but by objective meaning.

This phenomenon challenges certain core beliefs. The occurrence of two parallel
events — one within the psyche and one in outer reality — that coincide with no way
for either to cause the other, yet which are nevertheless connected meaningfully,
forces us to reconsider our understanding of reality. To imagine that meaning is what
connects such events not only flies in the face of rational thought, it directly
undermines conventional understanding of how reality is organized.

Jung makes the claim that meaning can be a connecting factor between two events
unrelated by cause and effect, that meaning can manifest as an objective agency of
change, and that meaning is a phenomenon of nature as well as of human agency.

Organizational dynamics are notoriously messy and complex and require
approaches that recognize the interconnectedness and interrelationships of the nested
systems inherent to human situations. Synchronicity and objective meaning are
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phenomena that are best understood within a much larger psychological framework.
Leveraging Jung’s perspective as a foundational framework for organizational
transformation yields insight and value because it incorporates within its paradigm
a fuller spectrum of reality in which human systems occur. Specifically, a Jungian
understanding of organizational structures includes what is visible and invisible,
conscious and unconscious, and individual and collective.

The concepts of synchronicity and objective meaning also not only raise critical
questions about the nature and organizational structure of reality but also situate a
region where objective reality and subjective reality meet in our experience of the
world. Jung believed these phenomena helped penetrate the very intersection of
psyche and matter, a theoretical space which science has been unable to adequately
understand or explain. These two concepts also raise questions about personal
human purpose and destiny, how they shape and order our experience of reality on
an individual and collective level.

The main focus of this chapter is identity and meaning in transformation. Jungian
psychology provides an excellent framework to help us grasp the deeper implica-
tions of how objective meaning affects reality and the development of individual
identity.

The chapter begins with an extensive introduction to Jung’s psychological frame-
work with emphasis on its system’s perspective and goals toward wholeness. This
movement toward wholeness is known as individuation and involves developing an
individual identity that lends a degree of unique separateness from one’s parents,
family, tribe, etc. Individuation is the central process of transformation in the Jungian
framework. Because a fuller understanding of the term requires development of
several related concepts, it will be defined in basic terms initially and expanded upon
throughout the chapter.

With the conceptual framework in place, the focus turns to exploring the concepts
of synchronicity and objective meaning and how they impact identity and can be
used as powerful tools for individual and organizational transformation.

Introduction to the Psyche: Basic Concepts

The term psyche refers to the whole personality, the comprehensive totality of
psychic processes including consciousness and the unconscious (Jung 1921). It is
used instead of “mind” to avoid confusion with popular terminology that refers
instead to aspects of conscious mental functions (Hopwood A. Jung’s model of the
psyche. In: Jung’s model of the psyche. Available via http://www.thesap.org.uk/
wordpress/wp-content/uploads/2015/08/ModelofPsyche.pdf accessed May 11, 2013).
All individual experience of reality is mediated through the psyche.

The psyche is recognized as the primary organ of (psychic) perception. It is a
system, meaning that the elements or agents of which it is comprised operate in
relationship with each other toward a common goal. In this case the goal is
developing, engaging, and furthering the conscious and unconscious processes of
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the personality toward greater wholeness. As a system, the psyche evolved alongside
physical organs and processes as part of the overall integrated human organism
including all body structures and dynamics. Like physical systems, the psyche’s
function and operations are homeostatic and self-regulating, just as the functions and
operations of the body’s physical systems are. The psyche nevertheless retains its
unique functions and focus, even as it is integrated with the rest of the body system.

The goal of the psyche system is to bring the inchoate personality to wholeness.
The two spheres that comprise the psyche, consciousness and the unconscious,
operate as a closed system. This means that what happens in the sphere of con-
sciousness impacts what happens in the sphere of the unconscious and vice versa.

These two spheres of consciousness and the unconscious consist of three distinct
but dynamically interrelated levels: consciousness, the personal unconscious, and
the collective unconscious.

Individuation

Wholeness is achieved through individuation, the central process of transformation
in the human psyche. This process involves integrating the conscious and uncon-
scious parts of the personality. Unconscious content tends toward consciousness,
while conscious content leans toward becoming increasingly more differentiated,
expanded, and deepened, to achieve a more complete knowledge of oneself (Hall
and Nordby 1973). In short, self-knowledge is the successful outcome of the
individuation process.

The term “individuation” was chosen by Jung to .. .denote the process by which
a person becomes a psychological ‘in-dividual’, that is, a separate, indivisible unity
or ‘whole’” (Jung 1948). More will be said about the individuation process through-
out the chapter, which directly relates to the transformation of ego identity over the
course of life.

Consciousness

Consciousness is the dimension of psyche most available to us for exploration
because it consists of what we are aware of in waking life. It is also known as
ego-consciousness and includes “the range of experience in a person’s awareness at
any moment” (Aziz 1990).

The organizing center of consciousness is the ego, also known as the ego
complex. The ego’s executive function is to apprehend meaning and assess value
for further survival and make “life worth living” (Hopwood A. Jung’s model of the
psyche. In: Jung’s model of the psyche. Available via http://www.thesap.org.uk/
wordpress/wp-content/uploads/2015/08/ModelofPsyche.pdf accessed May 11, 2013).
The most critical feature of consciousness is its power of differentiation and dis-
crimination (Brooke 1991).
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It should be noted that the term “consciousness” in this chapter is used as a
specific Jungian term that is distinct from other definitions where, for example,
consciousness may mean sentience.

Ego

Jung described the ego as “a complex of representation which constitutes the centre
of my field of consciousness and appears to possess a very high degree of continuity
and identity” (Jacobi 1973, p. 21). The ego, therefore, is composed of conscious
thoughts, perceptions, memories, and feelings and is the conceptual entity containing
one’s identity. In other words, the ego is the origin of our continuing identity, even as
it matures and transforms over the course of our lifetime.

One goal of individuation is to educate and broaden the ego, thereby transforming
individual identity from an undifferentiated ego mass to an efficient conscious
structure that serves the individual well.

Jung also referred to ego as the subject of consciousness, by which he meant that
whatever is not sensed through the ego is not conscious (Jacobi 1973). What is not
registered by the ego (such as fantasy content) is by definition a product of the
unconscious.

Structure of Consciousness

At birth, the nascent ego gets its first sense of itself through identification with its
parents or caregivers. There is a gradual and cyclical process of identification and
separation with its surroundings constituting an education of what is “me” and what
is “not me.” This is how the developing ego accumulates personal experience that, as
the center of consciousness, helps it relate to both the sensory outer world and the
unconscious inner world (Robertson 1995).

This growing conscious development of the ego occurs through the application of
four mental functions that comprise the fundamental structure of consciousness.
According to Jung, a psychic function is “‘a certain form of psychic activity that
remains theoretically the same under varying circumstances’ and is completely
independent of its momentary contents” (Jacobi 1973, p. 25). These functions
facilitate the child’s ability to actively engage her world, to form a personal identity
in it, to be shaped by it, and in turn to shape it through her participation.

These four functions, thinking, feeling, sensing, and intuition, occur as two pairs
of oppositional types. Thinking and feeling are at opposite ends of what Jung referred
to as the rational axis, because they involve evaluations and judgments. Sensing and
intuition are at opposite ends of the irrational axis, because they involve perceptions
that are not evaluated or interpreted (Jacobi 1973). The intuitive function, for
example, is a noncognitive mode of thinking.

In actuality, there is no such thing as a pure thinking type or feeling type of
individual; each of these types occurs along a sliding scale on the axis, or within a
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matrix that encompasses the entire field of functions. However, as a child matures,
one function naturally predominates and serves as the child’s superior mode of
engagement in his or her world.

How, for example, a thinking type of child processes experiences and information
is distinctly different than a feeling type. This natural mode of engagement is known
as the primary function for that individual. There can also be secondary and even
tertiary functions, which may be developed later in life as the individual matures and
circumstances require. But secondary and tertiary functions never belong to the same
axis as the primary function.

While the primary, secondary, and even tertiary functions have the effect of
strengthening the ego’s ability to engage the world and broaden consciousness, the
fourth function has the opposite effect, lowering the level of consciousness. Also
known as “the inferior function,” it is always the opposite of the primary function
and, because it lowers consciousness, serves as a gateway to the unconscious (Von
Franz and Hillman 1971). We can see then how the overall psyche counterbalances
itself, drawing either toward consciousness or away from it as different situations
require to achieve optimum performance.

In Jung’s framework, the goal in the first half of life is to develop oneself through
the primary function and engage life as fully as possible. In the second half of life,
the focus turns to inward development. This is when the connection to the uncon-
scious becomes especially important, because the primary function may have
become overused or exhausted; what once worked in the first half of life increasingly
becomes ineffective in the second half since the goals are markedly different. A life
spent using the primary function will hopefully have produced a positive result: a
stable marriage, children, a home, a satisfying profession, etc. But the second half of
life is less concerned with material existence and more on preparing oneself for death
and an eternal afterlife. In this case, the least developed function offers a way of
developing latent potentials that lie deeply embedded in the unconscious.

The Personal Unconscious

There is a constant stream of psychic activity that flows throughout the day, some of
which is acted upon, while other of this activity is forgotten or repressed. Consciousness
can be difficult to pin down. Although humans consider themselves conscious crea-
tures, daily activity actually moves in and out of largely automatic behaviors for which
conscious engagement is not required. For example, eating and drinking do not require
constant attention, while autonomic behaviors like digestion, elimination, and breathing
generally require varying degrees of attention to no attention at all. There are also
repetitive activities like preparing food, driving to work, tying shoes, and performing
household chores that develop into habits and thereby are unconsciously mediated.

Robertson, in his book on Jungian archetypes, describes consciousness as “a
sliding frame which moves along, sometimes lit by awareness, sometimes not”
(1995), while the underlying reality belongs to a different level, which Jung and
Freud both referred to as the unconscious.
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This indicates that the ego, while located primarily in the level of consciousness,
is partly seated in the unconscious as well. Beneath consciousness and ego aware-
ness lies the level of the personal unconscious. Here are contained all the experi-
ences that the ego fails to recognize, such as habitual actions; the experiences that the
ego recognizes but then forgets; and the painful experiences the ego represses. It is
the repository of all that was ever once conscious in an individual, everything that
was ever known but forgotten. This is also the level where most dreams originate.

The ego’s partial location in the unconscious enables consciousness to become aware
of what is unconscious to the individual. One of the ego’s critical functions is to defend
against threatening material from the unconscious. The individual may want to strike
out against someone who is disliked, but the ego intervenes and finds more civilized
channels to defuse aggressive drives. There are also other defenses such as projection
that serve to mitigate symptoms; dreams too work in this way to work through the
unconscious scenarios to foster new insights. The ego’s ability to become aware of what
is unconscious therefore happens only indirectly, through projection, psychic symptoms,
dreams, or complexes revealing the activity beneath the layer of consciousness.

Symptoms and Projection

A symptom is a physical or psychic indication that the normal flow of energy is
obstructed in some way. It might be a signal that something is wrong or inadequate in
the conscious attitude of the individual, indicating a need for a broadening of
consciousness.

Projection is one way that humans become aware of what is unconscious to them,
by projecting it outward onto another person or thing. This happens when the
individual is unable to differentiate herself from the object she is not yet able to
apprehend. In other words, the contents of the psyche are not yet differentiated from
those of the collective psyche.

The projection can be positive or negative. Often the target of the projection is an
unwitting human being. Keep in mind that the goal of the psyche is to become whole,
to become more conscious. As the individual gains the ability to differentiate and
discriminate (in other words, as she becomes more conscious of the projected content),
she can withdraw the projection and assimilate the previously unknown content into
her own psyche where it belongs and where it can now serve her consciously. Instead
of hating her brother-in-law for sharing an off-color joke, for example, she might
recognize her own inner prudishness and become more relaxed in his company.

Dreams

Dreams are another way that information from the unconscious becomes known to
consciousness. In fact, dreams offer what Freud called a “via regalia” to the unconscious.
We can dream about something and later come to understand the dream. In this way,
something that was previously unknown to us (i.e., from the unconscious) manifested
itself through dream images enabling us to get its message.
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Dreams never simply confirm what we already know. The dream structure and
landscape reflect for us in imagery or symbolic form what the inner situation of our
psyche is. Simply put, they are like x-rays of the psyche, and like radiologists, we
learn to decipher their mysterious meaning.

Jacobi describes Jung’s perspective on dreams, saying that “The dream is a
statement, uninfluenced by consciousness, expressing the dreamer’s inner truth
and reality ‘as it really is: not as I conjecture it to be, and not as he would like it to
be, but as it is’. Thus for Jung the manifest content of a dream is not a facade but a
fact which always reveals what the unconscious has to say about the situation and
which always says exactly what the unconscious means” (Jacobi 1973, p. 90).

Dreams and their interpretation play a central role in Jungian therapy and are the main
sources of insight into the activities within the unconscious. They also offer a useful
method for any individual wanting to develop a more conscious, meaningful existence.

Complexes

A complex is a center of psychic energy around which themes or types of personal
experience are clustered (Brooke 1991). Jung describes complexes as “psychic
entities that have escaped from the control of consciousness and split off from it,
to lead a separate existence in the dark sphere of the psyche, whence they may at any
time hinder or help the conscious performance” (Jacobi 1973, p. 36). Accordingly,
Jung first utilized the name “complex psychology” to describe his work.

Jacobi describes how, as the complex gathers libido (psychic energy) in the
unconscious, it rises toward the threshold of consciousness. The weight of the rising
complex causes the threshold of consciousness to sag enough to permit the complex
to invade the conscious sphere. Energy therefore is withdrawn from consciousness
causing the individual to fall into a more passive state, what was termed
l’abaissement du niveau mental by Janet (Jacobi 1973, p. 37).

This consciousness-breaching complex behaves like a self-contained, highly
autonomous foreign invader, producing various symptoms. It typically has an
intensely emotional tone and is incompatible with the individual’s normal conscious
attitude; its cause very frequently is moral conflict (though not necessarily sexual).

So-called Freudian slips are examples of complexes at work although they don’t
necessarily indicate inferiority on the part of the individual exhibiting them. Jung
discovered that complexes are not purely pathological, but can also be normal.
Everyone has them; they are part of the normal psychic makeup and are only the
cause of psychological illness in certain circumstances.

The Collective Unconscious
Jung also found that some of the information that emerges into consciousness is

collective (Robertson 1995). His unique contribution was to recognize another level
beyond the personal unconscious, which he describes as “... a second psychic
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system of a collective, universal, and impersonal nature which is identical in all
individuals. This collective unconscious does not develop individually, but is
inherited. It consists of pre-existent forms, the archetypes” (Jung 1948, p. 43).

Jung describes the psychoid archetype as that dimension of the collective uncon-
scious that contains completely unknown, unconscious material that never comes into
contact with consciousness. While this psychic material does not constellate, it never-
theless is thought to play a critical role in the dynamics between psyche and soma.

Jung received considerable acclaim for his discovery of the collective unconscious.
By the end of the nineteenth century, it was commonly believed that both the conscious
and unconscious mind originated from experience. Freud and others considered con-
sciousness the essential attitude, while the unconscious consisted of repressed childhood
experiences of trauma, a position he later modified (Hall and Nordby 1973).

By contrast, Jung proposed that consciousness was the secondary phenomenon,
emerging out of the unconscious. His research indicated that the unconscious was
older than consciousness and was the primary entity out of which consciousness
arises and is continually renewed. Jung describes consciousness as emerging out of
the “. .. functioning of the unconscious.” This was affirmed by his observation, for
example, that children begin life in a state of unconsciousness and grow into
consciousness (Jacobi 1973, p. 10).

While the scientific materialists of his time regarded the psyche as an epiphenom-
enon of the brain and physical body structures, Jung proposed an alternate theory: The
psyche evolved as part of the total human developmental system, in the same way that
the body and other organs did. Evolution and heredity, therefore, provided “the blue
prints of the psyche” as they did for the body (Hall and Nordby 1973).

This idea that each of us is connected not only with our immediate past, but the
past of the entire species, as well as the preceding long line of evolution, became
unfortunately correlated with the theories of Lamarck, which have gone in and out of
favor over the years (Sheldrake R. Rupert Sheldrake’s blog — Science set free:
Epigenetics and Soviet biology. Available via http://www.sheldrake.org/about-
rupert-sheldrake/blog/319-epigenetics-and-soviet-biology accessed June 29, 2016).

Lamarckism is the idea that characteristics acquired over a lifetime can be passed
on to offspring. This fell out of favor as the field of genetics developed. However
recent findings in the field of epigenetics support the idea of inherited psychic
structures (Sheldrake, personal communication Sept 2015).

The collective unconscious is a dynamic reservoir of inheritable forms, patterns
of behavior, and images that are culturally informed; its contents are the instincts and
archetypes. It contains unconscious material that is completely unknown, some of
which never comes into consciousness (Brooke 1991).

Instincts and Archetypes
Archetypes are universal potentialities, the sources of typical patterns of behavior

and experience that characterize human psychology (Brooke 1991). They are a priori
patterns of order, manifested through symbols as psychic and instinctual behavior.
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Jung’s use of the term instinct originated with his association to Freud but over
time became progressively less connected to Freud’s interpretation and eventually
was superseded in significance by the term archetype (Jacobi 1973). He developed a
continuum with instincts at one end and archetypes at the other to show the
developmental progression from least to most conscious.

Archetypes

Archetypes are similar to Plato’s concept of ideas, or original forms; however, they
differ in that Platonic ideas are conceived as purely cognitive content, whereas the
archetype may also manifest as a feeling, or fantasy, or emotion (von Franz 1992).

There is also a difference between the archetype itself and its form of manifes-
tation as an archetypal image. The archetypes themselves are not directly observable.
It is only with the movement of inner psychic process that they manifest into
archetypal images. For example, the archetype of the trickster is itself not visible,
but we are frequently delighted and amused when sufficient psychic energy produces
images of fools and clowns.

Archetypes are expressed through symbols in a graphic and succinct manner,
rendering them visible, memorable, and imagistically concrete. Symbols also attract
personal energy and further energize the emergent archetypal patterns, thus trans-
forming and channeling psychic energy. The symbolic process creates images and
themes that give ultimate meaning to each individual’s life (Stein M (2011) Symbols
and the transformation of the psyche. Available via http://www.murraystein.com/
symbols.html accessed July 29, 2012).

The cross, Star of David, and the Taoist’s yin-yang are potent examples of
powerful symbols.

Archetypal Structure

The archetypal structures are inherited; the archetypal images are not. This is where
the confusion lay between Jung’s ideas and Lamarck’s. Jung never claimed that the
images themselves were inherited, only the archetypal structures, the disposition for
the archetype (von Franz 1992).

As the inborn archetypal structure manifests in the form of an archetypal image,
the psyche “makes use of impressions from the external surroundings for its means
of expression” (von Franz 1992, p. 6). These images are produced afresh in each
individual according to the cultural expressions of the time in which the individual is
born; they may not appear in identical form, but will be similar in structure.

For example, the archetype of mother appears in similar but not duplicate form
throughout humankind and even across the entire animal kingdom. It also appears in
nonbiological contexts, such as the world of organizations in the form of institutions
and other entities with various characteristics.

Experience of Archetypal Image

The way that archetypal encounters are experienced is also worth mentioning. They
are typically psychologically significant events because they are accompanied by a
sense of numinosity that can radically alter the individual’s perspective.
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The term was created by Protestant German theologian, Rudolf Otto, who
developed the terms numinosum, numinous, and numinosity in his work The Idea
of the Holy to describe “the Holy” in a way that distinguished it from other
theological, philosophical, or ethical ideas of “good” or “goodness” (Otto 1923).

According to von Franz, the word numinosum derives from “the verb nuere,
which means ‘to nod’ or ‘give a sign.” Thus when Zeus gives a sign with his
eyebrows, something numinous occurs” (von Franz 1992, p. 21).

Otto used words like “shudder,” “stupor,” and “astonishment,” to describe the
experience.

Most people can recall an otherwise inexplicable encounter with some ineffable
thing that was immense, aware and alive, and impossible to put into words. Such
extraordinary peak experiences often involve encounters with natural phenomena or
animals. They can also occur mysteriously during otherwise ordinary moments when
something as simple as light bouncing off a shiny surface captivates our attention.
Mindfulness and meditation can also precipitate such numinous experiences. Expe-
riences like this are unforgettable; the encounter with an archetypal image is
frequently life-changing.

Archetypes and Stages of Development

The stages of development in Jungian psychology are identified differently than in
other psychological schools. Jung believed that biological existence and perpetua-
tion of the species did not explain the conscious development of the individual;
involution was as important as evolution in understanding how identity matures
over a lifetime. As mentioned previously, the task of the first half of life is to develop
the ego and personality by engaging outer life, while the task in the second half of
life is to turn inward and consolidate the personality by integrating the conscious and
unconscious parts of the psyche. Jung’s psychology focuses on development in the
second half of life.

The tasks of life’s second half are marked by the appearance of archetypal
images and motifs that are recognizable hallmarks of an inner development
process, one marked particularly by adding further meaning to one’s life. As
described in our discussion of projection, these archetypal figures are often pro-
jected outward onto others until the individual is able to become aware of them and
if successful, withdraw the projection, making that energy available for more
healthy behavior.

This is part of the process, known as individuation, which involves integrating
and maturing the ego toward wholeness. It is a process where consciousness is
broadened by making certain contents in the unconscious conscious. It is essentially
an ongoing dialogue between consciousness and the unconscious. Archetypes
inform and shape consciousness, adding vibrancy and meaning to identity.

The most common archetypes that appear in the course of a person’s development
are shadow, anima/animus, and the Self.
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It is difficult to discuss shadow without understanding its relationship to persona,
the archetype that comes closest to visibly understanding identity. The following
discussion therefore begins with a description of persona and the importance of these
archetypes to a meaningful development of the personality.

Persona

Persona is closely associated with identity. In the early stages of life, we know little
about ourselves beyond what others tell us. But a child is able as early as 4 months of
age to separate enough from her parents to possess a rudimentary identity. Identity
development continues at a rapid pace in the early years and consolidates signifi-
cantly in adolescence.

As we become adapted to living in the world as a member of society, we learn that
certain behaviors and expressions are more acceptable than others, resulting in more
or less favorable outcomes.

Borrowing from its Greek roots (tpdowrov — prosopon), Jung employed the term
persona to describe the societal mask each of us develops to get along in life, a
compromise between “the demands of the environment and the inner structural
necessity of the individual” (Jacobi 1973, p. 28).

The individual whose persona consists of only what society deems acceptable
will have the persona of a “mass man” that is to say someone lacking in individuality
and expressing only collective thoughts and concerns. If, on the other hand, a person
chooses to express her individuality in disregard of societal influence, she may
appear as an eccentric or a rebel.

The persona includes not only psychic qualities but also external appearance,
such as expressions of style and habits of behavior (clothing, hairstyles, gait,
makeup, manners of speech, etc.). The teenage years in particular are marked by a
struggle for identity. Teenagers may even take on a series of personas, adopting some
and rejecting others depending on familial or societal expectations as they seek to
define a persona distinguishes them from their parents.

The persona is a necessary archetypal figure that protects and aids the ego in the
first half of life, but it is not identical with the ego and should not be confused with
it. The ego and the persona of the individual are not the same thing, and part of the
individuation journey is to understand what rightfully belongs to either. Although the
ego is the source of a person’s ongoing sense of identity, the individual may identify
with her persona or what other people think of her instead. Persona becomes an
obstacle to growth and wholeness if the individual erroneously becomes identified
with it, mistaking the mask she shows to the world with her own true self. High-profile
celebrities and public figures are especially at risk. If a celebrity confuses who they are
with whom others think they are, and don’t acknowledge to themselves where their
true identity departs from that of public perception, they effectively rob themselves of
the primacy of their unique human experience and the potency of their individuality.

There are key milestones in life when identity changes: becoming a wife, a
mother, a caregiver, a retiree, etc. Sometimes an old persona no longer fits who the
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individual has become. For the individual who has devoted themselves to a certain
role or image, the discovery that it no longer reflects who they are can result in a
painful crisis of identity. Eventually, ongoing discrepancies between true ego iden-
tity and persona may even manifest in bodily symptoms and illness.

Shadow

Persona helps the ego adapt to society but is not identical with it. But what happens
to the dreams and expressions of personality that society might deem unacceptable?
The shadow is the “counterpart of our conscious ego, growing and crystallizing in
pace with it. This dark mass of experience that is seldom or never admitted to our
conscious lives bars the way to the creative depths of our unconscious” (Jacobi
1973, p. 112). It is a complex in the personal unconscious with its roots in the
collective unconscious; it is the complex most easily accessible to the conscious
mind” (Hopwood A. Jung’s model of the psyche. In: Jung’s model of the psyche.
Available via http://www.thesap.org.uk/wordpress/wp-content/uploads/2015/08/
ModelofPsyche.pdf accessed May 11, 2013). Its appearance in the dreams and
waking experience of the individual marks the first stage of the individuation
process.

As with all unconscious material, the way in which we most immediately
experience the shadow is by projecting it on to other people. For example, we can
be fairly sure that the negative traits we find unbearable in other people, especially if
we’ve only just met and don’t know them, really belong to ourselves.

Confronting our shadow projections is hard work. It requires a “mercilessly
critical attitude toward one’s own nature” which is difficult for most people to
accomplish (Jacobi 1973, p. 113). But it is vitally important for two main reasons.

First, the shadow contains not only the unsavory elements of our being but also
our unrealized potential. It contains the life paths we did not choose and the dreams
of our becoming that were never realized. It also possesses elements of our person-
ality that can be redeemed and which then have a tremendously vitalizing influence
on our whole psyche.

Second, shadow work is critical because it comprises the first step in developing
an objective attitude toward our own personality. This objective attitude is essential
to the quest of wholeness which is the individuation process. Shadow is the gateway
to seeing life as it really is in its fullness, and not what we wish it to be.

Collective Shadow

Shadow can also be collective. In society, shadow most often is projected on those
without power, the oppressed, and the underrepresented. This is often anyone that
falls outside societal norms in terms of behavior, status, health, wealth, intelligence,
education, the law, etc. When things don’t work as planned, as often happens, the
dominant element of society that wields the most power and has the most to gain
from retaining that power is prone to projecting the shortcomings and failings of
society onto its most vulnerable members.
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It happened in World War IT with people of Jewish descent and other minorities; we
also see it in the United States in the treatment of Black Americans as well as Native
Americans and other indigenous peoples and minority populations around the world.

But just as the individual shadow contains unrealized potential, so does the
collective shadow contain potential that if properly integrated could transform
society in a positive way. It must first be withdrawn from those upon whom the
shadow projection was foisted. Working with shadow at both the individual and
societal level is the agency for transformational change.

Relationships offer excellent opportunities to become conscious of our own
shadows because it is most readily apparent to those closest to us. Spouses, children,
siblings, parents, friends, and coworkers — all — will be able to identify for us shadow
qualities of which we are not conscious. Similarly, we are aware of the shadow of
others, and shadow work can be a mutually beneficial process for anyone willing to
undertake it. By learning to deal with our own shadow, we are in fact performing a
genuine service for the world (Jung 1960a).

Anima/Animus

As we continue to understand how identity is shaped through the life cycle, we
encounter in the second stage of the individuation process a “contrasexual” aspect. In a
woman this appears as an inner, unconscious male archetypal figure called the animus;
in a man this appears as a female archetypal figure called the anima.

These archetypal figures are directly related to persona and possess qualities that
counterbalance the characteristics of the persona, which is to facilitate the ego’s
adaptation to society by providing an acceptable, protective mask. While the persona
is the mediating figure between the ego and the outside world, the anima/animus is
the mediating figure between the ego and the inner world.

Projection of this archetypal image, especially in romantic relationships, can manifest
as unrealistic idealization of others. In private affairs, projection can sometimes result in
marriage; in the business world it can take the form of hasty partnerships. But the
relationship becomes deeply challenged when the projection inevitably ends for one or
both parties in the marriage or partnership. This is actually when the opportunity to relate
as true individuals begins, unless the partnership was based on unrealistic fantasy and is
no longer sustainable. Thus we see here the beginning of the objective psyche.

Jacobi explains, “Once the anima/animus image is recognized and revealed, it
ceases to operate from out of the unconscious. At last we can differentiate this
contrasexual part of the psyche and integrate it with our conscious attitude. The
result is an extraordinary enrichment of the contents of consciousness and a great
broadening of our personality” (Jacobi 1973, p. 142).

Self

Just as the ego is the organizing intelligence of consciousness, the Self is the
organizing archetype behind the personality as well as the whole psyche. Its goal
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is wholeness through the process of individuation, to develop the organism’s fullest
potential. In this chapter, the term is capitalized to indicate the elevated aspect of this
archetype. Many people experience this archetype as a divine being, or God. (In the
literature this term is not always capitalized.)

The realization of the Self is a life goal. It represents the full flowering and most
complete expression of individuality (Jacobi 1973). It comprises the whole of the
psyche, conscious and unconscious, though the only part of it that we can know
directly is the ego. The Self on the other hand can only be known through experience
and never be fully or directly known to us. This is because the part can never fully
comprehend the whole.

The Self empowers the individuation process and seeks the development and
education of the ego personality; it accomplishes this through the dynamic opera-
tions of the psyche.

To summarize, the tasks of the first half of life are to turn outward and engage life
and the world in order to develop oneself, to learn who one is and who one is not.
The persona helps the ego relate to the outer world by providing a mask to protect
the developing ego. This can create problems if later the ego is unable to differentiate
herself from her persona. At the same time, the anima/animus helps the ego relate to
the inner world. The shadow is comprised of all the denied aspects of the individual
that are repugnant to the ego. Withdrawing shadow projections is important not only
because it reveals raw materials of the qualities that are precious and unique to the
individual, but because it offers the first step in learning to deal objectively with
one’s unconscious content. The Self is the organizing archetype that aids in differ-
entiating the individual’s ego toward wholeness. Where ego is knowledgeable, Self
is wise. The process of individuation is a succession of encounters between the ego
and the unconscious through these archetypal figures, each of which provides the
opportunity for the ego to gain greater depths of self-awareness that help the
individual discover their unique identity in the world.

Dynamics of Individuation and the Psyche

As a relatively closed system, the psyche possesses a self-regulating feature that
maintains equilibrium and balances the opposites between its conscious and uncon-
scious spheres (Aziz 1990; Main 2004). There are several mechanisms by which this
occurs, including complementarity, compensation, and the transcendent function.
There is also a teleological dynamic that acts on the psyche. Teleology is the notion
that these mechanisms operate dynamically together for a purpose or goal, also
known as final causes. For example, the goal or teleology of a seed is to ultimately
become a tree (or plant). The operations involved in these dynamics are made more
visible through the processes described in earlier sections of this chapter (see
sections on “Symptoms,” “Complexes,” and “Dreams”).

Complementarity
Complementarity occurs when what is lacking in one sphere is balanced in the other
sphere. For example, an artist who is extroverted in her life may be introverted in her
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work (Jacobi 1973). In this case, the unconscious complements the position held by
consciousness.

Compensation

Compensation describes the dynamic that occurs when the conscious attitude is
too strongly oriented in one direction so that the unconscious activates a
counterbalancing adjustment to compensate for the “lopsided” attitude of con-
sciousness. The unconscious may even break into consciousness in the form of
dreams, fantasies, symptoms, etc. (Main 2004). Dreams are not always com-
pensatory, but they often serve this function. Synchronistic events can also
appear to compensate for psychic imbalance. As a homeostatic system, the
unconscious compensates for what is missing or out of balance with the con-
scious position.

Jung’s discovery of this compensatory process is actually what led him to
formulate his concept of individuation. While a single dream might address the
immediate compensatory needs of the individual’s consciousness, series of dreams
can reveal pronounced compensatory patterns. These dreams series revealed to Jung
the occurrence “a kind of developmental process in the personality itself.” He
realized that the compensatory principle served not only the immediate needs of
the individual, but facilitated “the comprehensive development of the personality”
(Aziz 1990, p. 17).

Transcendent Function

There are times when the dynamics in the psyche come to a distinct standstill, as
happens when libido builds in both the conscious and unconscious spheres. As Jung
notes, this situation leads to an immobility of psychic energy where “the will can no
longer operate” because “every motive has an equally strong countermotive” (Jung
1921, p. 479).

In this situation, the tension of opposites produces “a new, uniting function that
transcends them. This function arises quite naturally from the regression of libido
caused by the blockage” (Jung 1921, p. 479). This is known as the transcendent
function.

The first step in making the unconscious conscious is to give form and meaning to
the unconscious content. The ego is then in a position to reconcile its position with
the unconscious. This is the second and more important stage of the procedure,
because it creates a critical tension that can produce a third position, i.e., the
transcendent function. At this stage, it is no longer the unconscious that takes the
lead but the ego (Aziz 1990).

For this process to be successful, the ego must be strong enough to “maintain its
standpoint in the face of the counterposition of the unconscious. Both are of equal
value. The confrontation between the two generates a tension charged with energy
and creates a living, third essence. From the activity of the unconscious there now
emerges a new content, constellated by thesis and antithesis in equal measure and
standing in a compensatory relation to both. It thus forms the middle ground on
which the opposites can be united” (Jung 1921, p. 479).
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This transcendent function is characterized by a new attitude with which the
individual creates new meaning that can transform a person’s identity.

The transcendent function is therefore a powerful mechanism of creation that
introduces into reality something completely new that not only did not previously
exist but which could not possibly be predicted beforehand. For this reason, Jung
believed that neurotic conflicts are outgrown rather than cured.

This concept also has value in relationships especially when conflict exists in
equal valence between two or more parties. If the tension between the opposing
positions can be mindfully sustained, a transcendent third position often manifests,
offering a beautifully integrated solution to the situation.

Teleology

Teleology is the idea that events that happen have a purpose or an end cause. Jung
referred to this also as final causes, something he recognized that scientists are loath
to discuss because it conflicts with the orthodox view of an impersonal, random
universe.

It is easy to see from the developmental trajectory of every living organism that it
matures toward something, be it reproduction, old age, or even death. Whether it’s a
seedling or an egg, living organisms have a blueprint for developing into eventual
adulthood and a timely death. Jung believed that the teleological goal of the psyche
is the full flowering of wholeness.

Summary: Dynamics of Psyche

The dynamics of the psyche can be summarized by recognizing that in Jung’s
thinking, the transformations and symbols of libido have a specific teleological
goal. As described by Stein, this is “the unfolding and full emergence of the potential
personality, which is given from the beginning of life. This takes place in two major
movements — differentiation and synthesis. The first has to do with establishing
separateness, identity, uniqueness. ... The second has to do with creating wholeness
through integration or assimilation of the aspects of the Selfthat are left behind in the
course of building up separateness and a unique identity. Generally the first movement
is emphasized in the so-called first half of life, and the second movement in the second
half of life. Libido is the force that drives this process of development, the energy
within the dynamic movements of the psyche toward unfolding and individuation. It
becomes extremely important, therefore, in practice to recognize what the psyche is
intending when it produces symptoms, dreams, fantasies, and symbols of all sorts and
varieties” (Stein M (2011) Symbols and the transformation of the psyche. Available
via http://www.murraystein.com/symbols.html accessed July 29, 2012).

Summary: Individuation

The dynamics of the psyche serve to further the individuation process, which pos-
sesses three critical characteristics. First, the ego doesn’t so much choose its goal as it
is led to it. Second, the only real way to make progress is by submitting to the process
and allowing it to unfold. And third, this comprehensive compensatory movement has
a goal, which is the realization of what Jung called the “Self” (Aziz 1990).
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Individuation is essentially therefore a “comprehensive developmental process”
where the ego, through the process of psychic compensation, becomes more
connected with the still unconscious potentials and strives consciously to integrate
them. To the extent that the ego is able to accomplish this vital task, the conscious
personality becomes more stable and broad. This serves to bring about the fullness of
the whole personality and the conscious realization of the Self. This ego-Self
relationship is thus central to the individuation process (Edinger 1972; Aziz 1990).

How then is identity connected with the individuation process? Identity origi-
nates in the ego, as it (ego) relates to itself (self-consciousness) and its environment
(social consciousness). A child isn’t born with a ready-made identity. Self-
consciousness precipitates the eventual emergence of an identity formed by the
child, which over time is informed by persona, shadow, anima/animus, and the Self.

As the ego integrates unconscious contents, the individual’s unique identity place
in the wider world is enhanced.

Synchronicity and Meaning

With the basic framework of Jung’s psychology in hand, it becomes possible to
explore some of his other more controversial research. As Jung was exploring the
idea of the collective unconscious in the mid-1920s, he repeatedly came across
connections that could not be explained by chance. He noticed that symbolic images
from the dreams of his patients frequently coincided with events in waking reality.
He also observed that these coincident events carried meaning in much the same way
as the elements in a dream. These experiences prompted him to formulate his most
ambitious concept — synchronicity (Jung and Pauli 1955).

Simply put, synchronicity is a phenomenon that occurs when an inner event, like
a thought, hunch, premonition, dream, etc., is matched by an event in outer reality
where there is no possibility that one event could have caused the other.

The following example from clinical therapy illustrates the basic concept. A
therapist was having trouble conveying to his patient just how severe the patient’s
marriage troubles were. In exasperation the therapist exclaimed, “Your marriage is
like a car wreck!” As he was uttering the words “car wreck,” the jarring metal crunch
of an automobile accident could be heard just outside the office. The patient was
stunned and deeply shaken.

Note that the therapist did not cause the car wreck to occur by saying “car wreck” —
nor did the car wreck cause the therapist to utter those words. Yet there was unmis-
takable meaning connecting the two events. The outer event of a car wreck coincided
with the inner image symbol of a car-wrecked marriage being discussed in the therapy
session, finally capturing the patient’s complete attention and successfully relaying the
message (T. F. Cavalli, personal communication, March 15, 2012).

Synchronistic events may be simultaneous, as in the previous example, or they
can be separated in time. The important point is that the inner and outer events are
connected not by cause and effect but by meaning.
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The proposition that meaning can be the sole connecting factor between two
otherwise unrelated events, events that may be far distant from each other in time and
space, is remarkable. In the sciences, such an idea is preposterous, even blasphe-
mous, since it appears to run counter to the idea that the world of our experience and
the evolution of life are the result of random chance.

Nevertheless, the idea is not exactly new. There are many historical examples of
concepts similar to synchronicity. For example, the Hippocratic idea of the “sym-
pathy of all things”; the alchemist Zosimos’ idea from the third century of the
“monad,” referring to the unity of all things; and much later Leibniz’ concept of
“preestablished harmony” to describe an “acausal coordination” especially between
soul and body (von Franz 1992) all represent attempts to describe the basic phe-
nomenon behind synchronicity.

Perhaps the example that aligns most closely is the concept of the Tao as revealed
in the 7ao Te Ching and the divinatory method known as the / Ching. These illustrate
the principle of synchronicity as it was embraced in the living experience of an entire
culture in ancient China. Here synchronicity is described as “things that like to
happen together,” a statement capturing the essence of meaningful connection and
pattern matching (von Franz 1980, p. 71).

As scientific materialism gained ground, such ideas became regarded as
superstitions. However, the discoveries of phenomena found in quantum physics
and complexity science require serious consideration of these concepts once
again.

Meaning as an Ordering Principle

As evidence mounted to support his observation that meaning was a real and
potent connecting principle, Jung was forced to conclude that reality appears to
be organized in two ways, one through cause and effect and the other acausally.
In the first instance, causality is the connecting principle; it also happens to be the
predominant scientifically accepted understanding of how reality is ordered.
Although findings from quantum mechanics pose serious challenges to this
view, this is, for all intents and purposes, how reality seems to function at the
macroscopic level.

Based on his observations of synchronistic phenomena, Jung suggested that
reality also appears to be organized through meaningful connections, where
meaning is the connecting principle. Both organizing principles operate in
conjunction with each other to govern the unfolding of the phenomenal natural
world.

Since the term “meaning” has anthropomorphic connotations, Jung suggested the
alternative term equivalence to indicate the way that nature might match patterns and
concepts irrespective of time or causality (Jung and Pauli 1955). Later researchers
have suggested other alternate terms, including the term “saliency” by William Sulis
to emphasize the deep connection without implying human involvement (as cited in
Robertson 2000).
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The Bridge Between Psyche and Matter

Faced with the implications of a theory which threatened to disrupt the scientific
paradigm, Jung collaborated with renowned physicist Wolfgang Pauli to discuss his
ideas about archetypes and synchronicity and the ramifications for the organization
of reality. Both men agreed that the acausal order characterizing synchronicity might
in fact be a specific instance or narrow example of general acausal orderedness. Jung
compared this acausal quality of synchronicity with phenomena found in quantum
physics and the discovery of discontinuous phenomena, or elementary particles, that
could not be broken down further.

The parallel discoveries of the archetypal foundations underlying synchronicity
in psychology and of discontinuous phenomena in quantum mechanics in physics
led researchers in their separate fields to entities they could only describe as
irrepresentables. These incredibly similar but seemingly dead-end conclusions —
which were reached independently by researchers exploring the nature of reality in
vastly different fields — struck Pauli and Jung as significant (Card 1996).

Because archetypes were found to consistently act as the mediating principle
behind the meaningfulness of a synchronistic event, it occurred to Jung that arche-
types might also be the mediating principle behind general acausal order. This led
Pauli and Jung to formulate their archetypal hypothesis, which is based on these
perceived parallels between quantum physics and depth psychology and the
resulting discovery of irrepresentables in both fields. In depth psychology, these
were the archetypes; in quantum physics, these were elementary particles. Was it
possible perhaps that these two different sets of irrepresentables found in completely
different fields of exploration might in fact be different faces of the same
phenomenon?

Jung explains, “Since psyche and matter are contained in one and the same world,
and moreover are in continuous contact with one another and ultimately rest on
irrepresentable, transcendent factors, it is not only possible but fairly probable, even,
that psyche and matter are two different aspects of one and the same thing” (Card
1996, p. 10).

Jung called the transcendent unitary reality underlying the duality of psyche and
matter the unus mundus. This unitary reality must necessarily contain all the pre-
conditions that determine the form of both mental and physical empirical phenom-
ena. These preconditions are unconscious and only take on specific forms (images or
numerical structures) when they reach the threshold of psychic perception.

Consequently, says Jung, “...archetypes are the mediating factors of the unus
mundus. When operating in the realm of psyche, they are the dynamical organizers
of images and ideas; when operating in the realm of physis, they are the patterning
principles of matter and energy. Thus, archetypes lie behind the acausal orderedness
of the physical world, as well as act as structuring principles for causal processes.
When the same archetypes operate simultaneously in both realms, they give rise to
synchronistic phenomena” (Card 1996, p. 10).

Card summarizes succinctly the essential connection between archetypes and
synchronicity as follows, “Archetypes acting simultaneously in both the realms of
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psyche and physis account for instances of synchronistic phenomena” (Card 1996,
p. 10).

Jung recognizes the function of archetypes as the “sought-for bridge between
sense perceptions and ideas” (von Franz 1974, p. 36). This speaks directly to the
unresolved question of where inner and outer experiences meet and where psyche
and matter connect.

As mentioned earlier, this idea that archetypes can affect observable changes in
the material world led Jung to his conception of the psychoid archetype, where “the
psychic element appears to mix with inorganic matter” (von Franz 1992, p. 4). Jung
observed that archetypes act as the mediating principle in synchronistic phenomena,
which, as physicist Card puts it, “accounts for the meaningfulness of the coincidence
of the associated mental and physical events” (Card 1996, p. 8).

Experiencing Synchronicity: The Healing Power of the Numinous

Accounts of the experience of synchronicity provide additional insight into its
nature. Phenomenological research exploring objective meaning in synchronicity
indicates the experience can radically alter a person’s understanding of their purpose
or reason for being (Cavalli 2013). Participants reported that the synchronicity event
imbued each with a deep sense of self-worth and belonging in the world, frequently
shedding light on the unique role each played in serving others.

Such synchronicity events often either coincided with or were preceded by a
traumatic event or crisis. But even when the event brought pain or disappointment,
participants expressed gratitude that it actually saved them and shaped them into the
unique individual they are today.

The research identifies several frequently overlapping elements to the overall
experience of meaning in synchronicity. These include an initiating event (often a
crisis but not always), a synchronistic event, a sudden glimpse of life’s larger pattern,
an experience of awe or numinosity, and an experience of meaning so profound it
effected complete transformation (Cavalli 2013). For some, these elements coa-
lesced into a single event, while for others these elements appeared as distinct events.

While the events were not necessarily sequential, it nevertheless appears that the
initiating event throws the individual out of a habitual mindset or mode of percep-
tion, as if to deliberately arrange a space of profound not knowing. It can be very easy
to rationalize or dismiss a synchronicity as “imagination” when life is running
smoothly, but when the familiar world turns topsy-turvy, new perception can
emerge. The critical event seems to facilitate the ability to recognize that a synchro-
nicity occurred. Synchronicity inherently connects inner and outer experience,
confounding rational expectations while simultaneously providing a lightning flash
of understanding that life is not only greater than we imagined, but we are inextri-
cably part of a grand design.

As a result of the glimpse of life’s larger pattern, participants reported instantly
recognizing they had a place in the world at large. This perspective seemed to release
any immediate fears concerning physical security, financial gain, or life and death.



238 C. Cavalli

Some individuals experienced complete healing and peace from any emotional
trauma resulting from the initial crisis. Contrast this with the findings of studies of
survivors of incest or rape whose continued search for meaning actually extended
their suffering no matter how much time had passed (Silver and Updegraff 2008).

Participants described the experience as ineffable and were struck by the realiza-
tion that what is visible on the surface and what can be put into words constitute a
mere fraction of reality. The experience changed the way they related to the world
around them so that the world now seemed alive and intelligent, participative, and
communicative. They reported a greater sense of trust toward life about the future
and events beyond their control and expressed willingness to wait for synchronicities
to guide them forward.

There are interesting similarities to personal descriptions of synchronicity that
characterize the experience. These include reports of shock or surprise: a sense that
something extraordinary or inexplicable has occurred and also a sense of something
uncanny, tremendous, sacred, and holy, as if God himself reached down and touched
them. These are similar to descriptions of the numinous previously mentioned,;
numinous is here used to emphasize the human experience of the holy (Otto
1923). And as Card has remarked, the experience of the numinous is a hallmark of
archetypal activity.

In fact, it appears that it is the numinous experience that is responsible for healing.
The synchronicity event confounds the ego with an extraordinary juxtaposition of
inner and outer reality. In the ineffable wake of a transformative synchronicity,
participants reported not only awe, but the uncanny feeling that the universe itself
seemed to know something about them personally. This realization frequently struck
like a thunderbolt.

But far from resulting in an inflated attitude about themselves, each participant
reported being deeply impressed that what had happened to them was not really
about them at all, but about “much bigger things” happening at a higher level
(Cavalli 2013).

Jung spoke about the nature of this particular healing experience. Responding to a
comment about his unique therapeutic approach to neurosis and pathology, he wrote,
“It always seemed to me as if the real milestones were certain symbolic events
characterized by a strong emotional tone. ... the main interest of my work is not
concerned with the treatment of neuroses but rather with the approach to the
numinous. ... the approach to the numinous is the real therapy and inasmuch as
you attain to the numinous experiences you are released from the curse of pathol-
ogy” (Stein 2014, p. 38).

This statement reveals that it is actually life’s strange twists of fate, those
unwelcome disruptions to our careful plans that nevertheless appear by ingenious
arrangement of circumstance, that are the true milestones of our lives. These unex-
pected events bring us to the experience of the numinous — pure acts of grace — that
offer a chance for deep healing.

For the participants in the study, the experience of meaning appears to have been
facilitated by the coincident elements of numinosity, synchronicity, a recognition of
the greater context in which our lives occur, and one’s higher purpose within that
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greater context. Thus the very experience of what Jung termed objective meaning
was found to effect profound transformation.

Referring specifically to the healing that this kind of meaning produces, von
Franz describes the realization of objective meaning in synchronicity as a “quantum
leap” in the psyche, “an experience whose essence . . . if it has a healing effect . . . it is
... because even the greatest pain becomes bearable when we glimpse its meaning”
(von Franz 1992, p. 257).

This particular kind of meaning that emerges from deep within nature is beauti-
fully captured in the following quote from Henri Bortoft. Speaking about the
hermeneutic circle, he writes, “Logic is analytical, whereas meaning is evidently
holistic, and hence understanding cannot be reduced to logic. We understand mean-
ing in the moment of coalescence when the whole is reflected in the parts so that
together they disclose the whole” (Bortoft 1996, p. 9).

It should be noted, however, that synchronicities are not only harbingers of good
providing positive uplifting experiences, but can herald powerful forces of
destruction.

For example, a young girl dreamed of a devastating car accident in which a dear
friend was airlifted away and despite resuscitation attempts by the EMT died before
reaching the hospital. When just 2 weeks later the dream played out in waking life
exactly as she’d dreamed it, she fell into a downward spiral of deep depression and
became suicidal. Ultimately the experience transformed her, but not without first
taking her to the very depths of despair.

Events don’t always work out in a way that we might consider successful. But
since the goal of the individuation process (and by extension, life) is wholeness, it
should not be surprising that elements of destruction are sometimes necessary in
order to achieve greater wholeness.

Transformation, Complexity, and Emergence

While individuation achieves a differentiated, unique, and more whole identity
through transformation of the ego-Self relationship, there is another kind of
transformation opportunity (or pattern) that also affects identity. It takes the
form of a call or quest, also known as the hero’s journey. In the course of
human development, the individual may at some point feel compelled to leave
behind their current life, with its societal and community demands, in order to
pursue a more individual path of heart and unique creativity. Or they may find
they have simply outgrown the work that they do, the friends that they see, and
the goals they’ve pursued. When life seems to dry up or lose its meaning, if
suddenly all the characteristics of personality that served so well now seem stale
or ineffective, it is quite likely that big change is on the horizon.

It may feel, when undergoing such a crisis, like life is falling apart or working
against you. There may be depression and confusion or feelings of deep loss possibly
precipitated by crises such as divorce, the loss of job, or the death of a loved one.
Typically, one’s identity is threatened in some way by the unexpected disruptions.
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The pattern of alternating cycles of falling apart and coming together in ongoing
repetition is captured in the alchemical recipe solve et coagula which basically trans-
lates to “dissolve and coagulate” (Cavalli 2002, p. 335). This describes the fundamental
process of transformation in two steps, which is to take apart what existed previously in
order to bring together a new level of system identity. In one stage there is a catastrophic
collapse of resources that clears the way for successive developmental challenges; in the
next step, the path is clear for system resources to come together again in novel ways to
support the next upcoming stage of development.

For an individual, too much chaos/variability or too many fluctuations may result
in an existential crisis, where identity is most critically under question. This is often
precisely when synchronicities occur. An archetype is activated by the accompany-
ing high emotional tension stirred up in the unconscious. This aligns with Card’s
statements earlier. At such moments, psyche and matter no longer appear as separate
entities but seem to have arranged “themselves into an identical, meaningful sym-
bolic situation” as if the “physical and psychic worlds are two facets of the same
reality” frequently giving rise to synchronicities (von Franz 1992, p. 124).

Organizational models of transformation too depict cycles that alternate broadly
between order and chaos, where system resources build together to support the
system for a time, only to eventually fall apart to make way for the next level of
system incarnation.

Where complete order prevails, the system cannot adapt to changing life condi-
tions. But if there is too much chaos, the system cannot maintain sufficient structure
to sustain any sense of itself.

Complex adaptive systems (CAS) are a special category of systems. They are
known as adaptive because they possess the ability to respond to rapid changes in
their environment; they are known as complex because they possess the ability to
display emergence. This means that interactions between the elements of CAS
produce behaviors that are greater than the sum of the interactions. They also have
the ability to spontaneously produce higher order system behavior in response to
environmental factors (Cambray 2009).

CAS are nonlinear, which means that small changes to initial conditions can
have large-scale impact. CAS can also reach a threshold of complexity at which
point the system begins functioning in unpredictable directions where its initial
conditions become lost and can never be reversed or recovered (Briggs and Peat
1989).

CAS also cycle back and forth continually, between order and chaos. But the
region that is far from equilibrium (where perfect order prevails) but not yet
devolving into chaos offers particularly rich and promising opportunities. As open
systems, operating in the “far-from-equilibrium” region where the classical laws of
thermodynamics no longer apply, CAS are not only self-organizing, they produce
new levels of organization at the expense of dissipation of energy through the
phenomenon of emergence.

Emergence is the spontaneous manifestation of new forms and novel solutions to
system challenges. Examples of emergent behaviors include spontaneous and radical
system reorganization, information processing, evolution, and learning. Synchronistic
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events appear to also belong to this list of emergent phenomena that manifest in the
region far from equilibrium (on the edge of chaos).

Organizations also evolve and become more robust over time when they are
allowed to adapt to changing environmental conditions. Self-organization is a
spontaneous response in reaction to a critical challenge in the system. In the case
of organizations and other human systems, it is the behavior of humans operating in
networks that becomes critical.

The conditions that facilitate emergence include decentralized control; distributed
leadership; flat hierarchies; bottom-up, grassroots, democratic decision-making; and
a common goal or challenge around which the system agents can rally.

Emergence to the next higher level of system functioning is not guaranteed.
Sometimes the system cannot sustain itself and falls apart (system death). The
critical challenge in an organization typically appears as a conflict or tension of
some kind (Cambray 2009).

The way that tensions are handled is critical. According to Cambray, “building
consensus that holds rather than collapses diversity can lead to unanticipated creative
solutions” (Cambray 2009, p. 92). This can be accomplished by means of mediation,
especially where a dialectic between opposing positions can facilitate emergence of a
third position. This directly correlates to the process where a tension of opposites
gives rise to the transcendent function (described earlier in this chapter).

At the organizational (or collective) level, synchronistic phenomena appear to
play a critical role in providing unique opportunities for emergent processes in
focused group activities.

While emergence can seem (and often is) miraculous, it too has a shadow side and
can give rise to systems and results which are “morally and ethically ambiguous”
(Cambray 2009, p. 91). Emergence therefore requires grounding in thoughtful
reflection. It also requires vigilance to maintain its proximity to the edge of chaos
where its emergent responses are produced.

Interconnected Reality

The framework of reality described by Jung and Pauli consists of complex forms and
patterns, archetypes possessing psychoid qualities that can structure matter and
mysteriously connect inner and outer experience. In this reality, which is our reality,
synchronicity and causality together shape the world of our observation and expe-
rience. This reality is deeply interconnected at all levels down to its foundational
strata. It is a world where what occurs beneath the visible, the concrete, and the
observable is far greater and more powerful than what is visible. It is a world where
inexplicable events can coincide and miracles are not uncommon, because meaning
is a fundamental shaping factor in this universe.

It may be tempting to confuse the ideas of synchronicity with the popular concept
of the law of attraction. It is especially erroneous where the law of attraction itself is
frequently misunderstood as simply setting intentions to get whatever one wants in
life. The inverse of this idea of course is that anyone living in misery or suffering
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clearly doesn’t know how to manifest their intentions. Aside from the fact that this
idea falsely places blame on the individual for every woe that may befall him or her,
this way of thinking misunderstands the primary goal of the individuation process
which is wholeness. The direction and purpose of individuation as we saw in the
previous sections is not about serving the whims and desires of the ego, but about
shaping the ego through dialogue with the unconscious (and, more specifically, with
the Self) in the form of dreams, synchronicity, and the transcendent function and
through trial and tribulation toward a more differentiated wholeness. In this process,
the ego is not in charge but rather is led to its fate by the Self.

This is not to say that setting intentions doesn’t work. Intentions can and do bring
us closer to desired goals. But our conscious mind is only one player out of several
tasked with achieving our purpose. Also involved are fate and destiny.

In this radical understanding of reality, thoughts, deeds, words, and intentions
matter. Humanity matters. How we treat nature and the earth and all her inhabitants
matters deeply. Our actions have consequences.

Implications of Synchronicity

The idea that meaning acts as a principle in nature to connect events outside of
human agency has important repercussions.

One consequence of the synchronicity concept is that unique events are now
given recognition and can be included as data. Traditional scientific methods require
repeatability of results and use statistical mathematics to analyze data. This neces-
sarily excludes unique events or events with a low rate of occurrence. By recogniz-
ing that meaning is also a connecting principle in nature allows events that were
previously excluded to now be recognized.

Another significant implication of synchronicity research is that meaning is no
longer restricted to the human realm, but exists within the larger context of (physical)
reality — nature — in the form of patterns and deep interconnectedness that precede
cause.

In this case, matter itself contains some modicum of meaning because, as Jung
postulated, archetypes are psychoid, which is to say they structure matter as well as
psychic events.

Summary and Discussion

Individual human identity is developed over a lifetime, following recognizable
patterns and typical experiences that shape our personalities. In our lives, we are
confronted by obstacles that challenge the bedrock of our reality. Middle age is
known for the confrontation of this painful situation even as it offers the chance for
transformation.

Abstract, unseen constructs like objective meaning and causality partner together
to shape not only our everyday reality, but who we are as individuals as well. By
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maintaining a conscious attitude and core sense of self through the inevitable tumult
of development to maturity, we need not be subject to instincts and habits alone, but
rather we gain the freedom to become uniquely individual in response to life’s
challenges. Ultimately we may even learn to dialogue with life itself, in a conversa-
tion with fate, destiny, and our unique meaning that lasts our entire lives.

In The Power of Myth, comparative mythologist Joseph Campbell recalls a
fascinating idea put forward by German philosopher Arthur Schopenhauer.
According to Campbell, ... when you reach an advanced age and look back over
your lifetime, it can seem to have had a consistent order and plan, as though
composed by some novelist. Events that when they occurred had seemed accidental
and of little moment turn out to have been indispensable factors in the composition
of a consistent plot. So who composed that plot? Schopenhauer suggests that just as
your dreams are composed by an aspect of yourself of which your consciousness is
unaware, so, too, your whole life is composed by the will within you. And just as
people whom you will have met apparently by mere chance became leading agents
in the structuring of your life, so, too, will you have served unknowingly as an agent,
giving meaning to the lives of others. The whole thing gears together like one big
symphony, with everything unconsciously structuring everything else” (Campbell
and Moyers 2012, pp. 283-284).

Campbell could just as well be describing synchronicity, since “seeming acci-
dental” and “indispensable factors” are accurate descriptors of such unique, acausal,
meaningful events. His rich characterization of life articulates an unfolding process
of how individuals and organizations evolve with a unique, spontaneous capacity for
growth.

The predominant worldview, which overrelies on empirical science alone, fails to
recognize the tremendous value of mystery and the unexpected, of surprise, wonder,
and synchronistic occurrences. On a meta-system level, it is not surprising perhaps
that the twin discoveries of quantum mechanics in physics and synchronicity in
psychology disrupt the dualistic paradigm to reveal the underlying reality of the unus
mundus and the essential interconnectedness of all things.

Since Jung’s time, advances in computing capability have made it possible to
more deeply explore dynamic systems using chaos theory and complexity science
that are even better suited to modeling the human psyche. Scientists from varying
disciplines are increasingly speaking out publicly. These include Rupert Sheldrake
and his idea of morphic resonance (2009), Dean Radin’s work exploring parapsy-
chology with the Institute of Noetic Sciences (2013), and the work of scientists at
Princeton Engineering Anomalies Research (PEAR) studies. Their work provides
empirical evidence of the deep interconnectedness of our lives and the reality around
us. As true scientists, they seek to create integrative frameworks that, rather than
marginalize or diminish their nonrational experiences, are more inclusive of all
things human — the rational and irrational, conscious and unconscious, and objective
and subjective.

The experiences of individuals adhere to form collective organizations. Critical
thresholds under the right conditions trigger emergent properties and transform
individuals into collective entities. Just how individuals experience something
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personal before it becomes expressed externally is an area needing further
investigation.

The factors of individual development and transformation affect every organiza-
tion. The cycles of transformation that inevitably occur for any individual are
inevitable also for organizations even if the manner of manifestation differs, another
area for future investigation.

As the process of individuation demonstrates, dissolution and chaos within an
organization is not necessarily a sign that something has gone awry. Rather, it signals
that a system is evolving, growing, and possibly moving toward a new, and poten-
tially better stage in its development. It should be added however that “better” refers
to ultimate wholeness. Sometimes the natural next stage is death.

Too often an intervention at this “threshold of chaos” can interrupt the natural
cycle of a system’s teleological evolution. The phenomenon of objective meaning
opens our eyes to dynamic forces at play that transcend our personal definition of
what constitutes identity. Just as Copernicus radically redefined the geocentric
world, so too do concepts like objective meaning and synchronicity reveal that we
alone do not have the final word on what defines the unus mundus. Instead of seeking
to assert control over people and organizations, this new view encourages us to ride
the rhythms and cycles of change. If we can trust the deeper logic of the dynamic,
intelligent forces that shape our lives, we might be better able to risk uncertainty so
that a new and greater reality may emerge.

Questions and Conclusions

What the Jungian framework reveals is that the evolution and development of
individual personality and identity follow a trajectory that moves toward a goal,
one that is whole-making for the individual and, simultaneously, the world at large.
This amazing process is in other words purposeful and appears to involve individual
fate. Just what that fate may be is often revealed in nonrational ways, like dreams and
synchronicities.

This raises several questions and ideas that organizational leaders ought to
consider, when striving to understand the role of organizations in a collective
individuation process.

If individuals come to organizations with a personal purpose, what role might the
organization play in facilitating this purpose? How might organizations take into
account the various individual goals and purposes while achieving organizational-
level goals?

Perhaps organizations do not need to control employees so much as facilitate the
whole-making function of psychic processes. The more the organizational environ-
ment supports self-aware individual wholeness and self-knowledge, the more the
organization is enriched by an engaged, individuated workforce.

At the same time, it is critical to recognize that organizational outcomes may be
very different than expected in more traditional approaches of conducting busi-
ness. Especially when using approaches that support complexity and emergence,
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the natural process of the system may unfold in unpredictable ways, possibly
leading to the demise of the team, project, or even organization. “Demise” does
not necessarily mean “death” but metamorphosis. The individuals, the teams, the
project, or the organization itself may transform to provide different products or
services.

Since the world is based on an underlying interconnected reality, the unus mundus,
what implications might this have for employees and other members of organizations?
How might this affect the relationship organizations have with the communities in
which they reside? What does this view say about how we treat each other, our
neighbors, our communities, our environment, and our natural resources? What impact
does this perspective have on how we grow and develop future strategies?

If the meaning that imbues the life of each individual is not random but purpose-
ful, then it naturally follows that the meaning an organization possesses collectively
is also purposeful. To the extent that the organization serves the needs of the
collective, it can flourish as an agent of real change in the world.

The concept of objective meaning as a connecting principle that acts in conjunc-
tion with cause and effect also introduces fate as a shaping force in the events that
occur for individuals and organizations. Synchronicity and the concept of objective
meaning offer a new horizon in further exploring the formation of individual and
collective identity, how meaning is created in both instances, and the role played in
transforming chaos into cosmos.
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Abstract

This chapter takes it as axiomatic that Self-knowledge is the master key to
personal transformation and fulfillment. All wisdom traditions of the world
have upheld the importance of Self-knowledge as a prelude to every pursuit of
happiness and fulfillment. Since “self” is everyone’s most favorite subject and
since happiness is sought for the sake of the self, it stands to reason that any quest
for transformation and fulfillment should verily begin with knowing the self. Self-
knowledge deals with who and what we truly are. Self-knowledge is not a journey
of becoming; it is a matter of being. It is a journey from “me” to the real “I.”” Self-
transformation is the fruit of Self-knowledge. The Self, our true nature, is the
ever-present awareness of our own being.

The chapter is divided into three broad sections. The first section discusses the
need and importance of Self-knowledge for personal transformation. The second
section deals with establishing that fulfillment is voyage of inner discovery and
that Self-knowledge is the key to abiding happiness. The third section introduces
the philosophy of Advaita Vedanta, as enunciated in the Indian wisdom texts
called Upanisads and the Bhagavad Gita, to discover Self-knowledge and fulfill-
ment, right here and now, as our essential nature. The chapter shows that Self-
knowledge, as the knowledge of our true nature, is a self-evident, self-established
fact. Due to Self-ignorance, we are unaware of this vital fact. Through the
medium of teaching stories, metaphorical poems, and illustrative vignettes, this
chapter presents clear pointers to cognize our true nature.

Keywords
Self-knowledge - Personal transformation - Fulfillment - Happiness and
well-being - Vedanta - Bhagavad Gita - Upanisads

Introduction

When asked what was the most difficult thing, Thales, a pre-Socratic Greek philosopher,
mathematician, replied, “7o know thyself.”

This chapter takes it as axiomatic that Self-knowledge' is the master key to
personal transformation and fulfillment; nay, Self-knowledge is Self-transformation.
All wisdom traditions of the world have upheld the importance of Self-knowledge as
a prelude to every pursuit of happiness and fulfillment. Self-knowledge is also
universally acknowledged as the alpha and omega of all spiritual quest. Since

1“Self” is capitalized throughout this chapter to denote our highest Self, our “true” nature. Used as
lower case, “self” denotes the “ego,” or “psychosomatic apparatus,” or “personality” that we
generally take ourselves to be. Perhaps the most often used word in the English language is “I.”
We rarely pause to think what does this “I” really mean. For the most part, we take it to mean our
“ego” or the “me-notion.” Self-knowledge is the journey from the pseudo “me” to the real “1.”
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“self” is everyone’s most favorite subject and since happiness is sought for the sake
of the self, it stands to reason that any quest for transformation and fulfillment should
verily begin with knowing the self. While much physical discomfort in life is
unavoidable, most psychological suffering is optional. This chapter makes the
felicitous assumption that true Self-knowledge can ameliorate most of our optional
suffering and pave the way to lasting fulfillment. Therefore, it makes the plea that
one needs to know oneself. The quest for Self-knowledge, however, has nothing to
do with what is popularly known as self-improvement or spiritual betterment. As
J. Krishnamurti eloquently puts it: “We are talking of something entirely different,
not of self-improvement, but cessation of the [separate] self.”

Through Self-knowledge, this chapter provides the philosophical basis for the
quest of transformation and fulfillment. It is divided into three broad sections. The
first section discusses the need and importance of Self-knowledge for personal
transformation. The second section deals with establishing that fulfillment is voyage
of inner discovery and that Self-knowledge is the key to abiding happiness. The third
section introduces the philosophy of Advaita Vedanta, as enunciated in the Indian
wisdom texts called Upanisads® and the Bhagavad Gita,* to discover Self-
knowledge and fulfillment, right here and now, as our essential nature. The chapter
shows that Self-knowledge, as the knowledge of our true nature, is a self-evident,
self-established fact. Due to Self-ignorance, we are unaware of this vital fact.
Through the medium of teaching stories, metaphorical poems, and illustrative
vignettes, this chapter presents clear pointers to cognize our true nature.

2Cognizing that there is no separate entity standing apart from the deeper harmony of things, the
core truth of our being is the “cessation of the self” as we know it.

3Although there are 108 Upanisads that are extant, out of these ten Upanisads are considered more important
because the great commentator, Adt Sankara, wrote elaborate commentaries on these: Brhadaranyaka
Upanisad, Chandogya Upanisad, Mandiukya Upanisad, Kena Upanisad. Katha Upanisad, Mundaka
Upanisad, Aitareya Upanisad, TaittirTya Upanisad, Pra¢na Upanisad, and Iéa Upanisad. Once a seeker, so
the story goes, approached a Mahatma (“a great soul”’) and asked: Revered Sir, how many Upanisads do |
have to study to know myself?” The Mahatma replied with a question: “How many mirrors do you need to
look at yourself?!” ~Narrated by Swami Tejomayananda, Discourses on Brahma-Sitra, No. 1.

“The Bhagavad Gita holds a special place in the world’s sacred and philosophical literature and has
wielded an enduring influence on the spirit of humankind. According to a preeminent modern
Sanskrit scholar, J. A. B. van Buitenen, “No other Sanskrit text approaches the Bhagavad Gita in the
influence it has exerted in the West” [J. A. B. van Buitenen, ed. and trans., The Bhagavad Gitd in the
Mahabharata: A Bilingual Edition (Chicago: University of Chicago Press, 1981)]. L. Basham and
other Sanskrit scholars agree that the significance of the Bhagavad Gita in India is comparable to
that of the New Testament in Western civilization [K. W. Bolle, The Bhagavadgita: A New
Translation (California: University of California Press, 1979), 224]. Noting its widespread appeal
and popularity, Robert N. Minor, a modern exegetical commentator, states that the Bhagavad Gita
has become “the most translated text after the Bible” [R. N. Minor, ed., Modern Indian Interpreters
of the Bhagavad Gita (Albany: State University of New York Press, 1986), 5]. Count Hermann
Keyserling, a German philosopher, hailed it as “perhaps the most beautiful work of the literature of
the world” [Cited in Will Durant, The Case for India (New York: Simon and Schuster, 1930), 6].
Steve Jobs’ credo “Actualize yourself” seems to have come directly from the Bhagavad Gita’s
philosophy of Self-realization. Peter Senge, one of the preeminent management thinkers of our
time, has quoted the GTta in two of his celebrated books, The Fifth Discipline and Presence.
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In the Vedantic scheme of things, there is no difference between Self-knowledge and
Self-realization, for to know the Self is to realize or to be the Self. As Afdal al-Din
Kashani (c. twelfth century C.E.) puts it succinctly, “To know oneself is to know the
everlasting reality that is Consciousness, and to know it is to be it” (Chittick 2015). When
one knows that the fire burns, one does not have to put one’s hand in the fire to realize
this fact. Put differently, in the realm of Self-knowledge, knowing is being and being is
knowing. Unlike things that are separated from us by time and space — for which we
have to do something to attain them — Self-knowledge does not involve doing something
new or attaining something afresh. It is only a matter of re-cognizing, re-discovering an
already existing fact — prapatasya prapati® — and attaining the already attained.

By way of a holistic approach to fulfillment, the chapter unfolds the vision of
Oneness as propounded by Vedanta, the non-dual philosophy enunciated in the
Upanisads and the Bhagavad Gita, the key spiritual texts of India. In Indian
philosophy, enlightenment is spoken of as Self-realization, the attainment of the
Supreme Self. However, it is important to understand the exact sense in which the
word “realization” is used. Sri Ramana Maharshi, the great Indian sage, clarifies:

We loosely talk of Self-Realization, for lack of a better term. But how can one realize or
make real that which alone is real? All we need to do is to give up our habit of regarding as
real that which is unreal. All religious practices are meant solely to help us do this. When we
stop regarding the unreal as real, then reality alone will remain, and we will be that.
(Devaraja Mudaliar 2000a)

Vedanta takes it as axiomatic that “the highest aim of religion is ... Self-
knowledge” (Giri 1984) and that the knowledge of the Self and the knowledge of
the Ultimate Reality are identical. Adi Sarnkara, the great Advaita philosopher, urges
that “you must realize absolutely that the 4 tman [the Self] is Brahman [the All-Self]”
(Prabhavananda and Isherwood 1975).

The Knowledge Worth Sacrificing Everything For!

When Nalanda University, a great Buddhist center of learning from 427 to 1197 CE, was
ransacked in c. 1200 CE, two surviving monks managed to salvage the most precious manu-
scripts from the pillaged library. While ferrying this priceless cargo, water started entering the
boat. The two exchanged glances and, the story goes, that without a word the elder monk jumped
into the river, sacrificing his life for knowledge. (Veerendrakumar, cited in Panoli 2008)

What type of books or what kind of knowledge it could have been that the senior
monk in the story did not even blink to sacrifice his life for? It must have been the
treatises, the knowledge, one may surmise, which leads one from illusion to reality,
from Self-ignorance to Self-knowledge, and from mortality to immortality. The
knowledge that bestows the supreme bliss of life eternal, the liberating wisdom

>In order to retain some flavor of the original, the chapter presents some Sanskrit terms and phrases in
transliteration, using diacritics according to the International Alphabet of Sanskrit Transliteration (IAST)
convention. A small bar drawn over a word (e.g., “a”) indicates elongated sound: as “a” in the word “park.”
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which reveals our inseparableness from the Divine Ground of Being and establishes
the identity of the microcosm with the macrocosm, the oneness of the atman, the
individual self, with Brahman, the universal reality.

Did the senior monk pay it too dearly with his life for preserving the books containing
such knowledge? Not really, considering what Sage Vasista tells the young Rama®:

yavadanyanna santyaktam tavat samanyameva hi /
vastu nasdadyate sadho svatmalabhe tu ka katha //

Even in the course of ordinary secular life, unless you leave something, you cannot attain
another. In order to attain the all-pervading Self, how much more of sacrifice is necessary?

Accordingly, the extent of sacrifice required in order to attain the all-pervading Self
has to be immense. And why should it be otherwise? If you want to buy gold, you must
pay for it in gold.” We are told that “the only Zen you find on tops of mountains is the
Zen you bring up there”(Pirsig 2006). Only those who are willing to stake all and
everything of their false self can expect to discover the fullness of their true self.

What Is Self-Knowledge?

Self-knowledge is the knowledge that we are the Self, the Unchanging Witnessing
Consciousness. Self-knowledge refers to the knowledge of our true nature.® Our true
nature is the felt sense of being conscious and present. Every type of experience —
sensations, thoughts, feelings, perceptions, etc. — presupposes your own awareness-
presence. While all other types of knowledge pertain to knowing everything that can
be objectified externally as the knowable, Self-knowledge is about knowing the
“Knower” without subject-object dichotomy. However, being the knower, the inmost
Self (pratyak atma) cannot be an object of knowledge.” Our knowledge of the world
appears to be direct, but in reality it is only a mediated knowledge, experienced
through the medium of the five senses and the mind. Self-knowledge, the knowledge

TG Hrcahy TTar |- fz |

T ATETEIA |TE T q 1 e ||
7An Urdu verse speaks about a secker who aspires for savoring the depth of the ocean but, ironically,
expects to discover the depth at the surface of the ocean: Mujhko gahraee mein utarana hae, Par mein
gahraee staheh par chahun. ~ Jan Aeliya

8811 Sankara in his commentary to Brahma-Sutra 1.1.6 states that “@ma hi nama svaripam”
TeHT f& 91 T@Euq; What is meant by the word “Self” is one’s own nature. See V. Panoli, trans.,
Prasthanathraya, Volume VI — Bramasutra (Kozhikode, Keralam, India: Mathrubhumi printing &
publishing Co. Ltd., 2011), 75.

*“Through what should one know That owing to which all this is known!” [Brhadaranyaka
Upanisad 4.5.15] See also Swami Satprakashananda, Methods of Knowledge: According to Advaita
Vedanta (London: George Allen and Unwin Ltd.), 230. This book presents the most succinct, lucid,
and comprehensive exposition of some highly intricate concepts regarding the epistemology of
Advaita Vedanta, perhaps the best single-volume presentation on this topic in English language.
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of one’s own existence — being of the very nature of Consciousness itself — alone is
direct and immediate intuitional experience (saksadaparoksad).'® There is no path to
Self-knowledge. What path does one need to reach oneself?'' Actually, the image of
the path is misleading. This is the most essential point to grasp in approaching the
question “who am [.” As the undeniable truth of our being, Self is already and always
there as our conscious presence. The quest for Self-knowledge, therefore, is not a
journey but a homecoming.

What we usually call “knowledge” is information about the objects, about the
things other than our self. By its very nature, Self-knowledge is the knowledge of the
knower, the very subject — the pure witnessing Consciousness (sakshi chaitanyam) —
that illumines all knowledge. The question of questions is: While one uses percep-
tion and inference to know the external world, by what means should one know the
knower — the knowing Self? The wisdom traditions of the world recommend several
methods that can serve as good catalysts for Self-knowledge, such as self-awareness,
self-remembering, and self-inquiry. This chapter will focus on Self-inquiry as the
key method to know or intuit the Self.

That we exist is the only fact we know beyond any shadow of doubt, for no one
can ever deny or doubt their own existence.'> To say that “I do not exist” is illogical
for it presupposes my existence in order to claim that I do not exist! This under-
standing reverses the popular Cartesian logic of ‘cogito, ergo sum,” “I think,
therefore I am,” into “sum, ergo cogito,” “I am, therefore I think.”!® After all, “I
am” is prior to thinking and my being does not depend upon my thinking. 7 do not
need to think in order to be. My true nature is presence-awareness: “I am” and I know
I am. Though aware of our own existence, we are not aware of our real nature. It is
with reference to our real nature that Socrates gave the instruction, “Know Thyself.”

loﬂéaulemlqu{leraugqsl,E{aTl?HTHqT-m: “The Brahman that is immediate and direct—the self that is
within all.” “This is your self that is within all.” See Swami Madhavananda, trans., The
Brhadaranyaka Upanisad with the commentary of Saikaracarya (Mayavati, Almora, Himalayas:
Advaita Ashrama, 1934/2008), 330.

"'Consider the following exchange between a Zen master and a student:

Student: What is the way to Enlightenment?

Master: What path do you need to reach yourself?

Student: So practice does not help?

Master: No, it does help.

Student: How so?

Master: Enlightenment is an accident. Practice makes you more accident-prone!
Student: Then what is the cause of unenlightenment?

Master: Seeking enlightenment!

[Source: Unknown]

1281 Sarikara in his commentary to Brahma-Sutra 2.3.7 states, “Being the basis of all proof and
disproof, the self is established prior to them. . ..What is extraneous can be denied, but not the self.
For, he who denies that is the Self.” Satprakashananda, Methods of Knowledge, 231. Also see
V. Panoli, trans., Prasthanathraya, Volume VI — Bramasutra, 669.

Bt is not that “I think, therefore I am”; rather, “I am, therefore I think!” How can our being depend
upon thoughts which come and go?
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“It is enigmatic,” says a modern Vedanta teacher, “that man with all his pretensions
to knowledge does not know himself. Nay, he knows himself wrong;”14 hence, the
need and importance to know one’s true nature.

As Sri Ramana Maharshi has observed, “To the ignorant, ‘I’ is the self limited to
body. To the wise, ‘I’ is the Infinite Self.”'> Through Self-inquiry, when we realize our
true nature as the limitless Self, it puts an end to relentless seeking, suffering, fears,
worries, and desperation. In Self-knowledge, we discover the source of supreme peace
and freedom. We discover inner joy that is our own true nature. This joy is nrot
experiential in that it does not depend upon external props. This is evident from the
fact that everyone loves themselves the most. Our self must be the unconditional
source of joy, for no one can love that which is the source of distress. This under-
standing brings about Transformation in the form of freedom from fear, insecurity, and
worry — once and for all.'® One recognizes oneself to be forever free, whole, and
complete (purana). All seeking and doubts — that I am small, separate, limited entity —
are conclusively resolved, once the fullness (puranatvam) of the Self is realized.

The Need for Self-Knowledge

The importance of Self-knowledge in personal transformation can hardly be over-
emphasized. It is said that, “one who knows oneself knows God.”'” The Bhagavad
Gita, the Hindu wisdom text par excellence, describes it as “That which has to be
known, knowing which immortality is attained.”'® The Upanisads, the primary
Hindu treatises on Self-knowledge, extol that “there is nothing higher than the
attainment of the Self,”'” that “the knower of Self reaches the Supreme Felicity,”*’
that “Self-knowledge is the harbinger of liberation while living,”*' and that “the
knower of Self crosses over sorrow.”** The Kena Upanisad warns, “By not knowing

4Satprakashananda, Methods of Knowledge, 232.

SCited in Swami Rajeswarananda (ed.), Thus Spake Ramana (Tiruvannamalai: Sri
Ramanasaramam, 1995), 21.

1The knower of Self crosses over sorrow (tarati Sokamatmavid), declares Chandogya Upanisad 7.1.3.
Paraphrasing an important Hadith: “man ‘arafa nafsahu fagad ‘arafa Rabbahu.” “Know yourself
and you shall then know God, “says Sri Ramakrishna. Cited in Swami Satprakashananda, Methods
of Knowledge, p. 232. Mundaka Upanisad 3.2.9 goes a step further: Who knows Brahman becomes
Brahman: sgy 9¢ sidle wafa

8 yaj jiiatvamrtam asnute . . .WW%@/EG 13.12.

Y gtmalabhanna param vidyate: seqemy— 9< o

20Brahmavidapnoti param || sefeer=ifa ooy 1| [Taittirfya Upanisad 2.1.1]. In Upanisads, the words
Atman (Self) and Brahman (Absolute) are used interchangeably, denoting the oneness of the
individual Self and the universal Self.

2'Brahma-Sutra Bhashya 1.1.12.
2 Tarati sokam dtmavit: g sreafaq ~ Chandogya Upanisad (7.1.3).
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the True Self, one is at a great loss.”? Similarly, in the Greek wisdom tradition,
Socrates succinctly framed it as the highest principle of wisdom to “Know Thy-
self.”?* He did not mince words when he said, “The unexamined life is not worth
living.”*> However, Socrates has left no self-help manual for us beyond such pithy
dicta. His student, Plato, points out that “the essence of knowledge is Self-
knowledge.”*°

-

There were these two young fishes swimming

What the Hell Is Water? \

along, and they happen to meet an older fish
swimming the other way, who nods at them
and says, “Morning, guys, how's the water?”

And the two young fish swim on for a bit,
and then eventually one of them looks over
at the other and says, “What the hellis

\water? i /

Since happiness is sought for the sake of the self, it stands to reason that the quest
for fulfillment should begin with knowing the self. As the foregoing story?’ illus-
trates, without Self-knowledge one can overlook one’s essential reality, even when
completely immersed in it.

This is an excellent example of missing out on reality due to Self-ignorance.
How can we explain the enigma of Self-ignorance when self is ever-present and
self-evident? It is our common experience that when we want to know or perceive
something, there has to be some distance between us and the thing to be
perceived. While all other types of knowledge pertain to the external, objective
phenomena, Self-knowledge is the knowledge of the Knower, the very subject,
the Self. For example, we are not able to see a book if it is held too close to our
eyes. Since our self is closest to us, perhaps that is why we tend to overlook it. It
requires a certain measure of detached objectivity and alert awareness to know
oneself. Lao Tzu was right: “To know others is intelligence; to know oneself is
wisdom.” Hence the importance of Self-knowledge in discovering the truth of
our being!

2na cedihavedinmahati vinasti: 3 3fegadiedt faafy; Kena Up. 2.5.

HMonithi seauton (“Know Thyself”) is an ancient Greek aphorism and one of the two most famous
Delphic maxims, the other being “nothing in excess.”

ZPlato, Apology, 38a.
26plato, Phaedrus, 230a, H. and C., p. 478.

2TThis story was told in a commencement speech by David Foster Wallace to the 2005 graduating
class at Kenyon College.
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The following story>® shines further light on the importance of Self-knowledge
before starting any journey of self-discovery:

( Who Is Lost? \

A tale is told of a tourist who went to an exotic travel gift shop to buy

some maps for the city he wanted to visit. He saw an item on display
that looked like a compass. The compass had a lid, the inside of which
contained a mirror. A little surprised over the combination of compass
and mirror in one product, the tourist asked the owner about the
rationale behind such an unusual product.

The owner explained, “The compass helps to find out where one is lost,

while the mirror helps to determine who is lost!”

%

In a famous dialogue that occurs in the most important Upanisad,
Brhadaranyaka Upanisad (4.5.6), the sage Yajiavalkya tells his wife, MaitreyT:
atmanastu kamaya sarvam priyam bhavati: “It is for the sake of Self, everything
becomes dear.” The great sage is not glorifying selfishness but pointing out a
most profound psychological fact: Self is always loved unconditionally by
everyone. And everything else is dear for the sake of self alone. That being so,
one should know the Self, since it is for the sake of Self alone that everything is
sought. The sage wanted to awaken the yearning for Self-knowledge.’

Self-knowledge puts an end to a life of relentless becoming by revealing a Self
that is at once whole, full, and complete (purana). Anchored in Self-knowledge,
fulfillment becomes more a matter of being than having, more a matter of belonging
than belongings, and more a matter of values than valuables. True happiness is not
experiential; it lies within, to be discovered as limitless Consciousness and bliss
supreme. “...Inside you” reminds Hermann Hesse, “there is a stillness and a
sanctuary to which you can retreat at any time and be yourself,. . .Few people have
that capacity and yet everyone could have it”(Hesse 1982). This is then the greatest
of all paradoxes: chasing all around to get back to yourself! It is perhaps due to the
utter simplicity of the fact of Self-knowledge that it is said that millions seek,
thousands teach, and only a few arrive.*®

28 A traditional tale transcribed by the author.

29This dialogue occurs twice in the Brhadaranyaka Upanisad: 2.4.5 and 4.5.6. For this famous
dialogue on the importance of (and the means to) Self-knowledge, See Swami Madhavananda,
trans., The Brhadaranyaka Upanisad with the commentary of Sarkardcarya (Mayavati, Almora,
Himalayas: Advaita Ashrama, 1934/2008), 246-247 and 538-539.

30See the Bhagavad Gita 7.3: Hardly one among thousands strives for perfection; of those striving,
and attaining perfection, hardly one knows Me in truth. In the Bhagavad Gita, wherever Sri Krsna
says “me’ (mama), it signifies the universal Self.
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The Importance of Self-Knowledge

All wisdom traditions have emphasized the importance of Self-knowledge in spir-
itual quest. The following story alludes to the power of knowledge and its relation to
peace and security:

A certain billboard pictured a dog and a cat looking at each other. The ferocious dog was
trying to pounce at the cat, yet the cat seemed unperturbed and even amused, sitting quietly
in front of the dog.

The caption simply read: The Power of Knowledge!

The dog was on a leash. The cat was aware of this fact. This knowledge gave the cat the
freedom to enjoy the moment with great peace of mind.*'

Such is the power of knowledge!

If mere knowledge of our surroundings confers such security, imagine what level
of security Self-knowledge can engender. It is here that we are told that there are no
recipes, no formulas, and no quick, royal road to Self-knowledge.

Self-knowledge does not bestow any obvious advantages in the practical sense. It
is not needed to be proficient in any discipline of knowledge — for which all one
needs is five senses supported by the mind. Thus, one can be an expert in any number
of fields and still continue to be ignorant about one’s own true nature. Similarly, one
may be the most well-known person in the world and still unknown to oneself. Since
Self-knowledge is not really required to function well in the world, one may remain
blissfully ignorant of oneself, even though outwardly being very knowledgeable and
successful. To see this point clearly is a great step on the path to Self-knowledge.

If Self-knowledge does not bestow any special advantage, then why should one
know oneself at all? A little reflection will show that our “self” is the only constant
factor underlying all our experiences, perceptions, thoughts, and emotions. Wher-
ever we go, there we are. Some people speak about finding oneself as if one can ever
lose oneself! And no matter how far we travel, we cannot really get away from
ourselves. The following exchange highlights the need and importance of Self-
knowledge.

Why Should | Seek Self-Knowledge?

Once, a successful executive of a Fortune 500 company was travelling with a Swami, an

Indian spiritual teacher.*”> They happen to be sitting next to each other. After a while, the

executive turned towards the Swami and asked, “What do you teach, Swamf ji?”
“Self-knowledge,” replied the Swami.

3IThis vignette is based on a discourse of Swami Paramarthananda, a contemporary teacher of
Vedanta. The pious teachings of the saints, Gurubani, likewise point out that, without Self-
knowledge, the fog of delusion does not disappear: Jan Nanak binu apa chinai mitae na bhram
kT kat ||12]|]1]) 7o aras fag v &s e & gt et RN (SGGS 684).

*nspired by Swami Tejomayananda’s discourses on the Bhagavad Gita and Kenopanisad.
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“How is Self-knowledge relevant to my life?” the executive asked.

“Are you relevant to your life?”” asked the Swami.

Still undaunted, the executive countered, “Well, why should I seek Self-knowledge? I am
highly successful in what I do. I am blessed with good health, wealth, family, friends, power
and all that. I am happy with my life as is?”

The Swami smiled and said, “I am happy that you are happy! However, with
Self-knowledge, you will be ‘happier!” Moreover, now your happiness is dependent
upon your position, possessions, circumstances, things, etc. You never know:
Anything can change tomorrow. It is not that Self-knowledge will make everything go
well. But it will give you that objectivity, detached inner freedom, to deal with any
surprises life will bring in its wake for you. It will give you the inner security which is not
dependent upon external circumstances and things. Above all, with Self-knowledge you
will come to realize that the most important things in life are not ‘things.” And, finally,
since happiness is sought for the sake of Self, it stands to reason that one should know
oneself.”

This could be our common story. We may take the passing attractions of the
“finite” world of things, objects, and experiences to be all that there is to our mortal
life. Like the executive in the story, we may even ruminate that wealth, power,
success, etc., are the supreme goals of human life, without ever realizing their
obvious limitations and their tantalizing transience. Life in its infinite bounty and
compassion may still arrange an impromptu encounter with truth, as in the case of
our dear executive in the story — albeit silently and in the manner of “To whom May
It concern!”

It has been observed that “philosophy bakes no bread, but without it no bread
would ever have been baked.” Likewise, Self-knowledge does not bestow any
practical advantage per se. But without it, nothing makes sense really. The
following story further illustrates the seminal role of Self-knowledge (Thompson
2002):

( The Case of the 18th Horse! \

A father left a large inheritance of land, money, gold, and 17 horses to
be divided as 1/2, 1/3, 1/9 among three children. Everything else got
divided easily but they were confused how to
divide the horses.

In desperation, they contacted an old friend of their father. He came
riding on his horse and offered to add his to the herd, to make the
total =18 in all.

Now they could easily divide it in 1/2, 1/3, 1/9, as (9+6+2) =17.

And the family friend still had his horse.

\- J

Self-knowledge is like the 18th horse in the story, without which the calculus of
life makes no sense.
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Discovering Self-Knowledge
Be as you are. (Ramana Mabharshi, cited in Godman 1985)

A good place to start the journey of self-discovery is to realize that we often have
false ideas about ourselves. We are not what we normally take ourselves to be. What
does it really mean to know oneself? To know oneself at what level — at the body/
physical level or at the mind/intellectual level? Or is there something more lurking
behind these intuitively obvious categories? In our common usage, we tend to refer
to these as “my body,” “my mind,” and “my intellect.” We do not say “I-body,”
“I-mind,” and “I-intellect.” This is not just a linguistic contrivance or convenience
but a fundamental distinction that goes to the very root of who we are. To refer to our
body as “my” body and our mind as “my” mind is to say that I am not my body, nor
my mind. For example, we are used to saying “my body is strong/weak,” “my mind
is sharp/clear,” etc.. In other words, “T” and “my body/mind” are two separate things.
After all, I “experience” my body and mind. It is a basic rule that “I am different from
whatever I experience.” Ontologically and epistemologically, the subject is always
different from the object(s).

When the senses perceive external objects, they act as the subject to the myriad
objects. When mind perceives the senses or emotions — for example, when I say “my
eyesight is weak” or “I am feeling happy” — mind acts as the subject and senses and
emotions act as the objects. Similarly when I say, “my mind is confused,” my
intellect is objectifying my mind. When I say “I want to think about this matter,”
my ego is objectifying my intellect. When I say, “I have low self-esteem,” “I”” the
subject is objectifying the ego, the seat of self-esteem. However, “I” the subject can
never be objectified, for “I”” is the ultimate Subject.*® This is what is referred to as our
“being.” This knowledge of our being, our true Self, is not an intellectual concept. It
is prior to even the mind and the intellect. Before the next thought arises, we are
there, ever-present as conscious-awareness. This intuiting of separation between “I”
and my “body-mind-senses” apparatus is sometimes referred to as the awareness of
“I-Amness,” the awareness of our innermost being or felt presence. Come to think of
it, this feeling of “I-Amness” is our only true capital. Everything else is either
borrowed or construed knowledge/information.

Essentially, the process of discovering our true nature is largely a process of
elimination®* — finding out what you are not leads to the knowledge of what you are:
I am not this body, I am not these emotions or thoughts, etc. On the path of

33This methodology, prakriya, is called drk-drshya viveka, the discrimination of the seer and
the seen.

3*This approach is called via negativa 33t neti, neti — not this, not this. sa esa neti netydtma:
guvifreman: This self is That which has been described as “Not this, not this.” See Swami
Madhavananda, trans., The Brhadaranyaka Upanisad, mantra 4.2.4, 413—414. 1t should be noted
that the methodology of neti neti — not this, not this — negates the reality of the objective world from
the absolute standpoint. It does not — nay, cannot — deny the witnessing Self, which is the conscious
principle, the ultimate Subject. This approach is called via positiva, eti, eti — this, verily this indeed.
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Self-knowledge, one does not gain anything. Only Self-ignorance is lost. This is
called arriving at the Self (@tma) by negating the nonself (anatma). This is a key
methodology of arriving at Self-knowledge and is referred to as arma anatma viveka
— discrimination between the Self and the non-Self. As Sri Nisargadatta Maharaj, a
modern Vedanta teacher, succinctly put it:

To know what you are, you must first investigate and know what you are not. The clearer you
understand that on the level of mind you can be described in negative terms only, the quicker you
will come to the end of your search and realize your limitless being. (Cited in Wheeler 2002)

Once one has negated the non-Self, what remains is the Self, the natural state of
the conscious Witness, the transcendent Self that is described as “Not this, not
this.”*> However, it is equally important to emphasize the positive side of the
equation of who we are: the unchanging conscious witnessing principle that illu-
mines the senses, emotions, thoughts, memory, and the “me-notion.” This silent
witness is our true nature. Re-cognizing this Eternal Witness principle in and through
all our experiences is called Self-knowledge.

Kena Upanisad verse 2.4 describes a simple methodology how the Self is known:
“Self is known through each and every cognition.”*® ST Sankara’s comment on this
verse is categorical: “There is no other way to attain the knowledge of the inner
Self.”?” Brhadaranyaka Upanisad 3.4.2 further clarifies: “Self is the Seer of vision,
the Hearer of hearing, the Thinker of the thought, the Knower of knowledge
(Gambhirananda 1957). In sum, Self is the illumining principle of the senses and
the proceedings of the mind. This knowledge, avers Kena Upanisad 2.4, bestows
immortality.

Seeker Is the Sought

What you seek is so near you that there is no place for a way. (Frydman 2012)
~Nisargadatta Maharaj

While what we seek keeps on changing, the seeker in us continues to be the same.
Self-knowledge reveals the radical fact that the seeker is the sought.*® The following
traditional tale (Madhavananda 1934) illustrates the point splendidly by highlighting
both the predicament of Self-ignorance and a way to end it:

353ee Swami Madhavananda, trans., The Brhadaranyaka Upanisad, 414 [Sankara’s commentary on
mantra 4.2.4.].

3%Kena Upanisad 2.4: pratibodhaviditarh matamamrtatvarn hi vindate: sfwrafif s & s | The
Self, which is self-evident, is re-cognized in every cognition. As consciousness, it is present as the
invariable truth of all experience.

37nényaddvéramantarﬁtmano vijiianaya: s=gme famema: V. Panoli, trans., Prasthanathraya Vol-
ume II: Isa, Kena, Katha, Mandukya with the Karika of Gaudapada (Kozhikode, Keralam, India:
Mathrubhumi printing & publishing Co. Ltd., 2006), 114.

30ne sage says, “What one is searching for is what one is searching with.”
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The Missing Tenth Man

Ten monks crossed a river, and one of them counted their number to
see if everyone had safely crossed. To their dismay, one was found
missing. Then everyone took their turn at counting, but the result
was the same. So they began to lament, when a Rind passer-by
inquired what it was all about.

On being told what had happened, he readily understood the
situation, and asked one of them to count again. When he stopped
at nine, the passer-by said to him, “You are the tenth man.” This he
repeated with the rest of them. Then they saw their mistake and
went away happy. Everyone had left himself out in the counting!

-

This story highlights that the uniqueness of Self-knowledge lies in the fact that,
unlike all other forms of knowledge, it does not entail any new acquisition of
information. It only involves freedom from Self-ignorance. Like the tenth man in
the story, gaining the essential Self means realizing our mistake of self-forgetfulness
or Self-ignorance. The Self, like the tenth man in the story, appears initially to be not
known through ignorance, but subsequently becomes known through knowledge.
From an absolute standpoint, again — like the tenth man in the story — the essential
Self was never lost to begin with and is ever-attained.

Sri Ramana Maharshi underscores this point succinctly in the following important
passage:

There is no greater mystery than this, that we keep seeking reality though in fact we are
reality. We think that there is something hiding reality and that this must be destroyed before
reality is gained. How ridiculous! A day will dawn when you will laugh at all your past
efforts. That which will be the day you laugh is also here and now.>’

Strictly speaking, we cannot objectively know our Self because we are the Self.
The seeker is already the sought! We are the knowing self — the pure awareness — the
subject, and the knowing subject, by definition, can never become the object of
knowledge. John Wheeler clarifies this important point that “you are what you are
seeking” succinctly:

Trying to focus on your true nature is something like looking for your eyes, when the whole
time you are looking through them. If you try to focus on your being or aware presence, you
will be trying to turn it into an object. Since you are not an object, you will be looking in
vain. Just see this point and pause. Being-awareness is here in all of its immediacy and
clarity. That is it. Why should you try to focus on it, when you are it? See the false concept

3Cited in Swami Rajeswarananda (ed.), Thus Spake Ramana, 111. See Talks with Sri Ramana
Maharshi (Tiruvannamalai: Sri Ramanasramam, 2000), 134.
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and the error contained in it. Your being is not to be obtained. It is pointed to as a present fact.
(Wheeler 2012)

The Self seems as though veiled currently due to certain inhibiting factors,
primarily ignorance. This ignorance does not denote any lack of information or
knowledge in any general sense. The ignorance that is referred to here is actually
Self-ignorance, the ignorance or unawareness of our essential nature. The entire
quest of fulfillment therefore is of the nature of awakening, a journey of recog-
nition without distance from here to here. The following story* splendidly
underscores the paradox of missing our reality, while riding on it, metaphorically
speaking:

4 )

Lost Donkey?

A man bought 4 donkeys and rode home on one of them.
When he reached home, his wife came out to greet him.
While sitting on one donkey, he started counting and found
fie had only 3 donkeys.

He said to his wife that he was missing one donkey!
His wife asked him, “How many donkeys did you buy?
He said, “I bought four, but now I only see three.”

His wife smiled and said: “I see five!”

- )

The man in the story is Mulla Nasruddin Hodja, a populist philosopher and a
consummate jester. He is known to poke fun at our common incongruities, using
himself as an example. Our search for the Self may be “likened” to looking for the
fourth donkey in the story: We have been at it all along, so to speak, yet failing to
recognize it while comfortably riding on it! Paradoxically, avers Anthony de Mello,
“Wisdom tends to grow in proportion to one’s awareness of one’s ignorance”
(De Mello 1988).

Attainment of the ever-attained Self, therefore, essentially means letting go of
our false notions about what we take ourselves to be, that is, a limited body-mind-
senses complex subject to mortality and unhappiness. It is about chipping away,
so to speak, the fabricated edifice of the false “I,” the imposter ego, posing itself
to be the real Self. This special understanding requires subtle discernment to
reclaim our true heritage. And this requires knowledge, not any special effort or
action. We just have to know ourselves as we truly are. To know the Self is to be
the Self.

40A traditional Sufi tale, transcribed by the author.
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Self-Knowledge: An Already Accomplished Fact

The only thing that is self-evident and ever-present is the Self — the felt awareness of our
being or presence. Everything else becomes evident through the Self which is of the
nature of pure awareness or Consciousness. Sri Ramana Maharshi explains succinctly:

‘I exist’ is the only permanent, self-evident experience of everyone. Nothing else is so self-
evident (pratyaksha) as ‘I am’. What people call ‘self-evident’ viz., the experience they get
through the senses, is far from self-evident. The Self alone is that. Pratyaksha is another
name for the Self. So, to do Self-analysis and be ‘I am’ is the only thing to do. ‘7 am’ is
reality. T am this or that is unreal.*'

Our whole existential experience can be reduced to two basic entities: “I”” and
“not-1.” There is this “I” and everything else is “not-1.” “I” refers to “I-am,” the
conscious principle, the “locus” of all experience and every emotion and thought.
When Moses saw the blazing light of God on the Mount Sinai and, in awe, asked for
God’s name, we are told, the Light responded: “YHWH” — “I am That I am.”*?
“I am” remains the most unique, the most exclusive, singular epithet to refer to
oneself, as if, partaking the Divine Reality.

This is also evident how pronouns work in all languages. The second- and third-
person pronouns, You, They, He, She, and It, can be used to refer to any person or
thing. But the first-person pronoun, “I,” can only be used to refer to one and only one
person — namely, “you.”** There is only one person that is referred to when anyone
refers to himself or herself as “I am.” There is only one person in the whole creation
that is like you and that is you. You are the sole actor/director of your life’s drama. It
is a one-act play, a monolog. And it is so for every single person!**

Little wonder, we have transitioned from a “me culture” to a “selfie culture.” Ever
wonder about the secret of Apple’s success. Apple Inc. chose their logo very well, all
the way: First at the dawn of creation, it was the apple that was offered by Eve to
Adam. Perhaps the same apple fell on Newton’s head, knocking out all knowledge
so that gravity can get in. And we are told that “an apple a day keeps the doctor
away.” Apple Inc. names its products ingeniously: iMac, iPod, iPhone, and iPad.
Notice the prominence given to the “I.” Hence, their success.

If Self-knowledge is a self-evident fact, how come we are told, as in the opening
quote, that to know one’s own self is the most difficult thing? How do we reconcile
these two divergent viewpoints — that Self-knowledge is the most difficult thing and

“!A. Devaraja Mudaliar, Day By Day with Bhagavan, 182 [emphasis in the original].

42Sri Ramana Maharshi used to say that the whole Vedanta is contained in the two Biblical
statements: “I am that I AM” and “Be still and know that [ am God.” See Talks with Sri Ramana
Maharshi (Tiruvannamalai: Sri Ramanasramam, 2000), 320.

43Sri Ramana Maharshi has frequently emphasized this point in his writings: “It is only after the first
personal pronoun arises that the second and third personal pronouns appear. Without the first
person, the second and third persons cannot exist.” See his famous essay: Who Am I? Retrieved:
October 15, 2016: http://www.davidgodman.org/gen2/p/ramana/who-am-i/who-am-i.html.
4“Remember, you are a completely unique and distinct person. Just like everyone else. ~ Anon
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that Self-knowledge is the most naturally self-evident and an already accomplished
fact? If Self-knowledge is an already accomplished fact, we may ask, why do we
need all these reminders such as “Know Thyself” (Socrates)? If by its very nature the
Self is the most self-evident fact, why do we need any teaching at all to know
ourselves? The sages point out that although we know ourselves in a general way —
we are conscious that we exist — we do not know our true nature.

It can be explained in this manner: “I am” is a self-evident fact. “Who am I is a
discovery. And this discovery needs a specialized means to proceed. It is because
even if we have eyes, we still need a mirror to see our face. Vedanta — the science of
truth about our existence — acts as a mirror to reveal “who am 1.” I know [ am, but I
do not know that / am Brahman — the Limitless Absolute Reality. Vedanta says you
are not the limited “body-mind-senses” complex that you take yourselfto be. You are
whole, limitless Consciousness. Know yourself to be so and be happy. Whenever we
feel sorrowful, we are missing something, for all sorrow is born of some sense of
limitation — physical or psychological. All seeking essentially involves a desire to be
free from limitations. We are all seeking puranatvam, the fullness of our being.
Vedanta says you are already purana, whole and complete: Reclaim your true status
— as limitless Consciousness — and be free.

Fulfillment Is the Palm of Your Hand

At any rate, that is happiness; to be dissolved into something complete and great.
~Willa Cather, My Antonia (1918) Chapter I, Ch. 2

This section unfolds a vision that fulfillment is not a place we go fo; it is a place we
come from. The basic premise of this chapter is that we already are the fulfillment we
long to be. As Aldous Huxley so eloquently put it, “Nobody needs to go anywhere
else. We are all, if we only knew it, already there”’(Huxley 1962). This fact remains
hidden from us due to Self-ignorance. When we discover fulfillment within through
Self-knowledge, we then find it everywhere. The word “ignorance” is not used in any
pejorative sense. It only means ignoring, being unaware of, the truth of our existence.
This treasure of fulfillment is found revealed within when Self-knowledge dawns.

Because self-love is the highest form of love, and because all love of objects
necessitates the knowledge of the object of love, Self-knowledge becomes a sine
qua non to all overt or covert pursuits of happiness and fulfillment. Fulfillment is a
natural state of well-being infused with inner joy, independent of any external factors —
objects, people, and circumstances. It is a voyage of inner discovery. To be fulfilled
represents the highest good, the desideratum and the summum bonum of human quest
and existence.*

“SHappiness is the goal. Happiness has no goal. Everything else we desire we desire in order to be
happy. That is why Greek philosophers such as Plato and Aristotle regarded happiness as the
ultimate good.
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The intrinsic happiness of our conscious-being-presence is our true nature. This
happiness is of the nature of pure, uncaused joy and does not depend upon any
external props — persons, objects, and experiences. This happiness resides in our
Self, in the very core of our being. It is so full and so complete that one cannot add to
it, nor can one ever lose it. How can we lose what we are?! It is our very own nature.
The reason we are never really completely satisfied with any object, person, or
experience is because we are looking for permanent, absolute happiness outside.
How can that which is itself limited and finite give us absolute happiness? By
definition, such happiness can only reside in the Absolute! Very often, we keep
vainly searching for happiness in the next object, person, or experience without
realizing the futility of our pursuits. Only when you will be able to sit on your own
shoulder, says an old Indian adage, that you will be able to find happiness outside of
your Self! Sri Ramana avers, “Happiness is your nature. It is not wrong to desire
it. What is wrong is seeking it outside when it is inside” (Cited in, Zubko 2000).

Regardless of their economic or social status, everyone is granted this experience
of absolute happiness daily during deep sleep. All worries, concerns, pain, and
suffering subside in the bosom of deep sleep. There is complete absence of any
persona, position, power, fame, wealth, status, objects, etc. during deep sleep. Yet we
experience greatest joy during sleep. The Divinity in its boundless compassion
grants a glimpse of this pure bliss to each one of us naturally and effortlessly. This
proves that happiness is our innate nature, the very essence of our Self. This
happiness does not depend upon anything extraneous to us.

If that is so, one may wonder, how come we do not experience this natural happiness
during our waking state? It is because all day long, our mind is running after objects and
experiences in the external world. Like the mythical musk deer, it is running in all
directions, looking for the exotic scent that it thinks is coming from the outside. When at
last, tired and exhausted, it lies down to rest — with its nose resting close to its belly — it
discovers that the fragrance was in fact coming from inside! Even so, it is with us. The
happiness we are seeking so frantically everywhere resides in the inner recesses of own
Self, within our being, our conscious presence. If we make a point to return to Self and if
we, through conscious effort, make our mind steady in the Self: armasamstham manah
krtva (the Gita: 6.25), we will realize that this intrinsic happiness is there even now, right
where we are, self-shinning, illumining all and everything.

This natural happiness of our conscious-being, the Self, is the only happiness
worth its name.

Happiness (ANANDA) Is Our Essential Nature

By universal acclaim, happiness is the ultimate end and purpose of human existence.
Observation and reflection make it evident that without Self-knowledge, we keep
searching for happiness in the wrong places, without realizing that it may inhere in
understanding our essential nature. Once we truly understand the nature and limita-
tions of our pursuits, we begin to see the tyranny of searching for fulfillment in the
external haunts of happiness. As the Indian sage Ramana Maharshi succinctly put it,
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“Nearly all mankind is more or less unhappy because nearly all do not know the true
self. Real happiness abides in Self-knowledge alone. All else is fleeting. To know
one’s self is to be blissful always.”*® Sri Ramana Maharshi reiterates this important
point, “Every living being longs always to be happy, untainted by sorrow; and
everyone has the greatest love for himself, which is solely due to the fact that
happiness is his real nature. Hence, in order to realize that inherent and untainted
happiness, which indeed he daily experiences when the mind is subdued in deep
sleep, it is essential that he should know himself” (Maharshi 2002). The sage
succinctly illustrates that happiness is the very nature of the Self; therefore, one
should strive to know oneself.

One of the most radical observations made by Vedanta is that we are the
happiness that we are seeking. It is due to Self-ignorance that we overlook the
happiness that we are. Vedanta uses a fairly simple set of logic to reveal that
happiness is our essential nature as follows:

1. Real happiness is our natural state; that is why whenever we are in pain or
distress, we want to come out of it as quickly as possible and get back to our
natural state of peace and comfort. If it were natural for us to be unhappy, we will
be comfortable being unhappy and not take any steps to end it. It is everyone’s
experience that when we are happy and peaceful, we do not want that state ever to
end. Nobody ever wants to be unhappy, and no one is ever tired or complains of
being happy. This shows that happiness is our essential nature.

2. Everything is loved for the sake of the Self (atmanastu kamaya sarvar priyam
bhavati).*” Self is loved for its own sake. Similarly, happiness is loved or sought for
its own sake. Everything is loved for the sake of happiness. Therefore, the Self must be
of the nature of happiness itself. Hence, it is enjoined that the Self should be realized —
should be heard of, reflected on, and contemplated upon: atma va are drastavyah $
rotavyo mantavyo nididhydsitavyo maitreyi, atmano va are darsanena Sravanena
matya vijiianenedam sarvam viditam.*® This is, however, not to glorify self-love. As
KAK Iyer explains: “The instinct of self-love with which we all act consciously or
unconsciously in life only reveals the lovability of our self as Pure Consciousness. It
may degenerate into selfishness but its origins are holy” (Krishanswamy Iyer 1930).

3. We can only love that which is a source of joy and happiness; we cannot love that
which is a source of unhappiness and pain to us. Since we love our self
unconditionally all the time, it must be the greatest font of happiness.

4. Happiness does not necessarily depend upon the fulfillment of desires. It is our
common experience that quite often just watching a beautiful sunset or listening
to our favorite music or hearing a funny joke, we experience happiness. During
that moment, our wanting self gets resolved momentarily, and we feel happy even
though our desires remain unfulfilled or problems remain unsolved. If our

46 Attributed to Sri Ramana Maharshi.
4T Brhadaranyaka Upanisad 2.4.5: st mm i wafi |
“BIbid., smeman sk zwer: s i e
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happiness depended upon the fulfillment of desires, we will never experience it
since no person’s all desires ever get fulfilled.*’

. Another proof that happiness is innate to us or lies within us is the fact that during deep
sleep — devoid of the awareness of our body, mind, senses, and external possessions —
we feel deeply peaceful and happy. This is evident from the fact that when we getup in
the morning, we say, “I slept so peacefully. It felt so good.” Since Self alone is during
deep sleep, it must then be the very nature of the pure Self to be peaceful.

. When we experience or get an object of our desire and feel happy, the momentary
repose we get is due to the fact that it (inner calm) puts us in touch with our true
Self. If happiness really resided in the objects and experiences per se, they would
always make everyone universally and unconditionally happy which is not true
for any object, person, or experience. If it were so, we will never have garage
sales, chocolate will always make everyone happy, happiest people will only hail
from Hawaii, and married people will never get divorced or get remarried again.
. Using the “wave-ocean-water” analogy, Vedanta explains that our quest for
looking for happiness by turning outward is like the wave going out in search
of water. Wave is the water itself. In fact, both wave and ocean are water only.
What a tremendous joy to live with this understanding.

Wave-Ocean-Water! No Wave. No Ocean. Water Only!

Once upon a time, a wave felt inadequate and insecure.”® It felt daunted confronting the vast
expanse of the ocean. It used to brood over the meaninglessness of its existence, the futility
of it all and get depressed with a very low self-esteem.

Then one day a guru wave came along and said, “Hey! Why you look so depressed?”

“I feel so small and frail amidst all these big waves and the vast ocean,” replied the
tiny wave.

“But you are not what you take yourself to be. In essence, you are not any different from
the ocean!”

“Me? Ocean?!! You must be kidding!!!”

“No, I am serious. Actually, you are the ocean! Tell me what does the ocean consists of?”’

“Water.”

“And you?”

“Water.”

“So, both you and the ocean are really the selfsame water only. In fact, there is no wave or
ocean apart from water.”

“Realize your essential nature to be water indeed, and be free.”

Saying so the guru wave took leave and resolved into the big ocean.

No wave. No ocean. Only Water!.. Bingo!

Right at that very moment, the tiny wave became en-/ight-ened. It became playful and
carefree. It stopped feeling small, limited, and inadequate. It stopped comparing itself to the
surrounding waves or seeking validation from them. All struggle of becoming this or that came
to an end. Its self-esteemed soared and its job dissatisfaction vanished. The wave attained the

“This point is inspired by the spiritual discourses of Swami Dayananda on Ananda Mimamsa.

>%Based on the Vedantic teachings of Swami Dayananda Saraswati as presented during /3 Discourses
on Ananda Mimarsa. Audio Retrieved July 15, 2015: https:/archive.org/details/AnandaMimamsa.
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highest security and felicity in realizing that no matter what, I can never cease to be water. Best of
all I do not have to do anything to become water. All along I have been water only. Realizing
itself to be water indeed, it dis-covered the ever-flowing, abiding joy of the fullness of its being!

The guru wave further explained, ‘No need to be in awe of this big ocean: In essence, you
and ocean are not different at all, but water only! For interacting with other waves—at home
and at work—you can still continue to play the role of being a wave. But always remember
your real nature to be water only, and be free.”

The wave tried to express thanks to this Guru wave with folded hands and a deep bow, in
reverence.

The Guru wave said, “You are still missing the point! There is no need to feel grateful.
We are both waves, and, in essence, water only. There is no real difference at all. Water is
water is water. Let’s just be friends.”

Then before resolving into the ocean, finally, the Guru wave said, “I will sent you a friend
request on Facebook soon.”

Both waves burst into laughter and submerged into the vast space of the ocean.

The foregoing observations reveal a cardinal fact about our existence — that happiness
or fulfillment that we seek is our own essential nature. This fact remains hidden from us
due to Self-ignorance, hence the importance of Self-knowledge in the quest for fulfill-
ment. What if someone were to offer us the wealth equal to the value of Earth’s weight in
gold? Sages say that the wealth of Self-knowledge is even more precious than that.”' One
should stake one’s salvation on no less a treasure than the supreme wealth of the Self.

This then is the considered conclusion of Vedanta: You are already what you are
seeking. Know your true self and be fulfilled. We have come full circle! We conclude
this section with a quote that encapsulates the essence of quest for Self-knowledge:

The spiritual quest is journey without distance
You travel from where you are right now
7o where you have always been
From ignorance to recognition.

~Anthony de Mello (Cited in Chang 2006)

Vedanta: The Supreme Key to Self-Knowledge

While all wisdom traditions of the world uphold the importance of Self-knowledge
as necessary precondition to every pursuit of wholeness, happiness, and peace,
perhaps in no other tradition Self-knowledge is explored in such great depth and
breadth as in the Indian culture. The entire philosophy of Vedanta is devoted to
discovering Self-knowledge, fulfillment, and freedom. As stated earlier, this chapter

>'In the famous Upanisadic dialogue, MaitreyT asks her husband, Yajfiavalkya: “Venerable Sir, if
indeed the whole earth full of wealth belonged to me, would I be immortal through that or not?”
“No,” replied Yajfiavalkya, “your life would be just like that of people who have plenty of wealth.
Of Immortality, however, there is no hope through wealth.” For the complete dialogue, see
Brhadaranyaka Upanisad 2.4.1-14.
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primarily draws upon Advaita Vedanta which is considered to be the crest jewel of
Indian wisdom.>® “Advaita” is Sanskrit for “non-dual,” and “Vedanta” literally
means “the end or inner core of the Vedas,” the books of knowledge. Vedanta is
the most widely known system of Indian philosophy, both in the East and the West
(Deutsch 1973a). It is a philosophy of non-duality based on the Upanisads, which are
the concluding portions of the Vedas (Murty 1959). The word “Veda,” derived from
the Sanskrit root vid (to know), means that which makes us know.’* The Vedas are
among the oldest sacred texts in the world. The Upanisads, the Brahma-Sutra, and
the Gita form the “triple standard” (prasthanatraya) on which Vedantic schools of
philosophy are based.>

Advaita Vedanta is widely considered by Western scholars of religion and Hindus
themselves to be the philosophical culmination of the Indian spiritual tradition
(Deutsch 1973b). As a system of Self-knowledge, Advaita Vedanta is free from
any narrow sectarian dogma or doctrine. Its tenets are rational, universalistic, and
scientific in spirit, and there is much Advaita metaphysics in the contemporary
quantum physics. It reveals the oneness of humanity and the intrinsic divinity,
infinity, and immortality of the soul. It presents its message through logical axioms
that are self-evident. There are no creeds to follow and no dogmas to adhere to. All
that is required is an open mind and willingness to understand objectively the truth of
our own existence. Vedanta does not posit happiness as a future possibility but helps
the seeker to appreciate it as an ever-attained fact in the present.

Advaita Vedanta teaches that the phenomenal world, though real at a relative
level, is merely the manifestation of the one underlying Absolute Reality, known as
Brahman. At the individual level, this reality is experienced as pure awareness or
Consciousness, the Self (a@tman), which is essentially an expression of Brahman
itself (the Absolute). There is one limitless Consciousness which is the substratum of
all and everything. This vision of the essential oneness of our reality (afman) and the
reality of the world (Brahman) provides a sound foundation and raison d'étre for
acting for the good of others. Once understood clearly, it becomes a lived experience,
nay, a living reality, serving both as the path and the goal for our quest for fulfillment
in the form of Self-knowledge and selfless service.

The basic truth of Vedanta is the Self which is essentially of the nature of pure
Consciousness. This truth of the Self is self-existent and self-evident: We exist and
we know that we exist. No further proof is required to prove that we exist. Nor can
the existence of the Self ever be denied, for to deny the Self is to actually prove its
existence! Representing the culmination of all secular and sacred knowledge,
Vedanta has been aptly called as the philosophia perennis, the perennial philosophy,
whose truth is found in many different traditions of the world that emphasize

>2«On the tree of Indian wisdom, there is no fairer flower than the Upanishads and no finer fruit than
the Vedanta philosophy.”~Paul Deussen, Outline of the Vedanta System, vii.

31bid., xvii

34See K. Satchidananda Murty, Revelation and Reason in Advaita Vedanta, xvii.
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“oneness of bfsing.”5 5> As Swami Nikhilananda has noted, “The existence of the Self,
or Consciousness, cannot finally be doubted, because the doubter himself'is the Self,
or Conscious Entity. It cannot be denied, because the denier himself is the Self, or
Conscious Entity” (Nikhilananda 1987). In the similar vein, Sure§varacarya, a ninth-
century Advaitin, explains:

Wheresoever there is a doubt, there, the wise should know, the Self [the Real] is not. For no
doubts can arise in relation to the Self, since its nature is pure immediate Consciousness.>®

In the form of Consciousness-presence, our Self is indubitable, undeniable, self-
established, and self-evident fact.

Who Am I? The Trump Card of Vedanta

There is no such thing as a healthy ego any more than there is a thing called healthy
disease.”’
~ Sri H. W. L. Poonja ji

Vedanta says that there is only one question worth asking and answering: “Who
Am I?” Through the simple process of self-exploration called Self-Inquiry (“who
am [?”), Vedanta points out that we are not what we normally take ourselves to be: a
limited body-mind-senses complex. Vedantic wisdom tells us that we are in fact
limitless Consciousness that inheres and enlivens the body, mind, and senses.
According to Sri Ramana Maharshi, “Self-inquiry is the one, infallible means, the
only direct one, to realize the unconditioned, Absolute Being that you really are.””®

Sri Ramana used to say that the very inquiry “Who am I?” will lead us to realize the
Self if consistently pursued. By conducting the “Seer-Seen discrimination,” drg-drsya
viveka, I can realize that all that is seen — from the world of objects up to my own mind —
cannot be I, the Seer. We do not notice this because our attention is generally focused
on the objects outside. The practice of this inquiry into the nature of the Self will slowly

>5For example, the Sufi doctrine of wahdat al-wujid literally means the “Unity of Existence” or
“Unity of Being.” This, along with its corresponding doctrine of the “Oneness of Perception”
(wahdat al-shuhud), was formulated by Ibn al-Arabi (1165-1240 AD), which postulates that God
and His creation are one, since all that is created preexisted in God’s knowledge and will return to it.
36Cited in Eliot Deutsch, Advaita Vedanta, 19.

"Cited in Dennis Waite, The Chapter of One: The Ancient Wisdom of Advaita (Winchester, UK: O
Chapters, 2011), 23.

38See Maharshi’s Gospel: The Teachings of Sri Ramana (Tiruvannamalai: Sri Ramanasaramam,
2003), 38. Michael James, the preeminent translator of some of Sri Ramana’s most important books,
once told this author that this is perhaps the most succinct and inspired collection of Sri Ramana’s
teachings. It is believed that Maurice Frydman, the gifted, self-effacing Polish humanitarian, is the
compiler of Maharshi'’s Gospel. Frydman is also the compiler of another modern spiritual classic, /
Am That. Everything Frydman did is touched with distinction.
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turn our attention inward — first to the mind, then from the mind to the “I-thought,” and
finally from the “I-thought” to the Self. As Swami Sivananda explains beautifully:

The Upanishads declare that the Atman [Self] is the unseen seer, the unheard hearer, the
unknown knower. One cannot see the seer of seeing, one cannot hear the hearer of hearing,
one cannot know the knower of knowing. The Atman [Self] has neither a subject nor an
object. The subject and the object are both comprehended in the Atman [Self] in which all
divisions appear and which is raised above them all. (Sivananda 2009)

When we ask “Who Am I,” we are basically inquiring about the essential nature
of the Self. Upanisads tell us that the Self, arma, is of the nature of pure Conscious-
ness (shuddha chaitanya-svariipa) or of the nature of pure Knowledge (shuddha
JjfAana-svaripa). Swami Paramarthananda, a modern Vedanta teacher, explains the

nature of the Self, arma, as follows>:

1. The Self is not a part, property, or product of the body.

2. The Self is an independent conscious principle that pervades and enlivens
the body.

3. The Self is not limited by the boundaries of the body. It is all-pervading, like
space.®”

4. The Self is unborn and eternal and does not die with the death of the body.

As a primary spiritual practice, Vedanta recommends a process of Self-Inquiry
(atma-vicara) — a methodology of inquiring into the essential nature of our self —
discerning the real by separating it from the unreal: nitya-anitya-vastu-viveka. It
requires certain level of preparation on the part of the seeker to appreciate the
subtlety of this methodology. It is recommended that one should learn the truth of
Vedanta in close association with a teacher who is well-versed in this teaching
tradition (sampardaya).®' Tt is believed that when a seeker is really ready, the
Divinity so arranges that a teacher will cross path with the seeker.

To discern what is “I” and what is “not-I” (@tmandatma-vicara), Vedanta uses
several methodologies to intuit our true Self such as adhyaropa-apavada (Superim-
position and Negation), drg-drsya viveka (Seer-Seen Discrimination), panca-kosa
viveka (discrimination of the five sheaths), avastha-traya viveka (discrimination of
the three states), anvaya-vyatireka nyaya (method of co-presence and co-absence),
and so forth. For the purpose of this chapter, we will now briefly focus on anvaya-
vyatireka as a choice method to cognize our Self.

What is invariably present in all our experience and what is not subject to change
is anvyaya. What is sometimes present and sometimes absent and what is, therefore,

5°Swami Paramarthananda, The Essence of Vedanta-Part 1. General Talks.
%“Being all-pervading, it is called by two names: a@sma and Brahma.

81 Samapardaya, a Sanskrit word, denotes more than just a tradition. It means a system that hands
over the knowledge properly as is, in an unbroken chain of teacher-student relationship — samyak
pradiyate iti sampardaya.
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subject to change is vyatireka. The anvaya-vyatireka analysis is generally used to
establish cause-effect relationships between two events or things. For example, gold
is present when the necklace is present. This is anvaya. When gold is absent, the
necklace is also absent. This is vyatireka. From this analysis, it is concluded that gold
is the cause of the necklace. In other words, gold is really real, while necklace is
apparently real. This analysis can also be applied to the three states of waking,
dream, and deep sleep to arrive at the understanding of the Self as the invariable
Witness of these states. As the Catuhsloki Bhagavatam 2.9.32-35 avers, “He who
wants to know the truth of the Self should investigate as to ascertain what it is that
exists everywhere and always, for that is the Self” (Raghunathan 1976). That which
is invariably and ubiquitously present in all states and times is the Self, the Ultimate
Reality.®® Self is the substratum of the appearing and disappearing of the three states.
To further illustrate the anvaya-vyatireka analysis, we present below a detailed
analysis of the three states as a direct means of cognizing our true nature.

Waking, Dream, and Deep Sleep States: Intuiting the True Nature
of the Self

Although we all daily experience three states — waking, dream, and deep sleep — we
tend to confine our observations and conclusions about reality to waking state only.®’
This is called monobasic view of life. We consider dream state as some sort of illusory
experience and relegate deep sleep to a state of unconsciousness. Vedanta, the science
of Reality, takes a tribasic view of life and regards our experiences during all three
states to be equally important to understanding life in a comprehensive manner.

One of the clearest statements about the Self vis-a-vis three states comes from
John Wheeler, a neo-Vedanta teacher in the tradition of ST Nisargadatta Maharaj and
Sailor Bob Adamson:

62 e e e ferEETeE: |

SEfRETT T T 1l 02.02.03w 1| Catuhsloki Bhagavatam

What the seeker after Truth has to grasp is that Substance which persists always through all its
Transformations into its various effects or forms, but suffers no diminution in the process. The
Supreme Self is the ultimate Substance [Translation adapted from Swami Tapasyananda, Srimad
Bhagavata — Vol. 1 (Chennai, India, Sri Ramakrishna Math, 1980)].

®3This section is partially based on KAK Iyer’s masterpiece, Vedanta or the Science of Reality
(Holenarasipur: Adhyatma Prakash Karyalaya, 1930/1991). It is perhaps the most important book in
English language on the topic of avastha-traya prakriya, the methodology of three states. Also see
Sri Devarao Kulkarni, Avasthatraya Viveka (Calcutta: Manas Kumar Sanyal, 1990), Swamiji Sri
Satchidanandendra Saraswati, Avasthatraya, or The Unique Method of Vedanta (Holenarasipur:
Adhyatma Prakash Karyalaya, 1938/2006). This writer feels blessed to have come in contact with
Sri Sreenivasa Murthy of Bangalore who studied Vedanta for several years with Sri Devarao
Kulkarni (who in turn was a gifted disciple of Swamiji Sri Satchidanandendra Saraswati). During
his daily Satsangs, Mr. Murthy explained and clarified some complex Vedantic concepts — nay,
“showed” them in author’s own direct experience — in a manner that one seldom comes across these
days. Mr. Murthy joyfully taught me how to take correct standpoint in the unchanging Witness
Principle while studying Vedanta. My gratitude is too deep for words.
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When you awake in the morning, consciousness dawns. In this state of being conscious, you
perceive a body, mind and world. These are appearances only, not what you are in essence.
To identify oneself with any of these appearances gives rise to the notion of being a separate
person, self or individual entity. This is the cause of all seeking, suffering and doubts.
Consciousness is a state that comes and goes. In sleep, unconsciousness or under anesthesia,
the experience of being conscious subsides. . ..However, before you awoke and became
conscious of anything else, including the fact of being conscious, you existed.

Your fundamental position is prior to consciousness. From this non-conceptual source,
which is what you are, arises initially the sense of conscious presence. This is also the sense
of being, the experience that ‘I am’, or the bare fact of knowing that you are. This is the first
appearance upon your original state. Little can be said about your essential nature because it
is clearly beyond all concepts and even prior to consciousness. Some pointers that have been
used are: non-conceptual awareness, awareness unaware of itself, pure being (beyond being
and non-being), the absolute, the unmanifest, noumenon, cognizing emptiness, no-thing-
ness — to name a few.

This non-conceptual essence is pure non-duality or unicity in which the notions of both
subject and object are merged. Just as the sun does not know light because it is light, so you
do not know your original nature (as an object) because you are that. It is forever beyond the
grasp of concepts and subject-object knowledge. Yet it is entirely evident and inescapable as
that which allows you to say with utter certitude ‘I am’ and ‘I know that I am’. Even when
those words subside, you are. Even when the Consciousness that knows those words
subsides, you are. Consciousness is the light of creation. But you are the primordial
non-conceptual awareness, being or ‘no-thing-ness’ in which Consciousness and all subse-
quent appearances come and go. (Wheeler 2008)

We have provided this rather long extract because it captures the entire gamut of
teachings about the Self as our true nature that is prior to the arising of all thoughts,
emotions, experiences, and the three states. During the dream state, the mind conjures up
a “dream ego” and “dream world” with its own coordinates of time and space. In deep
sleep, the mind subsides fully but still “I,” the true Self, continue to exist. Otherwise, how
else would I be able to recall upon waking that “I slept well, I knew nothing,” and so
forth? It is everyone’s own, undeniable intuitive experience that there is no “I am” in
deep sleep. But upon waking, the experience of deep sleep is appropriated in the memory
of having slept well. What is the common factor in all the three states? It is the presence
of the invariable Self, because of which one says, I am awake, I dreamt, and I slept well.
Obviously, I was present in the state of deep sleep as Pure Awareness, illumining the
objectless, pure, subjective experience. The entity or the “ego” which appears in waking
and dream is therefore not my real nature at all. My Real Nature illumines the states,
Itself unchanging, uninvolved and untouched by their coming and going.

When sleep gives way to the waking state, the “me-notion” and the whole
manifestation (with time, space, and causality) appear simultaneously. The waking
state cancels out both the dream state and deep sleep state, with all their respective
contents. But at no time, “I”” can be canceled out. I, the Self, continue to subsist in
and through all states. Since I am prior (agrayam) to the arising of the states, “I,”
the Self, is not conditioned by the states. This realization is truly unique, liberating,
and transformative and represents the highest understanding regarding Self-knowl-
edge. Sri Daksinamiirti Stotram, a short devotional text attributable to S
Sankaracarya, distills the entire teaching on the subject in a short compass of few
lines as follows:
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Self persists in all stages of life like boyhood etc., in all states like waking etc., and all other
conditions,— among all these conditions which constantly manifest, the Self continuously
illumine them as ‘I am.”®*

To conclude this section, we cite an important verse from Katha Upanisad that
encapsulates the methodology and glory of cognizing the Self as follows:

svapnantam jagaritantam cobhau yenanupasyati |
mahantar vibhumatmanam matva dhiro na socati || 2.1.4 ||

Knowing that great and all-pervading Self by which one sees the objects both in
the sleep and the waking states, the wise do not grieve.®

Likewise, the Bhagavad Gita 2.11 begins with the message, “The wise do not
grieve.” The Gita defines a wise person (sthitaprajiia) as one who has developed
equanimity of mind (samatvam) and steadily abides in the wisdom of the Self.

Uniqueness of Vedanta

Vedanta tells us that we are not what we take ourselves to be. We take ourselves to be
limited, wanting, and mortal beings. Our experience also tells us that we are small,
fragmented, limited beings. Essentially, all our pursuits are geared toward overcom-
ing this sense of limitation and inadequacy. And we continue chasing one object after
another, never really getting fully satisfied, no matter what we get. This also proves
our fundamental search for everlasting fullness which is at the core of our being.

Vedanta uniquely tells us quite the opposite: that we are whole and limitless. If in fact
we were limited beings, then no matter what we do, we will always remain limited, for
limited actions cannot accomplish unlimited results. Vedanta tells us that we already are
what we want to be — limitless, whole, and complete. Perhaps our conclusions about
ourselves have been wrong all along. The ultimate aim of Vedanta is spiritual freedom
through Self-knowledge. It is accomplished through experiential realization of the truth
of the Self as Pure Consciousness, by oneself, in one’s own experience. But Self-
knowledge is no mere intellectual creed gleaned from reading books, for how can the
Self be found in books. Sri Ramana Maharshi explains succinctly:

As for reading books on Vedanta, you may go on reading any number of them. They can
only tell you, ‘Realize the Self within you.” The Self cannot be found in books. You have to
find it out for yourself, in yourself. (Devaraja Mudaliar 2000b)

%Translated with explanation by Br. Pranipata Chaitanya. Retrieved Oct. 30, 2016: http:/advaita-
academy.org/shri-dakshinamurti-stotram-part-5/ [Adapted by the author] Br. Pranipata Chaitanya,
my late revered teacher, patiently taught me the Bhagavad Gita with Sankara-Bhasya over Skype for
a period of 3 years. His dedication to the tradition of Vedanta was truly inspiring.

feearfir STrafey qerm Fateaasamaty
SR e TF T 1l
V. Panoli, trans., Prasthanathraya Volume II, p. 242 [slightly modified].
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Elsewhere, Sri Ramana memorably explains that the Self izself'is the best book to
read to know the Self: “The Self is the real book. You can glance anywhere in that
book; nobody can take it away from you. Whenever you are free, turn towards the
Self. Thereafter you may read whatever you like.”®® Books at best are pointers to
Self. One is reminded of a Zen story in which a young monk approached a wise old
teacher and asked him to explain the Diamond Sutra. The teacher asked the young
monk to read out the sutras as he himself didn’t know how to read. The young monk
was surprised and asked how the old man could explain the meaning if he couldn’t
even read the text. The old teacher pointed to the full moon shining brightly in the
sky and asked what it was. On being given the correct reply he said, “My finger
pointed to the moon. But the finger itself is not the moon. In the same way the words
in the text point to the truth. But they themselves are not the truth.”®” When we
understand this, we do not get attached to teachings.

Vedanta: The Art and Science of Harmonious Living

The key message of Vedanta is that Reality is One without a second
(ekamevadvitiyam®®). Postulating one single reality, Brahman, as the Absolute or
Ultimate Truth of the world, Vedanta then equates this reality with the sole reality of
our own Self, called A#man. This fundamental Reality, the inmost Self of all and
everything, is of the nature of Pure Consciousness. The goal of Vedanta is to
establish the absolute identity, oneness, of the truth of the individual (@tman) and
the truth of the universe (Brahman). Humanity has not yet conceived a loftier
conception of its position in the universe.

Vedanta promotes harmonious living by garnering a vision of oneness of all
existence. Outwardly, various forms of life such as plants, animals, birds, and human
beings seem to be different from one another, but their underlying life principle of
pure awareness, the Consciousness principle, is one and the same. From the spiritual
standpoint, while interacting with the world and myriad beings, we must remember
that they are all none but our own Self. If we perceive someone as different from us,
we may have aversion or fear, but if we have the vision of oneness, we will see the
other as our own Self, and fear or hatred will not arise.”” This knowledge and
awareness of Oneness should be retained in and through all our activities. This is
the glory of the vision of Vedanta.

This understanding of the fundamental truth of oneness that we are essentially One
Limitless Consciousness “strikes at the very root of narrow views based on selfishness

66Sri Ramana Maharshi, Abide in the Self. Retrieved Sept. 1, 2015: http://www.inner-quest.org/
Ramana_Abide.htm.

57 Author unknown.
%8Chandogya Upanisad 6.2.1.

®*When to a man who understands that the Self has become all things, what sorrow, what delusion
can there be to him who once beheld that unity? ~I$a Upanisad verse 7.
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and is the foundation of higher ethics. This higher Self is of the nature of Bliss, as
displayed in our instinctive love of Self; and to recognize it in others is to bring
social harmony, for no one will be inclined to harm himself. It paves the way for
spiritual and moral perfection” (Krishanswamy Iyer 1969). By helping us perceive
unity in diversity, Vedanta thus fosters a universal outlook of understanding,
harmony, and inclusiveness so essential for present times. Sri Ramana put is so
well: ““Your own Self-Realization is the greatest service you can render the world”
(Venkataramaiah 2000).

Vedanta deals with one and only one subject: the absolute identity of the
individual self with the universal Self (atma-brahma-aikyam). According to
Vedantic philosophy, spiritual liberation is not possible without realizing this
identity, aikya, between the Atman and the Brahman: brahmatmaikya bodhena
moksah sidhyati nanyatha, says Sri Sankaracarya in Vivekacudamani (56)."°

In Vedanta, liberation means realizing Brahman as our own true self (atma): Aham
Brahma asmi. Only those who know their self (as the limitless Reality) transcend
worldly sorrow, tarati sokam atamvit: Chandogya Upanisad, 7.1.3. Since the bondage,
bandhana, is only due to Self-ignorance, avidya, the spiritual freedom, moksa, does
not entail the creation of something new through some special spiritual practice; it is
recognition of an ever-existing/proven thing/fact, nitya siddha vastu. That is why it is
spoken of as the attaining the ever-attained (praptasya-prapati). It is a quest from
ignorance to recognition, a journey from here to here!

Rekindling the Fire of Freedom in the Heart!

Freedom is available only to those who want it not merely more than anything else, but to the
exclusion of everything else.
~H. W. L. Poonja ji"'

It is said that Self-knowledge is discovered by those who want it single-
mindedly to the exclusion of everything else. To explain this, sages often give
the example of a person whose clothes are on fire, who is running toward a river so
that he could jump in and quench the flames, or a person whose head is held under
water and who wants to come out of water to breathe. There should be a sincere and
intense longing in the heart of the seeker to realize the Self and to such seeker only

70See Pranipata Chaitanya, trans., and Satinder Dhiman, revised and edited with notes and an
Introduction (2012). Sri Sankara's Vivekachudamani: Devanagari Text, Transliteration, Word-for-
Word Meaning, and a Lucid English Translation (Burbank, California: House of Metta, 2012), 102.
http://www.lulu.com/shop/pranipata-chaitanya-and-satinder-dhiman/sri-sankaras-vivekachudama
ni/paperback/product-20465360.html.

The book is under revision currently. An e-book version of an earlier iteration can be accessed at
http://www.realization.org/down/sankara.vivekachudamani.chaitanya.pdf.
""Poonjaji would say, “You are running towards the river with your clothes on fire. You have only
one goal: to get to the water as quickly as possible. If you meet a friend on the way who invites you
in for a coffee, do you accept his invitation, or do you keep on running?”
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The Self reveals Itself. An important verse from the Katha Upanisad 1.2.23
highlights this fact as follows:

The Self cannot be known through much study, nor through the intellect, nor through much
hearing. It can be known through the Self alone that the seeker longs to know. To that seeker
the Self reveals Its own nature.’

The following elaborate parable taken from the book The Fire of Freedom
illustrates this fundamental point:

There was once a king who had no children. Since he was getting old and had no heir to
succeed him, he decided to adopt one who would be the ruler of the kingdom when he died.

He thought to himself, ‘If I don’t have an established heir in place when I die, there will
be a lot of trouble in the kingdom after I die’.

He called one of his guards and asked him to make an announcement that he would open
the gates of his palace the following day from 6 a.m. to 6 p.m. and that all the people of the
kingdom could come in and be interviewed for the job of being the next ruler. No one would
be prohibited from coming in.

The next morning crowds of people assembled at the gate, each of them hoping that he or
she would be the next ruler. They were greeted by the guards and the courtiers.

One of the courtiers announced, ‘You are about to meet the king and be received by him.
You must look good when this happens. Look at you all! Some of you are just dressed in
rags. We will clean you all up, give you a nice bath, feed you and give you some nice new
clothes, and then you will be presentable to the king. Come with us.’

Everyone was taken into the palace and offered all the facilities that the king enjoyed. For
this one day all the visitors had the run of the palace, which meant that they could take and
consume whatever they wanted. Those who were interested in perfumes collected bottles of
perfume; those who were interested in clothes collected many items of clothing. Other
people luxuriated in the king’s baths, ate his food, and watched his dancers and singers
perform. This went on all day and everyone forgot what he or she had come to the palace for.

The king waited in his throne room, but no one went there to see him because all the
candidates were too preoccupied with enjoying themselves with the king’s luxuries. At the
end of the day, at 6 p.m., when no one had shown up to claim the throne and the kingdom, the
king withdrew his offer and asked everyone to return home.

If anyone had gone to the king immediately, without getting sidetracked, all these
treasures would have been his or hers permanently, not just for a few hours. But
everyone forgot the purpose for which he or she had come to the palace. The throne
of the kingdom of liberation is waiting for anyone who wants to walk in and claim it,
but these jivas all get sidetracked into enjoying pleasures and accumulating posses-
sions. In this instant look at your own Self. Reject transient pleasures and run inside

">Translation adapted from Gambhirananda, Eight Upanisads, p. 157, and V. Panoli, trans.,
Prasthanathraya Volume 11, p. 212:

ATTTCHT Ware Sl 7 HerT 7 AT 2|
T U A T TEA ST fergoyet o wami1.2.2311



Self-Knowledge: Master Key to Personal Transformation and Fulfillment 277

to meet your inner king. Once you have done that, the whole kingdom will be
73
yours.

Concluding Thoughts

Building upon the key Vedantic understanding of Self-knowledge, this chapter
presented time-honored insights to effect Self-transformation. Self-knowledge is
the knowledge that ‘I am the Self.” Through powerful stories, anecdotes, vignettes,
poems, and quotes, the chapter demonstrated that the key to abiding fulfillment lies
in discovering our true Self. It pointed out the obvious but often overlooked fact
that there is nothing more intimate and immediate than the Self. The knowledge of
the Self is therefore most direct and intuitive devoid of the subject-object dichot-
omy. Attaining the ever-attained Self-knowledge is not a new acquisition. As the
Witnessing-Consciousness of the proceedings of senses, mind, and the ego, it is
always already present. To know the Self is to be the Self. And to be the Selfis to be
fulfilled forever. This, then, is the true fulfillment of the Delphic Oracle (gnothi
seauton): get to know yourself!

Just as in the presence of sunlight and space, all actions take place, but both the
sunlight and the space remain unaffected by them, even so in the light of the Self,
all actions take place while the Self (e 3a=r, Witnessing-Consciousness Principle)
remains unaffected (swi). When this knowledge becomes a living experience, one
is freed from the noose of actions (and their binding effects) and attains liberation.
This knowledge is called Self-knowledge, the only direct path to spiritual freedom.
Sages tell us that this knowledge is not possible until our heart is pure and mind is
free from wayward likes and dislikes (@m-2v). All other spiritual practices purify the
mind and prepare it to receive this knowledge.

There is no wealth equal to Self-knowledge in the whole creation. Its glory is
such that it makes people walk away from the kingdoms. The Buddha is a case in
point. He was a prince. He gave it up all to discover the truth of his existence.
Today he is revered not because he was a king to be, but because he renounced the
transient kinghood without and discovered the eternal kingdom within. What he
found has inspired billions ever since. To know the Self is to realize that there is
nothing “personal” about it — in the sense of “myself” or “yourself.” Since the true
Self is at one with the Absolute Reality, to know the Self is to realize our oneness
with all that is. Self-knowledge confers upon us the wisdom to see all existence as
the expression of our very own Self and spontaneously act for the well-being of all
beings. Selfless love and compassion naturally flow out of this understanding of
unity and oneness of all life. This is the flowering of Self-knowledge in the form of
Self-transformation.

"3Excerpted from David Godman, Mostly about Books: Recording the Lives and Teachings of
India’s Gurus, 50-53. E-book retrieved August 24, 2016: http://davidgodman.org/interviews/
mostly-about-books.version-2-b.pdf.
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Swami Paramarthananda shares the following Mullah Nasruddin story that beau-
tifully sums up the entire gamut of Vedantic path, the seeker, and the goal:

4 )

Drawing the Moon out of the Welll

The Mullah, on his travels, reached a village late at night and, passing a well,
looked down into it. And he saw the moon. Jumping to the conclusion that the
moon must have fallen down the well, he rushed to find a rope and hook so that he
could pull it out. After many unsuccessful attempts, the hook finally caught and he
began to pull with all his strength. What had happened, of course, was that the
hook had lodged under a heavy rock but he firmly believed that he was now
rescuing the moon. Unfortunately, the rock was too heavy for the rope and, after a
Sfinal tremendous pull, the rope snapped and the Mullah fell back onto the ground
from where, looking up, he saw the moon now resting back in its usual place!

According to Swamiji, this story is a metaphor for the process of Self-knowledge
leading to Self-transformation. We believe that we are limited and struggle through
years of spiritual practice until, when the rope finally snaps, we discover it right
where we are (Waite 2011). The root of all seeking and suffering is the lack of
knowledge of our true self. Due to this, we take ourselves to be a limited, separate
entity. However, when we look directly at our experience, we find that we have this
abundant space of radiant awareness-presence which is ever-full and eternally
fulfilled. Self-knowledge is only a matter of becoming aware of what you already
are! Perhaps the greatest affirmation on the subject is found in the Chandogya
Upanisad 6.8.7: You are That! (Tat Tvam Asi: s=mfy). Self-transformation is the
fruit of Self-knowledge.

We conclude this chapter with the following poem on the self-revealing, self-
shinning, self-evident glory of Self-knowledge:

Already, Always the Self!

AU states of mind come and go.

No such thing as ‘permanent’ state of mind.
Mind disappears daily during deep sleep.
Thankfully, you don'’t.

Therefore, YOU are not the mind!

When sleep gives way to the waking state,

‘Me’ and the ‘world” appear simultaneously.
The ‘me-notion’ and the manifold-manifestation:
Appearances only within waking and dream states.
YOU are prior to these states.

In fact, you are prior to all the states!

The states are mere ‘appearances’

on YOU, of YOU —

likes waves on the ocean.
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YOU abide in and through the three states

of waking, dream, and deep sleep;

And yet prior to them and beyond them.

YOU are the very source of All and Everything!
Notions of time, space, and causality arise within the states.
Being prior to the states,

YOU are not bound by time and space.

Time and space are mere appearances within You!

How can YOU be bound by time and space?

Likewise, the ego appears and disappears,

with the appearing and disappearing of the states.

It is just a self-cherished thought which comes and goes.
YOU are not the ego you _fondly take yourself to be.
How can that which comes and goes

be your real nature, your true Self?!!!

Not bound by time and space,

Your true nature is

Eternal and All-Pervading.

Cognize this fact within yourself by yourself!

Abide in the Glory of the Self — The Infinite, the Eternal, and the Immutable.
Be Free, which YOU are

Already, alfways!”*

Song of the Self!

Your Self is already here, always.

It does not come and go.

You cannot take it, you cannot leave it.

That which is true is afways with youl.”

The Sages remind us that [ife is short and can end anytime.
Therefore, one should first resolve the fundamental question —
“Who Am 17 — within oneself, by oneself.

Bon voyage and Godspeed!

Key Pointers to Self-Knowledge

The point of these pointers is to lead us home which we have never left!
Self-knowledge is the knowledge that ‘I am the Self.’

1t deals with who and what we truly are.

The Self, our true nature, is the ever-present awareness of our own being.

7Satinder Dhiman, Songs of the Self (Sept. 27, 2016). From the author’s collection of unpublished
poems. Dedicated to all my teachers in Vedanta who gave me what cannot be taken.

5«“That which is true is always with you.” A Song composed and sung by John Wheeler.
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15.
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. What is Self-knowledge? Who am I? What is my true nature? All three questions

point to the same thing: the innate, essential reality of our being. The knowledge
of our true nature leads to self-transformation.

. Our being is never in question. There can never be a doubt about:

(a) Do I exit? (b) Am I aware?

. Our true nature is nonconceptual Presence-Awareness which is the source

and substratum of all manifestation. All experiences (sensations, perceptions,
feelings, thoughts) take place within this Pure Awareness. It is pure in the
sense that it is untouched by any second thing. It is One, without a second
(ekamevadvitiyam).

. Self-knowledge is the most direct, intimate, immediate knowledge of the fact of

our beingness or presence-awareness.

. Our knowledge of the world appears to be direct, but in reality it is only a

mediated knowledge — knowledge experienced through the medium of the five
senses and the mind.

. Self-knowledge, the knowledge of one’s own true nature — being of the nature of

awareness itself — alone is direct and immediate intuitional experience (saksat-
aproksat).

. We exist and we know we exist (Sadeva Chit Chideva Sat). These are the only

two facts that can never be denied, doubted, or negated. Self cannot be denied: It
is logically impossible to aver, “I am not.” Self cannot be doubted: Your own
being-presence is beyond any doubt whatsoever.

. Because it is our essential nature, and because it is already present spontane-

ously, it tends to be easily overlooked.

. “Tam” is a self-evident fact. “Who am I” is a discovery and a revelation. 1 know 1

am, but I do not know that I am Limitless Awareness, Brahman. My true nature
needs to be revealed to me. How so? Even if we have eyes, we still need a mirror
to see our face. Vedanta — the science of truth about our existence — acts as a
mirror to reveal the true nature of “who am 1.”

Vedanta says you are not the limited “body-mind-senses” complex that you take
yourself to be. You are One limitless Consciousness. Know yourself to be so and
be fulfilled.

You are already what you seek. Self-knowledge is not a fresh attainment or a
new acquisition: It is always already here, right now. It is an ever-existent fact of
our being, ever-present to be discovered and recognized as such.
Self-knowledge is not a journey of becoming; it is a matter of being. How can
you become what you already are?

Self'is self-existent, self-evident, and self-established. Self-shinning like the sun,
our presence-awareness is always there as a substratum of all our experience.
Strictly speaking, Self-knowledge is not a journey; it is a homecoming. As Sri
Nisargadatta Maharaj once said, “What you seek is so close to you that there is
no place for a way.” The metaphors of path and journey are eminently
misleading.

In the realm of Self-knowledge, the concepts such as “seeking” or “searching”
could become a trap, for the seeker is the sought. What you are looking is what is
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looking. Seeking Self-knowledge is like looking for glasses, while looking
through them all along!

16. If you are looking for Self-knowledge in a book or by going places, know that
your search is misdirected. Paradoxically, every step toward Self-knowledge is a
step away from it. The journey of self to Self, a journey of recognition, is from
here to here.

17. Being of the nature of ever-present fact (nitya vartamana svarupa), it is already
attained. Therefore, it’s recognition as such is called accomplishing the ever-
accomplished (praptasya prapati).

18. Like eyes can never “see” themselves, you can never “know” yourself — as an
“object,” for you are the ultimate “Subject.” The great sage, Yajfiavalkya,
concludes his teachings, inquiring, “Through what should one know That
owing to which all this is known!” [Brhadaranyaka Upanisad 4.5.15]

19. We are constantly saying “I” “I” all day long, all lifelong. We rarely pause to
think what does this “I” really mean. Self-knowledge is the art of closely
examining the truth of “I.”

20. For the most part, we mistake our Self to mean our “ego” or “psychosomatic
apparatus” or the “me-notion” that somehow stands apart from the core of being.

21. Upon examination, ego as such is found to be nonexistent, like water in a
mirage. Ego turns out to be just an unexamined notion/assumption, a mere
concept arising in the mind which comes and goes.

22. Does your “ego” exist during deep sleep? Does your being cease to exist during
deep sleep?

23. Through Self-inquiry, once we directly come to know/see/realize that the ego is
just a false assumption — an imposter — the game is over. All conflicts cease, for
all problems arise from taking oneself to be a separate self that somehow stands
apart from the deeper harmony of things.

24. Unless this fundamental point is grasped, most spiritual seeking remains futile,
like rowing a boat that is tied to a post. One has to first untie the knot of ego
above all before embarking upon the spiritual quest. Paradoxically, the first step
is the Jast step.

25. Self-knowledge is a journey from the pseudo “me” to the real “I.” Self-trans-
formation is the fruit of Self-knowledge.
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transformation is a substantive change in context, or way of being. Next we
explore elements of the language of transformation, including change, commit-
ment, choice, declaration, assessments, and desire. Since each of these distinc-
tions plays a key role in our ability to transform, we want to make sure we have a
common understanding of terms. A model to illuminate three intertwined aspects
of our way of being is explained as a way to undertake the journey of trans-
forming our way of being. Examples of transformation are provided, including
(1) a relationship with a particular aspect of life, which herein is commitment;
(2) accomplishing major life aspirations; and (3) its application to a short-term,
immediate goal. There are challenges to be aware of as well, including our
personal history, identification with our identity, cultural pressure, and our ability
to be devoted to our path through discipline. This chapter concludes with the
potential future of transformation as a lifelong path for the evolution of individual
lives as well as for the Universe.

Keywords
Assessments - Authentic - Challenges - Commitment - Declaration - Evolution -
Language of transformation - Model - Risk - Spiritual

Introduction

Transformation requires a commitment beyond the usual. There are no guarantees,
ways to plan, or know when transformation will occur. It happens in its own time,
when you and the Universe are ready. Hence, it’s a risky path, filled with hope,
adventure, curiosity, pitfalls, angst, setbacks, and uncertainty, all of which support us
to experience being fully alive. It is not unlike the courageous step taken as a leap of
faith by Harrison Ford’s character in Indiana Jones and the Last Crusade (Lucasfilm
1989). He is desperate to reach the Holy Grail, which clues in his guide book indicate
is on the other side of the chasm on the edge of which he is standing. He hears his
father reassuring him to believe and steps into the void above a seemingly bottom-
less ravine. As he places his foot down, a bridge is revealed which had been hidden
all along. Such desire, determination, courage, belief, and faith are key to our
individual journeys of transformation.

What is the “insanely bold” (Burrus 2013) future that the most audacious you
would declare, right now, if you knew for sure it was possible?

The path of transformation can take you there.

The audacious me dreams that the places where we work every day become
environments that model how the world could be. People learn how to be citizens of
the world in our offices and manufacturing plants and retail stores and professional
services suites. Whatever we do 6, 8, 10, 13, or more hours a day we become.
Aristotle said it, “We are what we repeatedly do.” So, I say that to let you know this
chapter is written with very practical purposes in mind, grounded in personal
experience and in my own professional work with others, not from a superficial,
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hallucinogenic, magical-thinking way of understanding and relating to the world,
and human possibility.

The audacious me is also pursuing the integration of lifelong personal transfor-
mation as a given in adult life, much as traditional education and brushing teeth are
natural and one wouldn’t think of not doing them.

Again, What is the “insanely bold” (Burrus 2013) future that the most audacious
you would declare if you knew for sure it was possible? And, if you don’t have an
answer to that question, maybe a question for you is, Who is the audacious me, and
what would I declare as that being?

We are all so much more than we can imagine right now. Spiritual leaders tell us
that (Almaas 2008). Those who write about Quantum Physics tell us that. All matter
is comprised of energy which is pure potential, pure possibility, and it is when that
energy is observed, that it acts consistent with the observer. That means that what we
see and experience is influenced by who we are. And, everything exists in relation-
ship with everything else. I love how Lynne McTaggart describes who we are, “You
and everything around you are simply a collection of charged energy having a
relationship” (McTaggart 2011, pp. 11-12).

“[T]he universe is in us. ... [Our] atoms came from [the] stars” (Tyson 2012).

A transformational approach to bold, authentic dreams is probably the most likely
way you will bring them about. If you know right now how you could realize them,
or know that if you came up with a good team and a good plan, you could
accomplish them, you don’t need transformational engagement. Some of the ele-
ments of a transformational process might be useful but not necessary. Your usual
game-winning strategies are wonderful and should be utilized.

Transformation is most useful when you have incredible aspirations and not a
clue how they will be achieved and maybe even doubt the possibility. Or, you want
to pursue a lifelong path of transformational evolution. I will speak to both of those
here, as well as how transformation can be experienced with regard to specific
insights or domains.

We begin by laying a foundation for our approach using explanations of trans-
formation from two key authors in the field. Then we explore the language of
transformation, including change as it relates to transformation, commitment,
choice, declarations, assessments, and desire. You will next find two models that
illustrate the interrelationship between our way of being and our results. This allows
us to observe aspects of ourselves that we want to alter through practices in order to
align our being with our authentic desires. How to design and use practices is the
next topic, followed by challenges that will more-than-likely be faced. Finally, an
appeal for the pursuit of lifelong learning and transformation as a fundamental
priority is presented.

At this point, you may be saying that you don’t have and can’t imagine having
audacious desires. You don’t need those to explore transformation and its application
in your life. Yet, as you continue to read this chapter, you may invite yourself
to consider transforming your relationship with desires and what you truly,
deeply want.
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What is the Meaning of Transformation?

Let’s look at how two authorities, Hanley (1989) and Erhard (1984), define
transformation.

To transform means to change in composition or structure, to change in character or
condition, to convert. Thus, a transformation is an act, process, or instance of substantive
changing. ...

Another way to say this is that the confext from which you operate can a/lways change
even if some of the facts of life cannot. “Context” is the invisible environment, the
interrelated conditions, the structure of interpretation in which your life occurs. The context
of your life is like water to a fish. The fish doesn’t see the water, isn’t necessarily aware of the
water, doesn’t think about the water. And yet, everything in a fish’s world is consistent with
and generated from the fact that the fish exists in water. Similarly, everything that shows up
in your life, every word you speak, and every action you take is naturally consistent with and
indicative of your context (Hanley 1989, p. 33)

I attended my first Lifespring training in 1986, and when I learned that I couldn’t
just fix my life, I was fairly annoyed, to say the least. | wanted a solution to the issues
I had. However, I discovered that transformation was the only path for the life I
wanted. My context at that time didn’t support my dreams.

The quote above and the next one are from two extraordinary men, who were
pioneers in the human potential movement and offered transformational experiences
to many thousands of people. Both the men and their work have mixed and contro-
versial reviews, but I continue to be incredibly grateful for my personal experience
with the Lifespring trainings, as a participant and later a trainer and area director.

Werner Erhard, who founded est, and continues to work in the field of transfor-
mation, said:

It is in being transformed — in being authentically true to oneself — that one lives passionately
free, unencumbered, fearless, committed. . ..

This is the work of transformation: this revealing of ourselves to ourselves, which occurs
in a profound way that alters the very possibility of being that we are: Inescapably.
Decisively. Forever. ...

Transformation offers no formula for achieving success. It contains no prescription for
living, no answers to dilemmas of existence, no magical code to unlock the mysteries of
human life. Instead, what transformation makes available — as an inescapable presence — is
the moment-by-moment choice from which the realities of our lives are shaped.

Transformation is not an alternative. It releases no hidden potential; it changes no facts; it
adds nothing to that which we already know. Rather, in the moment of transformation, we
shift our attention from acquiring or mastering rules for survival in our personal lives, to
asking and engaging authentically with the questions, “What does it mean to be human?
What is the possibility of living?” In the asking of those questions, we are empowered to
express those possibilities in our lives and our relationships.

These questions produce no answers to, or definitions of, fundamental issues that are, for
most of us, a part of being alive. Instead, in the asking of them, we deepen those same
questions, unmask our common assumptions, and begin to think creatively — to think for
ourselves. In so doing, we come face to face with our original choice in the matter — with the
fundamental ways of being that we adopt, and that we create, for our lives (Erhard 1984).
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We will explore ways of being in the sections that follow. But first, we will
examine several words and concepts we use and relate to regularly, a certain
understanding of which is key to proceeding skillfully with the form of change
that is transformation. They are: change, commitment, choice, declaration, assess-
ments, and desire.

Language of Transformation

Distinguishing the Process of Change from the Process
of Transformation

Transformation is a particular form of change. Change is often approached in this
way: a person doesn’t like the circumstances she is in, so she wants to change those
circumstances and will devise a plan. She might not like her relationship with
someone who reports to her and decide that that person should attend a class or
receive coaching so he will change and the relationship can get better. That could be
a solution to that problem and might actually produce the desired results, depending
on how the employee is enrolled in the process and the efficacy of the programs he
engages in. That is not, however, transformation on its face. The manager is viewing
the situation as a problem to be fixed, and as I’ve presented the situation, assumes
that she is not part of the problem. A focus on problem solving leads to wanting an
answer and a resolution; a focus on transformation leads to new possibilities.
In addition, with a context of solving problems, there usually will be more problems
to resolve.

The manager could also decide that she is “the problem,” or at least a participant
in it, and decide to learn new skills. Again, that may or may not be useful but is not
transformation if only skills are learned and applied.

A transformational approach would mean that the manager acknowledges that the
relationship she has with the coworker as well as with the situation is contributing to
and sustaining the current state of the relationship and situation. Transformation,
then, would involve her transforming, or changing, her way of being, or context, in
relationship to the coworker. This will be clarified further shortly.

Another aspect to change is whether or not we believe we can change. For us to be
able to change in a transformational way, we want beliefs that support that we can
change. For example, many people believe that once they reach a certain age, they
are “fixed”; they are who they are. With that belief, it is unlikely that transformation
can occur. At some point, they may become aware that change is possible, become so
uncomfortable or have some awareness about a possible future that they become
open to the possibility of change, of course. As you’re reading this, you might want
to explore for yourself what your beliefs are about change and transformation, if you
are interested in pursuing change in your own life or to support others. Scientific
research proves we can change our personalities, intelligence, behavior, even brain
structure, and our bodies with intention and practice (Siegel 2017, pp. 184—185).
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Commitment

Embracing commitment in an empowering way is supportive for any developmental
work. We want to explore what the word “commitment” actually means and a way of
relating to it that enhances our ability to accomplish desired results. It is defined by
the online dictionary: “an agreement or pledge to do something in the future”
(Merriam-Webster 2017, commitment).

If you read the entire definition, there is a feeling quality of being imprisoned. My
experience of being fully committed to something is actually freeing. That is because
my commitments determine what I focus on and direct my actions toward; it is like a
radio station that I can tune into. Committing is not trying or hoping or wishing; it is
doing whatever it takes. As Yoda said, “Do. Or do not. There is no try” (Lucasfilm
1980).

We want to move beyond the concept (having information) of that admonition
that there is no try, and actually live it, or know it, in all of our being.

Confusing having information with knowing has left out the emotional and aesthetic
dimensions of knowing, plus the intuitive and spiritual aspects of our connection with the
world. We have developed our learning practices as a frantic pursuit of more information,
relating with the world as if all we can do is to explain it in order to use it, in a gruesomely
utilitarian fashion.

I believe that our philosophy of learning and our learning practices must include and
transcend our concern for conceptual knowledge and effective action; they must also be able
to illuminate the paths toward wisdom and effective living (Olalla 2004, p. 9).

We’ve all heard about and use quite extensively the word commitment or variations
thereof. “I am committed to that project.” “I commit to meet the deadline,” and so
on. And, you have lived consistent with commitment but possibly haven’t reflected on
what commitment means to you and how you engage with it. For example, you
probably make sure your children get to school on time every day. Or, you get to
the gym five times a week for an hour. Or, you meet your friend for lunch at the time
and place you agreed to. All of those situations involve keeping your commitment to
yourself and/or others.

Living consistent with commitment doesn’t mean keeping commitments only
when it’s convenient or justifying not meeting a commitment with a good excuse.
That being said, we are human and life happens, so we won’t always keep our
commitments. It’s our relationship, however, with commitment that is key here.

My first experience of transformation came during a human potential workshop.
I learned about and experienced the distinction called “commitment,” which totally
transformed how I engage with commitments. For background, I was a practicing
lawyer at the time. I always kept my promises and met deadlines necessary to be a
responsible professional. However, there was a mechanical approach to it, meaning
that it was what I did to do my job exceptionally well. I wanted to be well-respected
and a leader in my field. However, I’d never thought much about what commitment
meant; | just did what I needed to do.
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Near the beginning of the workshop, I promised to do something that at the time I
made the promise knew I would not do. I didn’t want to be confronted about my
decision by the facilitator, thought that no one would ever know, and I didn’t have
any qualms about it. To me, it was no big deal. This workshop covered several days,
and eventually the facilitator reminded us of the promises we had made that first day.
As he was reviewing them and addressing what commitment meant, I was appalled
at what I had done and the thoughtless way I had engaged. I realized that making
promises and keeping them was much more meaningful than doing what one was
supposed to do when it was convenient. I began to appreciate the impact of my
actions on other people and that they, consciously or unconsciously, were making
decisions about who I was, based on whether I did what I said or not.

I realized that my word was an expression of who I was as a human being and
what mattered to me; it wasn’t mechanical any more. I learned both conceptually and
experientially that commitment meant honoring myself as my word and doing
whatever it takes to meet the commitment. (As an aside: this doesn’t mean that I
am perfect and never fail to achieve what I commit to or that I don’t renegotiate
commitments in a responsible way.)

My relationship with the distinction of commitment totally shifted. From that
moment forward, whenever I made a commitment to do something, I followed
through, without letting excuses, justifications or reasons be equal to having accom-
plished it. What I mean by this is that many of us make a promise to do something,
such as exercise five times a week for an hour, and if we only go four times, we tell
ourselves a story about it in the form of an explanation, or excuse, for why we didn’t
follow through with that promise to ourselves. If the promise we made and didn’t
keep involved other people, we do the same thing: provide a good reason for not
keeping it, and usually the others are culturally obliged to accept it and move on. It’s
an unconscious conspiracy we have.

We have collapsed having the results we said we were committed to and a good
explanation for not having the results. If a person has a good or culturally acceptable
reason for not meeting a commitment, we act as if they did meet it. However, we
either have our excuses and justifications or we have met our commitment; we
cannot have both. They are not the same. This overview is not to imply that when we
don’t fulfill a promise that we are bad persons. What we can do when we don’t meet
a commitment is acknowledge that fact, apologize, forgive, offer what we will do to
make up for the broken promise, and what will be different in the future, if
appropriate. Due to our cultural way of relating to commitment and promises, it
can take awhile before we feel comfortable merely acknowledging a broken promise
and not offering an excuse in the same breath!

My whole way of being in relationship to commitment has transformed since
learning about and experiencing this distinction. I have embraced keeping commit-
ments as a way [ wish to relate to myself and the world. I wanted to honor myself and
my word, i.e., do what I say. That way of being was consistent with who and how I
wanted to be in the world; my context, or way of being, shifted with regard to the
distinction commitment.
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The relationship with commitment as offered here is essential to the work of
transformation, because a person will be more skillful and more likely to be
successful in his transformational journey.

We always know what we are committed to, based on the results in our lives and
the language we use. We reveal ourselves to ourselves with our words and our
actions. Those reveal who and what we are committed to (Yeaman 1990).

And, there are certain circumstances that we of course didn’t cause or create, such
as floods that might have damaged our belongings. We do, however, have the ability
to choose our relationship with those circumstances. There are people who live their
lives saying they have created everything in their lives, including their parents and
events such as floods, but I am not suggesting that here.

Given that our results and/or our relationship with results in our lives reveal what
we are committed to; it is important to distinguish commitments from promises.
Promises are agreements that I may or may not fulfill. If I fulfill them, they were also
commitments. If I did not fulfill them, they were not commitments. Also, I cannot be
overcommitted; I can over promise, but I can’t overcommit, because I will do what
I’'m committed to and won’t do what I’m not.

The purpose of these explanations is to bring awareness to our unconscious use of
language and the crazy-making it can cause for ourselves and others. It is not to make
us wrong, rigid, or manipulative. Also, the intent is that this information not be
turned into jargon and used as that proverbially hammer to apply these concepts
against yourself or others. The offer is to authentically embrace the meaning of them
and engage them skillfully to support you to achieve your bold dreams.

We experience commitment in our bodies. The next time you commit, or promise,
to do something, pay attention to your overall experience. You can tell if your
intention is to fulfill the promise, or merely try to fulfill it. Remember that we
want to move from concept to experience. Transformation cannot occur through
intellectual understanding and awareness alone. It is a process which involves the
whole human being. Many people understand commitment and promises intellectu-
ally but don’t embody and embrace the distinctions and their possibilities. I’ve
known many people who can talk about commitment and promises and teach it
but don’t walk their own talk. I can’t emphasize enough that on our journeys of
transformation, honesty and integrity are key to supporting the process. Why would
we want to slow ourselves down? And, if we do, it’s another great opportunity for
self-reflection.

Choice

Our relationship with choice will influence our transformational journey. The online
dictionary defines the verb “choose” as “to select freely and after consideration”
(Merriam-Webster 2017). Decisions and actions are being made by each of us all day
long, and often it seems that we aren’t able to select freely or don’t actually have a
chance to consider making a choice, such as when we’re yelled at by a superior.
There are different philosophies about choice that we won’t get into here. But, as we
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will see ahead, we can choose our interpretations and context from which we relate
to life and our relationship to “choice can influence your effectiveness and the
quality of your experience” (Hanley 1989, p. 135).

We can tell from our language a great deal about our relationship with choice.
“I can’t do that,” implies that no choice is being made. As soon as I justify my choice
by saying or thinking that someone else is making me do this, or that I have no other
choice, I am diminishing my agency, which will influence what I feel, my mood, and
how I engage in my next activity. I can choose to relate in this way: “No one else is
making me do this; I’'m choosing to do this.” Or, if it doesn’t seem supportive to
think in that way, maybe I could choose to relate in this way: “I at least have a choice
about my relationship with what I’m being ‘forced’ to do. What do I want to focus on
and experience while I’'m doing this?”

Over my 30 plus years of coaching, I have had many people say, “I don’t have
a choice; I can’t quit my job. I have to have insurance.” Or, “I have a family to
support.” To date, everyone who has said that to me has said it without reflection; it
was an automatic, knee-jerk reality to them. And, until one KNOWS he has a choice,
in his experience he truly doesn’t have a choice.

Let’s explore the example in the paragraph above at a deeper level. From my point
of view, a person does actually have a choice to stay in a job or leave a job. The
person could quit his job and there would be some changes in circumstances, or
consequences, positive ones and not-so-positive ones, due to the choice. The fact
that the person stays in the job probably means he would rather keep it than
experience the consequences of not having that job. Can you see that a choice is
made?

A person could be self-employed and have health insurance; he would just have
to be sure to make enough money to pay for it, and of course, experience the risks
and uncertainty that go with being on his own. He may choose that he would rather
keep the job than deal with the situation of being self-employed. And that is fine;
what’s crucial for our topic is to acknowledge the authentic choice.

With transformation, we want a relationship with choice that will support us in
returning our focus to what matters to us, no matter the challenges.

Many people also dislike their jobs very much. That is a choice as well: to dislike
the job. I propose that we are able to choose what we feel once we become aware,
and how we relate to situations even in those circumstances that we know we would
never have chosen for ourselves or others. Viktor Frankl was a professor of neurol-
ogy and psychiatry and during World War II spent 3 years in Auschwitz, Dachau,
and other concentration camps. He said, “that everything can be taken from a man
but one thing: the last of the human freedoms — to choose one’s attitude in any given
set of circumstances, to choose one’s own way” (Frankl 1992, p. 75).

And, there are also those momentary situations where something happens, such
as someone who is expressing anger at me and my immediate reaction is to yell
back or feel angry. Whether I had a choice at that time is open to debate. However,
once [ become present after the initial shock, I hopefully can remember that I have
a choice about what occurs next. It takes practice to be present and to remember to
be present.
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It is important for the person to relate to the transformational process as if she is
choosing everything she is doing. Let’s say she has retained a coach to support her.
I’m going to split some hairs here. If the person does what the coach suggests, she is
obviously choosing to do so. However, it is the relationship with the choosing that is
critical. Is she choosing because a good person would be a good student or client? Is
she choosing to take the actions and do the practices because she’s paying good
money for the advice and coaching? Or, is she choosing because she is observing
herself making the choice, choosing because she is free to choose and because she is
engaging the practices as if she created them herself?

As she engages in transformation, she will be regularly choosing to stay the
course. She will find that she leaves the course, as a sailboat crossing an ocean gets
blown off course. She will get off course, notice, and then can choose to adjust and
get back on course or stay off. Either way is fine. Therefore, she must be aware of her
relationship with choice, with the process, and with who she is so that she sees
herself as the chooser, “just because.” Just because she is choosing, and for no other
reason, except to become the person she envisions.

Exercise

If you’re not sure what you think about choice, then you might do this exercise, if
you drive a car. As you drive, notice all the choices you make. You choose to stop at
ared light; you might say you don’t have a choice, but you do. You might get a ticket
or be involved in an accident if you don’t stop, of course. Notice the choices you
make in those situations. Or, as you go about your work day, observe the choices you
make about what to do or not do and how you go about doing them, i.e., to create
something excellent, to get by, or to follow someone else’s directions, for example.

Declaration
Transformation begins with a declaration. You declare you are ready.

“A declaration is an utterance in which someone with the authority to do so brings something
into being that wasn’t there before” (Budd and Rothstein 2000, p. 137).

With language, you can set into motion a new possibility for yourself and your life.
We make declarations all the time: “I’'m going to the store.” I have the authority over
my own life to go to the store and with the declaration, made either out loud or to
myself, I have set a course for my life that wasn’t there before the declaration was
made. Businesses are started every day with a declaration. Wal-Mart and Facebook
began with declarations. If you’re married, that began with your declaration that you
would marry your spouse and became legal when the appropriate authority declared
you married.

Making declarations is a tool, or resource, that we have, of which many of us aren’t
aware. We talk all the time, and there are specific ways of speaking that cause things to
happen; a declaration is one of them. The Declaration of Independence is a beautiful
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example of a declaration made by a group of people, with no evidence (they were
subjects of other countries) that they were declaring themselves free and independent,
and establishing themselves as “Free and Independent States” (Brothers and Kumar
2015, p. 216). They still had a lot of work to do to move that declaration from mere
words and emotion to actuality, but it was a critical step to creating their desired future.
We can take it for granted now, but that declaration set into motion a whole new world.
We can each do the same thing with our own lives, families, and organizations.

An aspect of declaration is sincerity. If we make declarations and don’t follow
through, we can be seen as flakey or untrustworthy. Besides others seeing us that
way, we can experience ourselves that way. So, we want to be mindful of the
declarations we make and take the appropriate action.

Another example of a declaration made without evidence that it was a sure thing,
was Kennedy’s declaration to put a man on the moon within the decade. He
acknowledged that “we shall send to the moon ... a giant rocket ... made of new
metal alloys, some of which have not yet been invented, capable of standing heat . . .
about half that of the temperature of the sun ...” (Kennedy 1962).

The mood in which the declaration is made has an impact on the corresponding
action and results. For example, I might declare that I’ll never succeed in my venture
when I'm feeling discouraged. As our way of being evolves, our possible declara-
tions do as well. Our moods and emotions are our predispositions for action. We will
explore that in more detail ahead.

Assessments

Assessments are a form of declaration which influences future actions and our way
of being. They are interpretations of facts and are consistent with our mood and
emotions (Brothers, Kumar 2015). Here’s an example of an assessment. A room
might measure 10 feet by 20 feet — a fact. [ might say that is a large room; someone
else might say it is small. Large and small are both assessments. We do the same
thing with people, including ourselves. If a person is not promoted for a particular
position, that is a fact. She might make an assessment about herself or the situation
and probably will. She might assess that her boss doesn’t support her, that she can’t
do anything right and will never get ahead.

What is not useful is to make assessments and not realize that we are doing so. We
tend to treat our assessments as facts. We will make assessments, and it is important
that we do, as they are a way we make sense of events and our lives, and orient
ourselves in the world. However, we want to stay awake to the fact that our
assessments are not facts.

Assessments can be grounded or ungrounded. To ground an assessment, we must
have decided the criteria we are relying on as the basis for that assessment. So, for the
room: What is my standard, or criteria, for large? For small? Is a large room 10 feet
by 10 feet? 10 feet by 12 feet? Our experience of the room shifts depending on our
assessments.

What is the person’s criteria for whether her boss supports her or not? Is it
possible that not being promoted could be supportive? What is her criteria that she
can’t do anything right? Will never get ahead? And, after she decides the criteria,
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what facts support the criteria? What facts don’t support the criteria? What mood do
you think she might have been in when she made those assessments?

Grounded assessments are necessary for us to function well in life. When I am
considering doing business with a new client, I must assess whether that is a client
with whom I would like to work. To make that assessment, I will ground it by
knowing my criteria for clients I will work with, then match the facts I have about the
potential client to my criteria.

Desire

It is essential that the journey of personal transformation be infused with desire.
You want to allow yourself to surrender to what it is you desire so much that you
must transform. By surrender, I mean “to give (oneself) over to something (as an
influence)” (Merriam-Webster 2017). You want to desire it so much that nothing will
hold you back. You are committed and your desire becomes your focus. This is not
obsession. This is your divining rod. This is what your point of reference is: Am I
becoming the person or creating the future I desire? If not, who do I get to be and
what do I get to do now?

If we are out of touch with our desires, we cannot be ourselves. In this way of thinking,
desire is our vitality, an essential component of our human experience, that which gives us
our individuality and at the same time keeps prodding us out of ourselves. Desire is a longing
for completion in the face of the vast unpredictability of our predicament. It is “the natural,”
and if it is chased away it returns with a vengeance (Epstein 2005, p. 9).

As a well-known contemporary Indian teacher, Sri Nisargadatta, famous for sitting on a
crowded street corner selling inexpensive bidis, or Indian cigarettes, once commented, “The
problem is not desire. It’s that your desires are too small” (Epstein 2005, p. 8).

With transformation, there are no guarantees and there is no clear path. What is
clear is the focus of your desire and that drives your being and your action.

In my late 50s, [ was living with my mom after I returned from a 14-month, work-
related project in Singapore. I planned to stay with her only long enough to clarify
the next part of my life, i.e., where I would live and what I would do. However, after
about 6 months, it was becoming clear that I wasn’t going to arrive at a direction any
time soon. It seemed the Universe had its own ideas about timing and clarity. I was
rather fidgety, as I didn’t get along well with my mom; our politics and life styles
were very different, she smoked, and I did not. However, we both needed each other;
she was elderly and valued my support, and I was a person who was a bit lost in my
life. So, we tolerated one another as best we could.

However, after those 6 months, I wanted something else. I had that strong desire
to love my mom, with all my heart. | had done all kinds of work over the years in
attempts to feel this way, but the most all of that work had accomplished was for me
to be able to experience empathy and to forgive conceptually. I understood that she
had done the best she could. But all of that wasn’t satisfactory. I wanted that lived
experience of sincere love for and with my mom. My transformational journey
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began. That was my declaration: I will experience sincere love for my mom and be
with her in loving and meaningful ways.

I had chartered my course, without knowing how I would get there, if [ would get
there, and what it would look and feel like once there, if we got there. All I could do
was keep my commitment to myself and let my declaration be my guide as I made
choices all day long every day. I lived with her and worked from home, so I had
opportunities 24/7 to adjust my way of being (see below) until I could finally feel
that love.

Although Cynthia Bourgeault, Ph.D., Episcopal priest and teacher, was describ-
ing the challenges of centering prayer, it reminded me of the focus it takes to return to
the desire and the opportunity each time we realize we’re not so focused, to return.
It’s beautiful, and I wish I had read this while I was on that particular path:

In one of the very earliest training workshops led by Father Thomas Keating himself, a nun
tried out her first twenty-minute taste of Centering Prayer and then lamented, “Oh, Father
Thomas, I’'m such a failure at this prayer. In twenty minutes I’ve had ten thousand thoughts!”

“How lovely,” responded Keating, without missing a beat. “Ten thousand opportunities
to return to God” (Bourgeault 2016, p. 14).

For our topic, ten thousand opportunities to return to the focus of our desires,
and for some, it may be God.

My experience was very similar to what Bourgeault describes. My declaration
was a form of centering prayer, and interactions with my mom would often trigger
emotions and potential behavior that would not be considered a loving experience. I
had many, many opportunities to remind myself of my commitment.

Refocus with a Question

I discovered two practices that were very supportive for returning to my desire; they
came to me as I was on this journey. The first was to ask myself, “What do I want to
experience?” [ hadn’t really ever experienced the love I wanted to with my mom, so [
had to invent it. I would sit alone and imagine what it would feel like to love my
mom as [ wanted to until I did feel that emotion. Then, as I would interact with her or
think of her, I would conjure up those feelings. And, speak and act from that
emotional state. One time, while having dinner, with all the vim and vigor she
could muster, she said, “Don’t you want to argue with me?” I summoned the
emotional state I wanted to feel and responded respectfully and politely, that “No,
I did not.” After a few minutes, I came up with something else for us to talk about
and moved right along.

Refocus with a Reminder

The other practice I invented, I call thunderstorm. I am not afraid of thunderstorms;
in fact I like them. I knew that anything she did that triggered a negative emotional
reaction was related to my shadow and/or our history together, which I will talk more
about shortly. If a thunderstorm was raging outside, I wouldn’t be annoyed or
triggered. I realized that 1 could bring that same energy field to anything Mom
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might do that bothered me. This also didn’t involve positive thinking or ignoring
feelings, as it involved me shifting my emotions, thinking and body to become the
loving daughter I wanted to be and experience. Sometimes she would do or say
things that would trigger feelings of resentment or discouragement or frustration, and
I would remind myself that she was just being a thunderstorm right now. I had a
choice. I chose to feel love for this little old woman, my mom, in that moment.

After about 9 months of these practices, as well as ones to reshape my way of being,
which will be illuminated ahead, I experienced a profound shift. One evening at
dinner, my mom again said something that in the past would have triggered annoyance
in some form. However, what was triggered instead was a visceral chuckle. I knew in
that moment that I had transformed my relationship with my mom. I was no longer
stuck in my automatic patterns of thinking and feeling. And, life went on.

We tend to believe that we have arrived or transformed only when we don’t have
the emotional reactions to those triggers any more. That is not my experience. Here’s
why. Our stories and experiences of past events with others are in our bodies.

The fact is that my body was at all of those past events and embodied the feelings
and the interpretations I had made of them. That body with all of that history was
with my mom in each new moment. My practices lessened the emotional triggers but
not all of them went away. That doesn’t mean transformation didn’t occur. It’s a
moment-by-moment choice to be in love. The stretches of that feeling being natural
and automatic became longer and occurred more often. At the time of her death a few
years later, I was truly, madly, and deeply in love with her. I am so very grateful that
the Universe saw fit to keep me at my mom’s home long enough for us to experience
the transformation and for me to become the daughter I truly wanted to be.

And, that is the crux of transformation: I shifted my way of being, or context, so I
could authentically experience, think, and act consistent with my declaration.

We will now explore a model that illustrates our way of being.

Model of Way of Being

There are numerous models available that illuminate our context (Hanley 1989) and
the ways of being (Erhard 1984) that we have adopted and created. I use the one
below with all of my clients, as I have found they embrace it easily and enthusias-
tically. Almost immediately as they become aware of the distinctions and the integral
nature of their being, insights come to them about why and how things are as they
are. “We cannot observe what we do not distinguish” (Sieler 2007, p. 112).

I utilize additional coaching models from the works of Laura Divine and Joanne
Hunt of Integral Coaching Canada, Alan Seiler of Newfield Institute, Julio Olalla of
Newfield Network, and James Flaherty of New Ventures West, all of whom I have
studied with. And, of course, I continue to engage in my own transformational work,
so my understanding of human transformation and what is supportive continues to
evolve.

I consider Hanley’s “context” and Erhard’s “ways of being” as the same thing,
and I will call it “way of being.” What we are transforming is our way of being, or
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our way of relating to the world, meaning circumstances, others, ourselves, and all
aspects of life.

Figure 1 is a model that depicts that our way of being influences what we do and
say, and therefore, our outcomes and experiences.

The actions we take and what we say or don’t say are determined by and are
consistent with, our way of being. As Hanley said above, “. .. everything that shows
up in your life, every word you speak, and every action you take is naturally
consistent with and indicative of your context” (Hanley 1989, p. 33). We relate to
the world as it occurs for us, and each of us is unique in our way of being and
engaging with the world.

As a participant in one of my recent workshops realized, “Way of being is
everything!” The message that is received by others when we speak, for example,
is what is communicated from our way of being. Two people can say, “Good to meet
you,” and with one is a sense of warmth and sincere intention to connect, and with
the other is a sense that they’re not even present and that they’re going through the
motions. No matter how hard we try to pretend, the underlying way of being governs
what comes across.

Our way of being is also determinate of what we can aspire to and accomplish
with our lives, our organizations, and our relationships. We can only think, believe,
imagine, speak, feel, move, and act in accordance with our way of being.

Our way of being is determined by three intertwined aspects: (1) our body,
(2) language, and (3) mood and emotions. See Fig. 2 below.

Way of Doing

Way of Being — Outcomes/

Experiences

Actions
Speaking

Fig. 1 Interrelationship between way of being and outcomes

Way of Being

Body
Language
Mood and
Emotions

Fig. 2 Elements of way of being
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Our bodies have been with us our whole lives, ever-present, and knowing. So
every thought and experience we have ever had has been experienced by this
precious, sensitive, and beautiful body. Over time, our bodies adapt and evolve to
accommodate all of our history, as we are shaped by those wonderful and joyous
experiences as well as those painful and traumatic events (Caldwell 1996; Strozzi-
Heckler 2014). For example, a person who feels unimportant due to past events
interpreted as failures may not look others in the eye or might slump back in a chair.
“Body” includes posture, flexibility, breathing, biology, movement, and energy.

Our language is how we express ourselves; it is an instrument of communicating,
connecting with others, and moving ourselves in the world. As we saw with declarations
and assessments, language is action. Our speaking as well as our thinking, both
components of language, reveal to us — and others — how the world occurs for
us. People often express their powerlessness in the workplace as they say things such
as, “They won’t let us do that; it’s not in the budget.” Or, “You know how it is working
for the government . .. .” I don’t have to say more than that, and you probably already
are bringing your interpretation of what is possible in working for a government agency.

We are subject to our thinking and our speaking. It is the water in which we swim.
We often think and speak without reflecting on what we’re thinking and saying. Both
our thinking and speaking reveal a great deal about who we are and where we are in
our world. Becoming aware and attentive are key.

Language also includes language of the domain. Domain is “a sphere of knowl-
edge, influence, or activity” (Merriam-Webster 2017). For example, if a middle
manager wants to be promoted, he must understand and be able to effectively
think about and talk about the same subjects, i.e., sphere of knowledge and influence,
as those he would like to join in the senior ranks; he must speak their language. I
specifically noted several speech acts which play a significant role in understanding
and considering transformational change, namely declarations and assessments
(Brothers, Kumar 2015; Budd and Rothstein 2000; Flores 2012).

Peter Block, an author and consultant, has said that “transformation occurs
through language” (Block 2008, pp. 11, 177).

Our mood and emotions (also called feelings) permeate our life experience and
profoundly influence our actions, effectiveness, and meaning-making. We can only
take action, speak, or even have ideas consistent with our mood and emotions. A
person who is relaxed and motivated about the subject-matter of their presentation
will deliver in a way quite different from a person who is nervous and uninspired by
the material.

We live in a world where many of us unconsciously see ourselves as talking heads,
where our bodies are used to carry around our brains and are tools to carry out our
activities. We have compartmentalized and ignored our emotions and moods, because
they might get in the way of what we need to accomplish. Yet, as noted above, our
ability to effectively accomplish what truly matters to us is profoundly influenced by
aspects of ourselves we have cut ourselves off from experiencing a relationship with.
And, even if we ignore them, they are still with us and are expressed.

It is useful to distinguish mood from emotions, even though we often interchange
the two in our thinking and speaking. Emotions and feelings vary and move through
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us all day long. Mood is an underlying emotional state that is consistent over an
extended period of time. I might be feeling optimistic as an underlying mood for
several days, weeks, or months, yet on a specific day may at different times also feel
annoyed, anxious, excited, and hopeful.

These three aspects — body, language, and mood and emotions — are always
seeking to be coherent. Each of them influences the other two, so changing one
influences change in the others.

Exercises and Practices

In order to transform, we want to engage in practices that support shifts in our
language (thinking and speaking), body, and mood and emotions. Practices are
actions and behaviors designed to impact the shifting of your way of being in a
way that you become aligned with what you desire. You also develop new compe-
tencies, capacities, skills, and ways of observing yourself and others.

Assuming you the reader want to transform yourself in some way, a good place to
start is to inquire of yourself:

1. If I knew I could not fail, who would I want to be? How would I want to live?
What would I be doing? What am I curious about right now?

2. Why, i.e., what is the purpose of pursuing transformation? For the sake of what?

3. How do I explain that I haven’t already pursued what I said in response to
number 1?

4. If I have attempted the path noted in my response to number 1, how did I go
about it then? What were the results? What can I learn from that?

5. Who might support me in this journey?

Note: Guidance and support from another person is critical. We are not capable
of knowing or revealing to ourselves our blind spots. I encourage you to seek a
person who has experience in the transformational realm.

6. What would be the body, mood and emotions, and language of the person I
aspire to be? Or of the person who would accomplish what it is I said I desire?

7. What might be appropriate practices or exercises in each of these areas? (We will
look at practices in more detail ahead.)

8. Where will I begin?

9. How will I support myself to continue the journey? What system will I put in
place to pause and assess my progress as well as to make appropriate adjust-
ments, such as appointments with myself or meetings with a coach?

10. What am I declaring?

Once you have decided the focus of your transformational journey and declared
your intent, an excellent place to start is with a self-observation exercise, the
purpose of which is to begin to reveal to yourself your current way of being. It is
best to have one designed to speak to what your area of focus is but below is a
generic sample. Each of us identifies with our current way of being, and we are
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subject to it (Kegan 1994; Hunt 2009). It has us, we don’t have it. We want to observe
it (our current way of being) so we can begin to have it. Once we can observe it, and
have it, we can begin to dis-identify with our current way of being, to make choices
consistent with the future we desire, and to identify with the new way of being. The
developmental process begins with the self-identifying with where it is now (subject)
and as it dis-identifies with the current self, transcends and becomes able to function at
a higher level while including all that came before (Hunt 2009, p. 13). Inclusion
involves honoring and valuing abilities and strengths the person has as they engage in
the process. These continue to be valuable aspects to be utilized. As we continue
lifelong development, the process repeats itself, meaning that what was our new way
of being becomes the one we identify with and are subject to. As we develop, we
repeat the process of self-awareness, dis-identifying with that way of being, trans-
cending to a new way of being, and so on.

Self-Observation Sample Exercise

Imagine that you are two persons: the one who does the doing and the one who
observes the one who does the doing.

Please do this exercise consistently, for it is in the doing of it that your ability to
observe gets better and better. Bring an easygoing, yet deliberate attention to your
observations.

Do this exercise for the next 2 weeks. Daily you will observe yourself based on
the questions below, and at the end of each day, you will pause for 10—15 minutes to
scan through the day and make notes of what you observed. I recommend that you
use a journal to capture your reflections. The journal is your private space. You do
not have to show it to anyone. Feel free to write all that you have to say.

. What activity, person and/or event did you invest most in today?

. How did you decide how to invest your life?

. What emotions influenced your decision? What emotions did you ignore?

. What did you physically (with your body) do in the activity, with the person, or at
the event?

AW N —

Weekly
At the end of each of the next 2 weeks, please review the notes you have been
keeping, and address the following:

1. What patterns do you notice?

2. What activities, people, and events are included in your life this week? Are you
consciously choosing these or falling into them?

3. What action(s) will you take from what you have learned?

While observing, you can engage in another practice or exercise to support
development. You, of course, won’t do everything at once, but you want to add
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practices as appropriate. Some practices are ones you will maintain for life and
others are short-term. We will explore practices for each aspect of our way of being
(See Fig. 2).

Practices: Body

Practices for the body should be ones that require you to move in ways that you do
not normally move. Let’s say you want to be more available when you listen to
another person, so you want a body that is more open and flexible. A practice that
supports opening the chest area might be appropriate, such as one of these yoga
poses: bridge, corpse, or camel. To improve flexibility, you might simply engage in
some stretching exercises.

If your current exercise of choice is to walk or jog, you can continue that, of
course. However, you want to be aware that those exercises are linear (we walk
straight ahead usually) and jarring to the body, so support linear thinking and
rigidity, both aspects of which are familiar to many, rigidity being a version of
control. Your awareness of the natural tendencies of this form of exercise can support
you in deciding how much and how often to do it and to avoid increasing it while
you’re focusing on developing more openness and flexibility.

Therefore, in considering practices, you want to reflect on the capacities, com-
petencies, or qualities you want to develop to support your bold future. You must be
able to keep at the forefront your desired future and regularly choose to focus on the
way of being consistent with that. One quality that is key for transformation is
discipline, which is addressed ahead. If that is a capacity you are not yet skillful with,
doing the mountain pose in yoga regularly and consistently might be appropriate. It
requires being still, standing as tall as you can, remaining focused and experiencing
the majesty of the mountain.

Also, for transformation, you are surrendering regularly to your commitment. If
you have a strong tendency to be controlling, that can be challenging. So, dancing to
loud and dynamic music in out-of-control ways expands your physical experience to
include looking and being silly and unscripted.

The practice of yoga is wonderful for those not yet experienced at it, as the body
poses require postures that we’re not used to being in, so it supports releasing the
hold of history. Other examples of practices include aerobic exercise of all kinds,
massage, slowing down or speeding up in walking, martial arts, dancing with a
partner, altering eating patterns, breathing, and on and on.

All practices should be designed in ways that you will actually do them, taking
into consideration your lifestyle. You want them to be somewhat uncomfortable, yet
challenging and intriguing. The practice should also include an element of reflection,
asking yourself to observe your experience as you engage in it. We can tell we have a
good practice for ourselves or another when we get curious and pulled to do it. That
doesn’t always happen, and the practice can nevertheless be powerful.

There are no “right” practices; the design of the practice should focus on you
experiencing life in a new way, consistent with the bold future. Taking baby steps
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might also be appropriate. These questions might support you as you consider what
would be useful for you given your bold declaration:

. How flexible is my body?

. What is my stamina?

. What aches and pains do I have?

. What do I think my body is trying to tell me?

. What way of physical being will support my bold declaration?

N AW =

Practices: Emotions and Mood

Becoming aware of and designing practices that attend to our emotions and mood are
essential to transformation. Reading or listening to music are examples of practices
that can support altering emotions and mood. Of course, practices for the body will
also influence our mood and emotions. We want to cultivate emotions that we want
to experience more often and will support our path.

Our society underplays the importance of emotions. Having allied itself with the neocortical
brain, our culture promotes analysis over intuition, logic above feeling. Cognition can yield
riches, and human intellect has made our lives easier in ways that range from indoor
plumbing to the Internet. But even as it reaps the benefits of reason, modern America
plows emotions under — a costly practice that obstructs happiness and misleads people
about the nature and significance of their lives. ... For human beings, feeling deeply is
synonymous with being alive (Lewis et al. 2000, p. 37).

Becoming skillful with emotions that are uncomfortable is important as well.
There is a specific practice that I designed a few years ago after years of engaging in
a variety of practices, working with different coaches, or counselors and taking
dozens of courses. Something was still missing for me and my ability to be in the
emotional space I wanted to be. I embraced an awareness that my emotions are
guides and contain wisdom. I tend to engage in this practice when the emotions are
ones I don’t particularly like but also find it useful when they’re positive. I believe
that emotions want to be witnessed and will often move through the body once
they’ve been acknowledged and blessed, even the ones I don’t like. And, as we used
to say in the Lifespring trainings, “The way out is through.” We do want to
experience the emotion fully to release its hold on us. I call this practice “being
present with the emotion.”

Sometimes the practice I’m suggesting here is not useful, such as when there
have been intense abusive situations or other catastrophic events in one’s life. In
that case, I encourage people to go to a therapist for professional counseling to heal
the past.

You begin being present with the emotion by focusing on the emotion; find
where it is located in your body. For me, it’s usually in the chest, about where my
heart is. Now, focus all of your attention on the focus area. Don’t ask questions, as
that can influence what arises as you observe. Sometimes we want to ask, “Why is
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this happening?” “What does this mean?”” “Where did this come from?”” That is our
rational mind wanting to understand in the way our rational mind understands, and
we don’t want to do that during this practice. Simply focus in the same way you
would if you were in the audience at the performance of a symphony orchestra:
listening with all your attention, all your heart, experiencing the experience fully.
It’s similar when we go to a movie. Clients appreciate this practice as well, as we
find that information or insights come to us in a meaningful and useful way.

Just this morning as I was reviewing my writing, | was experiencing some
frustration and anxiety related to a business transaction. I have already done some
work which was very well received with this organization and was promised more
work. My contact didn’t return several calls, so I have let that go, at least mentally.
My emotions have not yet, and these feelings have lingered now for several weeks.
During my daily morning meditation, I focused on them as above, without much
movement. However, today was different. The emotions were a bit more intense;
I have some fear, as I would like the money that would come in, and there was
another feeling that I’ve been exploring off and on. I knew it is related to my shadow
but nothing was clarified. I address shadow more below. This morning when these
emotions arose again, I put my attention on them and what came to me was the
memory of a time when I was about 9 years old when some neighborhood playmates
told me they didn’t want to play with me because I was bossy. This is not a new
memory, and I’ve worked with it in counseling, workshops, and journal writing.
However, this time as it arose, and intensified, tears came to my eyes as I experienced
that sense that no one wants to be with me and there’s something wrong with me. As
it arose, and lingered for a bit, it began to fade. A peace came to me. It was a sad
peace, like that of an old friend who has visited and now has gone again. Since then, I
have been more relaxed about this situation than I have been for weeks.

The beauty of working with our emotions in this way is that they are experienced
fully, which can actually allow them to move on for now. It could be that the practice
works so well because I’ve had the counseling and done the workshops and many,
many other processes around historical situations. However, my clients who have
not done as much developmental or psychological exploration over the years have
also experienced profound shifts in emotional patterns related to incidents in their
lives, past or present, with this practice.

A challenging component to working with emotions in this way is that they take
their own time in bringing awareness. Some very intense emotions related to
significant issues can take several weeks of this practice for something to shift
and/or insights to occur. However, in my experience, the movement of the emotion
feels more natural and “released” in a way that it doesn’t when I sit down and
rationally try to remember where the emotion came from and try to resolve it with
writing or other practice.

When we try to control our emotions, dwell on them or try to resolve them in our
time frame, with all of our questions and analyzing, I think they stick around,
proverbially thinking, “Oh, she likes focusing on this and being in this place, ok,
we’ll stick around longer.” They intensify too, the more they’re focused on, as you
may have noticed.
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All of this reminds me of a parable the Buddha shared, according to Thich Nhat
Hanh,

Suppose a man is struck by a poisoned arrow and the doctor wishes to take out the arrow
immediately. Suppose the man does not want the arrow removed until he knows who shot it,
his age, his parents, and why he shot it. What would happen? If he were to wait until all these
questions have been answered, the man might die first (Hanh 1974, p. 42).

A client engaged in the practice of being present with emotions when he was
having issues with a business partner. Reminders came to him about some issues his
partner was having, so he was able to bring more compassion to the difficult
conversations they were having. He might have remembered the partner’s life issues
if he had rationally thought about it, but with this practice, the reminders arose from
an emotional space and diminished his dissatisfaction with the partner at the same
time.

... [R]esisting something is one good way to preserve it in the form that we experienced it to
begin with. We resist, hoping to get rid of it, but what we are actually doing is encapsulating
it and keeping it in its original form or expression.

If we are able to allow the fear or hate, embrace it, hold it, and feel it fully in its totality —
in all its texture, color, and vividness — we will give it the space to be itself. And that will
happen naturally because it is the nature of our True Nature to move, to unfold, to illuminate
itself, and to reveal what it is about. And as our experience reveals what it is about, it will at
some point reveal its True Nature because each experience we have is somehow related to
our True Nature. And by understanding it, seeing the truth, and following the thread of truth,
we are following that connection to True Nature (Almaas 2008, p. 39).

Choice plays a role in being with our emotions. Let’s say I’m in a meeting, and I
notice I feel angry. I probably can’t focus on that emotion at that time, but what I can
do is acknowledge it to myself, remind myself the way of being I desire to be, and
choose to focus my attention in a way that shifts the emotion. That takes practice.
I can later return to the emotion and the situation to experience it fully.

If T have become skillful at observing emotions and engaging in practices that
enhance the emotions I would like to have more of] it gets easier to make these shifts.
Having a vocabulary of emotions is also useful. Coaching to the Human Soul,
Volume 11, at pages 131 and 382385 provides a list of emotions and at page 388 a
list of moods (Seiler 2007).

Shadow work as a practice is supportive for our transformation. “In psychological
terms, shadow refers to the repressed, disowned, and unacknowledged aspects of
self. When these shadow qualities are recognized and reconciled a person often
experiences a movement to greater maturity and depth of personality” (Houston
1996. p. 104; Johnson 1991). Shadows are not always negative and once accepted,
integrated, and appreciated, shadows release energy to propel us to the self we’d
truly like to be. The positive shadow is sometimes referred to as the golden shadow
(Wilber et al. 2008, p. 59; Johnson 1991). We can tell our shadow has shown up
when we are triggered by another’s actions. As Carl Jung said, “Everything that
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irritates us about others can lead us to an understanding of ourselves” (Jung and Jaffe
1989, p. 247). Sometimes being triggered can be related to past experiences or to our
shadow.

The ways I currently relate to shadow is to engage in the “being present with the
emotion” practice I described above and the thunderstorm reminder. That is, when
I’'m admiring someone else’s abilities and telling myself that I can never be as
wonderful as they are (golden shadow), I sit with the emotion of it and allow the
emotion to reveal insights and to move through me. If it’s a situation where I can tell
I’'m going to react to another person’s arrogance, for example, I remind myself that
he is being a thunderstorm right now and choose to focus on the way of being I want
to bring to the situation. Then, later I can remind myself of the occasion with
arrogance and do the emotional sitting with exercise.

In the book, Integral Life Practice, you can find a practice for working with the
shadow called “The 3-2-1 Shadow Process” (Wilber et al. 2008, pp. 44-58).

Practices: Language

Now we will explore practices to transform language. Language includes both our
speaking and our thinking. A powerful exercise is another self-observation exercise,
where you listen to what you actually say in various conversations. At the same time,
you observe what you’re thinking. At first this can be rather challenging, but after a
week or two, you can get really good at it, and it will be a practice that will serve you
the rest of your life. We want to speak consistently with what we say we want, no
matter what we might be thinking.

Thinking in itself is not the problem. We often need to think — the clearer, the better. The
problem arises when we believe our thoughts and identify with our thinking. We let our
thoughts define and confine us and, by extension, everyone and everything else (Prendergast
2015, p. 33).

You can also begin to question what — and why — you’re thinking and saying what
you’re saying, in a compassionate and loving way. For example, if I say it is not
possible for me to have clients who truly want their organizations to model how all
human beings could live with one another, I can ask myself, “Why, i.e., for the sake
of what, am I saying that? What beliefs do I hold about myself, others, the leaders of
organizations? Is it to keep myself safe? To keep myself small? Something else?”

It is also useful to know that we are wired to focus on negative events; you aren’t
deliberately trying to focus more on the negative things in life. Our survival
depended on it for thousands of years; we needed to be constantly vigilant for
harmful creatures. With that focus on survival for all of those years, as psychologist
Rich Hanson, Ph.D., explains, “In effect, the brain is like Velcro for negative
experiences but Teflon for positive ones” (Hanson 2010).

What we want to do is pay more attention to the positive events and feelings we
have and linger with them for up to 20-30 seconds, focusing on that experience in
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your body, feeling it fully, in order to develop a neural structure that reinforces
positive memories and experiences (Bergeisen and Hanson 2010).

I can begin thinking what I want to think, and not what I automatically think.
I don’t have to identify with my thoughts as if they are true. They’re not true; they’re
just thoughts. I can consciously choose thoughts that are consistent with what
I intend. This is not positive thinking, as I want to choose thoughts and do whatever
emotional and body work that is necessary to have all align.

I had the opportunity to work with a woman whose language very loudly and
clearly reflected why she had the results she had, which she wanted to change. She
was the owner of a small marketing services business in a large metropolitan area.
Her clients were sizeable national organizations who hired outside consulting firms
to develop their marketing materials. She had taken out a second mortgage on her
home to finance her start-up, and she had two other employees. About the same time,
a recession started. She was referred to me, and we began working together so she
could have the business she wanted.

During one of our first conversations, she revealed (through her language) how
she was engaging with this situation. She proceeded to tell me how there was a
recession and NO BUSINESSES were hiring outside firms for their marketing. I had
no idea if this was actually true, but it did seem a bit extreme that there were
absolutely no businesses hiring these services. So, I asked her with pure curiosity,
“Is that true: that there are NOT ANY businesses hiring firms that do what you do?
Not one business is working with outside firms?”” After a brief pause, she responded,
“Well, there might be a few who are.” I said, with sincerity, “Why don’t you make
sure YOU get ALL of that business?”

We are talking about transformation here; and transformation is not positive thinking.
It is about transforming the way of being. My client’s way of being was being informed
by the prevailing conversation during any recession: There is a recession, so there will be
less business and therefore less money. It is important that we be aware of conversations
that are the cultural norm, so we can discern our relationship with them. However, it
doesn’t mean we have to get sucked into them. The reflective process sounds something
like this: “There’s a recession, but I have my life to live and goals to achieve, so who do I
want to be in the face of all of that?” As George Bernard Shaw, the Irish playwright who
received the Nobel Prize for Literature, said, “The reasonable man adapts himself to the
world: the unreasonable one persists in trying to adapt the world to himself. Therefore,
all progress depends on the unreasonable man” (Shaw 2015, p. 18).

We will review my client’s way of being. Obviously, her language is not consistent
with what she says she wants. She is telling herself and others that there is no business
for her due to economic conditions, and she was adamant about that. She was making
ungrounded assessments. She had looked at the business climate and assessed that there
was no business, relating to that assessment as if it were a fact. However, the fact was
that there was some business to be had. She had interpreted, or devised a story, that there
was no business, based on what others were saying and some of her experiences.

Her mood was somewhat depressed (not in a clinical sense), resigned, and scared.
If she wasn’t successful with her business, she would not be able to pay the second
mortgage, and she would lose her house.
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Her body was sluggish, stressed, and lethargic. She wasn’t exercising.

I asked her to reflect on our conversation and seriously reflect on what I was
suggesting: that she might be able to attain all of the business that was to be had. It
might not be THE truth but would be a way of being from which to move forward.
What would she have to believe about herself, business, the recession, money, her
work, and the value thereof?

Compassion is key to supporting us in our development. So, I made it very clear
that it was ok if she couldn’t invent for herself a way of believing that there was
sufficient business for her to be successful. Yes, we had to remember that her house
was on the line (honesty is important too), but we wouldn’t give up if she couldn’t
get to the place where she could believe there was sufficient business for her. This
was, however, the way she could have the most leverage to accomplish what she
wanted if she could believe this in all of her being.

We did not start with making goals or a plan; if we had, the odds are very high she
would not have been successful, and it would have been very painful for her to
attempt to bring in business with the way of being she had when we started. Similarly
to this client, most seek coaching due to a challenging aspect of life, to become more
effective at some topic, or to achieve a goal that has been previously unattainable.
That is the language of change that exists in the mainstream. With transformation, we
are not engaging in the way we would if we were solving a problem or attempting to
reach a goal. We are using the presenting topics as guidance to what matters to the
person at this point in time, and goals might be reached, but the focus is on
transforming the way of being, or the “come from,” of the person. Through that
evolution, the person will more likely attain what she desires.

My client began aerobic walking and a daily 20 minute meditation practice. It was
crucial that her body feel energized and capable. When a body is tired and lethargic,
it is counter to a person who wants to make something happen in a big way quickly.
The meditation practice was to support her in beginning the process of lessening her
attachment to her thoughts and also to support her in relaxing when her emotions
were not supportive. With this client, as with all involved in transformation, practices
are designed to impact all aspects of one’s way of being.

Within a few weeks, and over several conversations, she was able to embrace the
intention that if there was business out there, and there was, she would get it all. That
was her transformed way of being. I could feel it through the phone; she and I lived
in different parts of the country. She began talking about sales, the economy,
markets, and the value of her work in ways that supported soliciting and securing
business. She worked with her staff to do the same. They focused conversations on
those that would lead to success. She altered who she was in relationship to her
circumstances, her world. The economy didn’t change.

I was a bit surprised myself at how quickly she was able to inhabit this way of being,
but it was probably because being successful mattered to her so very much, she was
actually extremely good at what she did and knew it, and I believed that if she
transformed her way of being she could have the business she needed. That is, she
had a person who, with her, created an energy field of certainty. And, occasionally we
would talk about her fears and how to work with those emotions that would still emerge.
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We also supported her with the skills necessary to succeed: planning, establishing
goals, and taking other appropriate action. She was able to meet her goals and
proceeded to sustain a viable business.

We can see that what changed was the context or “come from,” from which she
was relating to the world. She moved from being victimized by life’s circumstances
and the prevailing conversations, hers and others, to a way of being of experiencing
her authority and agency over her life and circumstances and connecting with her
own power, wisdom, gifts, and determination. She became the woman she needed to
be to live the life she desired. She transformed.

Short-Term Transformation

We can focus transformation on one seemingly minor aspect of our lives, as I did
with my relationship with commitment many years ago, which continues to this day,
and that will influence all aspects of our lives. Or, we can engage in the develop-
mental approach which has been the major focus of this chapter.

We can also engage in transformation for a limited time. It would probably be
useful to have had experience with transformation, but I don’t know for sure that it is
necessary. An example of transformation for a limited time without past experience
would be emergency situations, in which people become whoever they need to be
and do whatever is needed to assist. Without an emergency, where instinct takes
over, past experience is useful.

Here is an example of a person engaging the principles of transformation over a short
period of time, in order to accomplish something exceptionally significant to him.

My client and I had worked together for several years, and all of our work had
been pursuant to the concepts and principles of transformation. He had been
incredibly successful in his professional life as a result. One Saturday, he left a
voice mail, asking me to call him the next day for support. He was playing in his club
golf tournament championship and was determined to win, yet he was not playing
well. Saturday and Sunday were the qualifying rounds; the thirty-six-hole tourna-
ment was that Monday. I knew that he was an accomplished golfer and had even
considered becoming a professional at one point. I called him back Sunday morning
and coached him through what he already knew yet had not applied to his game
of golf.

Our question was: How would the leader in this tournament be in body, thinking,
speaking, emotion, and mood?

Even though his score was such that he was not yet the leader, I asked him to
imagine that he was already the leader. We talked about what he could count on
about his abilities as well as how to engage as the leader during the remainder of the
tournament. Here is what we discussed:

Body: He was healthy and continued to engage in athletic activities, as well as the
regular practice of golf, so he had the physical ability and skill in place. During the
event, he would move with confidence, head high, breathing calmly, reminding
himself, through talking to himself, that he was the leader.
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Emotion and mood: He would observe what he was feeling and tell himself in an
embodied way that he was the leader, no matter what the score was and focus on that
image until his emotions could catch up. He would make sure it felt real in his body.

Language: He wouldn’t let himself talk about anything that wasn’t supportive of
the experience of playing well, no matter what had happened on the previous shot or
hole. He would regularly remind himself that he was the leader, no matter the score.
As you can tell, all of these components impact each other.

Focus: I asked him to state an example of him applying all of this. He said, “When
I get to the tee. . .”. I interrupted him with, “No, you are the leader the whole time. How
would you be feeling? What would you be thinking? What would you be doing . . . the
whole time, not just when you get to the tee?” He responded that he would remind
himself, “T am the leader,” no matter the score throughout the day whenever he noticed
he was doubting himself or fretting that he wasn’t the leader according to the score.
Then, he would focus on feeling as if and acting as if he was that leader.

To support him in remaining vigilant, he placed a stone in his pocket so that every
time he put his hand there, he would remember all of this if he had forgotten. He was
so focused and in this transformative state that even at one point, as he was preparing
for a shot and realized he had left the club he wanted on a previous hole, he didn’t let
that shake him.

I was out of the office much of Tuesday, and when I returned I had a voice mail.
The message was, “I was the leader the whole time, but the score didn’t catch up with
me until the 37th hole.” He had won the Championship Flight — on the playoff hole!
The leaderboard, however, didn’t ever reflect him as the sole leader until the very last
hole.

Potential Challenges

There are plenty of challenges to personal transformation, and each of them provides
an opportunity to learn more about who we are, and who we can be. Our personal
history and identity are connected with our current way of being and will need to
change to transform. Besides that inherent pressure to remain the same is outside
pressure from others and the culture to stay as we are. And, devoting ourselves to our
audacious future requires the capacity of discipline.

History

With transformation, our declaration and commitment determine who we are and
what we do. Yet, we all have our history — our past filled with events, people,
circumstances, and experiences — all of which we have interpreted in accordance
with our way of being at the time. As human beings, we are drawn to make meaning
of factual events. We bring our stories and our assessments to them and they
influence how those events affect us and stay with us over the years. Facts include
things like my dad bought my first car, my mom smoked cigarettes, I started college
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atage 17, and I got married at 40. We can’t change the facts of our past, even though
we might like to; however, we can change our interpretations of that past.

We want to be aware that our interpretations have shaped our lives and will shape
our future. Therefore, we practice observing our assessments and making new
interpretations and choices in alignment with our desired future. That also means
that our current way of being shapes who we believe we are and how we relate to
everything in our lives. Your current way of being influences how you are
interpreting what you are reading right now. Any shift in any aspect of that way of
being begins reshaping who you are and what is possible.

And, when we shift our way of being, some things are no longer possible. For
example, when I chose to love my mom, what was no longer possible was to focus
on our past, what I didn’t like about her, and judging her for her choices. The
operative word is focus, as of course, I might remember events that I felt hurt over or
notice things she did that annoyed me. However, an incredible experience of
profound love became possible, as the other doors closed. It can be uncomfortable
to make these changes, so we want to be aware that it will get uncomfortable.

And, there may be some past issues that are best to be worked through with
therapy or some other form of workshop or counseling. You will know.

Identity

We become identified with our way of being, interpretations of our lives, assess-
ments of ourselves, which are also called characterizations, cultural norms, and the
expectations we believe the culture has. When we step onto the path of transforma-
tion, we want to be prepared for the disruption that will occur as we change. At a
minimum, there will be discomfort and a sense that “this is not me,” “this feels
wrong,” or “maybe I shouldn’t be doing this since it’s so uncomfortable,” for
example. There are numerous other ways we can feel challenged as our identity
evolves, including other people noting that we’re being different or acting in new
ways around them.

This can be an opportunity to discern what your feelings are trying to tell you.
Some might be inviting you to stay as you are and some might be revealing your
drive toward your audacious future. Using the “sitting with emotions process”
described above can help you develop a relationship with your feelings so you can
discern which ones should be blessed and heeded and which ones should be blessed
and invited to move on. And, yes, sometimes those feelings that strongly suggest you
are on a path that is not supportive for you should be listened to as well. Having a
skillful coach or consultant can be very useful to further develop this ability.

I'had a client who, with a partner, had grown an international marketing company
from the 2 of them to over 100 employees. He began working with me because he
had started the business to have enough money to support himself in his artistic
endeavors. Now he had the money, but business had become his golden handcuffs,
as he feared transferring leadership to others within the organization as well as
leaving life as he had known it every day for 13 years. We proceeded over several
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years to develop senior management of the organization to be able to effectively take
over the daily operations.

He would often question whether he was doing the right thing for himself and
others. It didn’t feel right to ask others to manage the company. We explored what
people truly wanted from him. He found they wanted him to believe in them and
their abilities and didn’t really care if he worked the 60-hour weeks that he thought
they wanted. They wanted to develop too, and knew as long as he was taking the
lead, they would be held back. Emotionally he was torn, as the feelings of
responsibility and fear of the unknown engulfed him. One of the practices was to
develop the emotional capacities of trusting others and being able to release the
fears when they arose. He would gently question whether his fears and emotions
were true or were conditioned. He had conversations with his employees and
explored his own motivations and desires. He created an agreement with his
partner and with those he was preparing to take over the daily management of
the company to continue his pay as long as the company maintained an agreed-to
level of income and profitability.

Eventually, he was ready to leave the daily management of the company to begin
his full-time career as an artist beginning January 1 of the upcoming year. Three
months AFTER January 1, he finally had separated himself emotionally and psy-
chically from the daily management! Yes, it took three MORE months for him to
complete the transformation from being a corporate CEO with daily well-defined
responsibilities to an artist, inventing, creating, and expressing himself daily in
unpredictable ways. His routines as well as the emotional pull to return to the
known were like magnets.

He went from working 12-hour days to 15-hour weeks in his old business. His
main focus became his art, at which he became quite successful, including being
nominated for and winning an award within his field. The business continues to
thrive as well.

Cultural Pressure

Transformation is definitely the path less taken. We have a great deal of cultural
pressure to become aware of. Let’s say you really want to enjoy your work and you
actually do. There are morning talk-show hosts who act as if they enjoy their work,
yet speak in excited ways about having the weekend off. Our culture has a great deal
of focus on getting through the work week to get to the weekend, implying that work
is just something to get through and not enjoy. So, in this situation, it can be hard to
be your own person and decide that you do, in fact, enjoy your work. Or, as you read
this, realize that you want to transform yourself to enjoy your work; that you’re
paying too high a price, emotionally, physically, and relationally, to continue to
dislike it and be like most others, if that is the case for you. You may find yourself in
a situation unrelated to work where you feel the pull of the culture of your immediate
friends or community to stay where you are, rather than transform. This is a natural
potential pitfall of transformation.
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You may experience pressure from yourself to fit in with others, or from others to
fit in with them. People are uncomfortable when others change. This might be
because they have been used to relating to you in certain ways, and now there is
uncertainty because you are being or acting differently. It can also trigger fears that
they might have to change or that they’re not pursuing something that matters to
them. It’s useful to be aware that this will more-than-likely occur at some point and
either respectfully talk with the others about what you are up to or be prepared when
they bring it up or act in new ways with you.

Here’s a personal example. I once worked with other coaches who taught pro-
fessionals about making and keeping commitments and who seemed annoyed with
me because I did what I said. It didn’t make any sense to me, but I learned from one
of my colleagues that I mirrored for them that they weren’t walking their talk, and
they didn’t want to change. I certainly wasn’t going to stop keeping my promises to
fit in. We went our separate ways.

Discipline

The path of transformation takes discipline: the discipline to practice being aware
and bring our focus, intention, language (what you say to yourself as well as what
you say out loud), body movement and energy, and emotion into alignment with our
bold future, moment by moment by moment. It’s a choice to become and manifest
your declaration and not just when it’s convenient. And, yes, as you can tell, it is not
that easy but takes practice and living commitment, as your word to yourself, with
devotion to your one precious life and bold declaration.
Tech futurist and innovation expert Daniel Burrus describes this.

Note: He defines Futureview as “the picture you hold, for better or for worse, of what you
expect and believe about your future” (Burrus 2013).

A few years ago, | had the opportunity to converse with Neil Armstrong, the first man to
set foot on the moon. He said that in the years following Kennedy’s articulation of that goal,
NASA engineers would periodically hit a major roadblock and declare the goal impossible.

Each and every time, the response from those in charge was the same: “We’re going to
the moon.”

So the engineers would go back to their benches with a renewed determination to do the
impossible. Every time they hit a snag, that unshakeable Futureview held them to their task.

“They kept solving those unsolvable problems,” Armstrong added, “until one day, there I
was — walking on the lunar surface” (Burrus 2013).

You stay devoted to your declaration until one day, there you are — transformed.
And, at some point, you may decide to make it a lifelong journey of transformation.
Remember, a key to transformation is desire; you want your desire to call to you at a
level that there is no way you won’t pursue it. It is your opportunity to live your
authentic life.

Practices that are supportive for developing discipline are unique to each person,
yet meditation is useful for many, and it is often challenging for people in western
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cultures. Regular exercise is another. One trick that has worked for me is to remind
myself who I want to be and then not listen to the chatter of my rational mind, who
will try to tell me I don’t have time, or it’s too cold, or it’s boring, on and on. I have a
polite chat with that rational mind and let it know I’'m grateful, but we’re going on
anyway. Developing discipline can be challenging, in that it takes discipline to
develop discipline. But, if you get up every day and go to work, that’s discipline,
so use whatever has supported you to do that as you develop discipline elsewhere.
You can ask yourself, “How do I manage to get to work every day?” Then, observe
your thoughts, feelings, and physical sensations as you observe what comes to you in
response to your inquiry.

What is most supportive is to regularly remind yourself what you are committed
to and use that as the place you align your speaking, thinking, emotions, and body. It
is more-than-likely a fairly slow process, if it is to be sustainable. Transformation
occurs in its own time; we can’t predict it or decide exactly when we will become the
person for our bold declaration.

And, compassion goes hand-in-hand with discipline. Discipline is actually devo-
tion; it’s about returning our focus toward our bold declaration and surrendering to
its call. It is not brow-beating or forcing ourselves to do something. When we find
ourselves off course, which we will, we gently remind ourselves where we are going
and why it matters to us, refocus and move, and be accordingly. For some of us,
compassion might be a quality to be developed while on the journey.

The Future of Transformation

Most people seeking support through coaching or counseling are experiencing some
discomfort in their lives. Right now, our mainstream culture does not encourage
ongoing personal growth, development, or learning beyond conventional schooling.
Some is offered through organizational life, such as when an executive is seeking to
enhance her abilities or an employee at any level wants to become more effective or
has received input that they are a problem that needs to be fixed.

Different authors in different ways are advocating that we are in dire need of new
ways to think about adult learning, development, and transformation as well as living
and working well with others who seem different from us (Kegan 1994), and to
support the individual and society’s ability to keep pace with changes in the world
(Friedman 2016). Such focus will support us to experience our own power to live our
lives in inspired and inspiring ways, to live with others in meaningful and peaceful
ways, and to pursue our emotional, physical, intellectual, and spiritual well-being
(Seiler 2007).

My wish is that in the future it will become commonplace for people to engage in
lifelong learning and immersion in transformational evolvement (Kegan 1994;
Leonard and Murphy 1995). I believe that each of us is capable of living, loving,
and expressing with our minds, bodies, hearts, and souls beyond what we can even
conceive of right now. In addition, I believe the current state of the world, at least in
the Western cultures, is at the place where we can take advantage of the incredible
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wealth and well-being that we’ve been given and support all of us to evolve what is
possible for all of humanity and all life at all levels of the Universe. This is the
ultimate adventure: to risk knowing oneself fully and live whole heartedly in
alignment with that knowing.

References

Almaas A (2008) The unfolding now: realizing your true nature through the practice of presence.
Shambhala Publications, Boston

Bergeisen M, Hanson R (2010) The neuroscience of happiness. http:/greatergood.berkeley.edu/
article/item/the_neuroscience of happiness. Accessed 21 Mar 2017

Block P (2008) Community: the structure of belonging. Berrett-Koehler Publishers, San Francisco

Bourgeault C (2016) The heart of centering prayer: nondual Christianity in theory and practice.
Shambhala Publications, Boulder

Brothers C, Kumar V (2015) Language and the pursuit of leadership excellence. New Possibilities
Press, Naples

Budd M, Rothstein L (2000) You are what you say. Three Rivers Press, New York

Burrus D (2013) Why Martin Luther King, Jr. did not say, “I have a plan.” https://www.linkedin.
com/pulse/2013082619083 1-48342529-why-martin-luther-king-jr-did-not-say-i-have-a-plan.
Accessed 16 Mar 2017

Caldwell C (1996) Getting our bodies back: recovery, healing, and transformation through body-
centered psychotherapy. Shambhala Publications, Boston

Epstein M (2005) Open to desire: embracing a lust for life insights from Buddhism and psycho-
therapy. Gotham Books, New York

Erhard W (1984) A way to transformation. www.wernererhard.com/heart.html. Accessed 24 Mar 2017

Flores F (2012) Conversations for action and collected essays. CreateSpace Independent Publishing
Platform, North Charleston

Frankl V (1992) Man’s search for meaning. Beacon Press, Boston

Friedman T (2016) Thank you for being late: an optimist’s guide to thriving in the age of
accelerations. Fararr, Straus and Giroux, New York

Hanh T (2005) Zen keys: a guide to zen practice. Three Leaves Press, New York

Hanley J (1989) Lifespring: getting yourself from where you are to where you want to be. Simon
and Schuster, New York

Hanson R (2010) Stephen Colbert: we don’t need to ‘keep fear alive” www.rickhanson.net/stephen-
colbert-we-dont-need-to-keep-fear-alive. Accessed 21 Mar 2017

Houston J (1996) A mythic life: learning to live our greater story. HarperCollins Publishers,
New York

Hunt J (guest ed) (2009) Journal of integral theory and practice: a postdisciplinary discourse for
global action

Integral Coaching Canada. https://www.integralcoachingcanada.com/. Accessed 18 Mar 2017

Johnson R (1991) Owning your own shadow: understanding the dark side of the psyche.
HarperCollins Publishers, New York

Jung C, Jaffe A (eds) (1989) Memories, dreams, reflections. Vintage Books Edition, Random
House, New York

Kegan R (1994) In over our heads: the mental demands of modern life. Harvard University Press,
Cambridge

Kennedy J (1962) John F. Kennedy moon speech — rice stadium. https://er.jsc.nasa.gov/seh/ricetalk.
htm. Accessed 17 Mar 2017

Leonard G, Murphy M (1995) The life we are given: a long-term program for realizing the potential
of body, mind, heart, and soul. G.P. Putnam’s Sons, New York

Lewis T, Amini F, Lannon R (2000) A general theory of love. Vintage Books, New York


http://greatergood.berkeley.edu/article/item/the_neuroscience_of_happiness
http://greatergood.berkeley.edu/article/item/the_neuroscience_of_happiness
https://www.linkedin.com/pulse/20130826190831-48342529-why-martin-luther-king-jr-did-not-say-i-have-a-plan
https://www.linkedin.com/pulse/20130826190831-48342529-why-martin-luther-king-jr-did-not-say-i-have-a-plan
http://www.wernererhard.com/heart.html
http://www.rickhanson.net/stephen-colbert-we-dont-need-to-keep-fear-alive
http://www.rickhanson.net/stephen-colbert-we-dont-need-to-keep-fear-alive
https://www.integralcoachingcanada.com/
https://er.jsc.nasa.gov/seh/ricetalk.htm
https://er.jsc.nasa.gov/seh/ricetalk.htm

Personal Transformation: The Next Big Risk 315

Lucasfilm, Ltd. (1989) Indiana jones and the last crusade. Online video clip. YouTube. Accessed
31 Mar 2017. https://www.youtube.com/watch?v=xFntFdEGgws

Lucasfilm, Ltd. (1980) The empire strikes back. Online video clip. YouTube. Accessed 31 Mar
2017. https://www.youtube.com/watch?v=BQ4yd2W50No

McTaggart L (2011) The bond: connecting through the space between us. Free Press, New York

Merriam-Webster (2017) www.merriam-webster.com/dictionary. Accessed 23 Mar 2017

Newfield Institute. www.newfieldinstitute.com.au. Accessed 18 Mar 2017

Newfield Network. www.newfieldnetwork.com. Accessed 18 Mar 2017

New Ventures West. www.newventureswest.com. Accessed 17 Mar 2017

Olalla J (2004) From knowledge to wisdom: essays on the crisis in contemporary learning. Newfield
Network, Boulder

Prendergast J (2015) In touch: how to tune in to the inner guidance of your body and trust yourself.
Sounds True, Boulder

Shaw G (2015) Maxims for revolutionists. Dossier Press, New York City

Siegel D (2017) Mind: a journey to the heart of being human. W.W. Norton & Company, New York

Sieler A (2007) Coaching to the human soul: ontological coaching and deep change: volume 2.
Newfield, Blackburn

Strozzi-Heckler R (2014) The art of somatic coaching: embodying skillful action, wisdom, and
compassion. North Atlantic Books, Berkeley

Tyson N (2012) The most astounding fact. www.youtube.com/watch?v=9D05¢j8u-gU

Wilber K, Patten T, Leonard A, Morelli M (2008) Integral life practice: a 21st-century blueprint for
physical health, emotional balance, mental clarity, and spiritual awakening. Integral Books,
Boston

Yeaman D (1990) The power of commitment: an operator’s manual for managing the changes in
your life, career and organization. Science of Mind Communications, Los Angeles


https://www.youtube.com/watch?v=xFntFdEGgws
https://www.youtube.com/watch?v=BQ4yd2W50No
http://www.merriam-webster.com/dictionary
http://www.newfieldinstitute.com.au
http://www.newfieldnetwork.com
http://www.newventureswest.com
http://www.youtube.com/watch?v=9D05ej8u-gU

Part Ili

Leadership Transformation



™

Check for

updates
Alfonso Montuori and Gabrielle Donnelly
Contents
INtrodUCtioN . ... e 320
Transformative Leadership in Context .............ooiviiiiiiiiiiii i iiiiiiiiieeaann.. 321
The Crisis of the Future: Reinvention, Recreation, Self-Creation, Transformation ........... 324
Four Orienting CONCEPLS ... ...t uuuteett ettt ettt e et e e e 327
Creative Inquiry: Learning and Unlearning to Lead ..., 331
Background of Transformative Leadership ...................ooiiiiiiiii .. 335
The Art of Hosting, Participatory Leadership, and Collaborative Creativity .............. 337
Characteristics of Creativity: Creative Leadership Against Authoritarianism ................. 339
Emergence and Creativity for Transformative Leaders ..o, 340
Recognition and Microactions: The Everyday, Everywhere, Everyone of Transformative
Leadership . ..o e 344
(070 1T 11110 s N 346
Cross-RefEreNnCes .. .....ooiuttt i 346
R OTNCES .. e e 347
Abstract
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interactions. Transformative leadership is, at its heart, a participatory process of
creative collaboration and transformation for mutual benefit. At the core of
transformative leadership are four orienting concepts, being, relating, knowing,
and doing that assist in the framing and development of our understanding of the
world, and our own approach to living and leaving.

Keywords
Creative inquiry - Creativity - Hosting - Microconnections - Microcreations -
Leadership - Transformative - Transformational

Introduction

How can we make sense of a complex, fast-changing world? What can we do to
prevent looming catastrophes and help create a “better” world? And what does
“better” even mean or look like in this confusing world we live in? How can we
live a meaningful life? What does it really mean to “lead” our lives? What does it
mean to “grow” as a person? To be a “leader”? What does it mean to make a
difference — and to live and act in a way that expresses our highest ideals? In an
uncertain world that seems to make less and less sense, more and more people are
asking themselves these questions and not waiting for the answers: they are deter-
mined to answer these core questions themselves. They are choosing to make sense
of their own experience, “lead” their own lives, and contribute something of value
through their creative participation in this moment of planetary transformation.

The world is in the throes of an epochal change, a transformation: one age is
dying and a “new age” does not seem to have emerged. In fact, it is unclear what it
would look like, and visions of better futures are few and far between (Montuori
2011a). The current global transformation has been referred to in a variety of ways.
The widely used prefix post- indicates that we know something is ending, but it is
unclear what comes next. It appears initially in the term post-industrial (Bell 1973),
then post-modern (Lyotard 1984), and most recently post-normal (Sardar 2010,
2015). Terms such as The Great Turning and the Anthropocene age (where human
beings are the major global cause of change) have also gained in popularity. Donna
Haraway’s use of the term Chthulucene, with its play on horror novelist
H.P. Lovecraft’s tentacular (and fictional), ancient, sleeping god Cthulhu, gives a
hint of the current postnormal state of confusion, as it slithers and slides into the
bizarre and eldritch (Haraway 2016). Changes are happening at all levels of society,
in varying forms and degrees all over the world, and as the evolution of the terms to
describe it suggests, the world just seem to be getting weirder and weirder.

Transformation means change is not just occurring on the surface, but at the level
of the basic tenets of an age’s worldview, what we might call its “deep structure.”
Much of the confusion and polarization at the beginning of the twenty-first century,
not just in the U.S. but all over the world, is arguably due to the tectonic rumblings of
this shift.
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Transformative Leadership in Context

The basic premise of transformative leadership is that everyone can lead, and that
particularly in this transformative moment, everybody contributes to, and in fact
cocreates, the world we live in, whether conscious of their agency or not. Every
choice, every action, every discussion, every interaction is a reflection of how we are
leading our own lives. Our every word and every action may be perceived as
leadership by others to the extent that it influences them, whether consciously or
unconsciously. Transformative leadership invites everybody to ask what kind of a
world they are creating through their thoughts, beliefs, actions, and interactions, and
to compare that with the kind of world they would like to create, and the kind of
person they would like to be. Transformative leadership is, at its heart, a participa-
tory process of creative collaboration and transformation for mutual benefit. It is not
confined to heroic individuals making large dramatic actions and gestures. Trans-
formative leadership can involve small actions, recognizing their cumulative effect,
and the potential of the “butterfly effect.” Small actions, gestures, a word, even said
casually or unthinkingly, can have a big effect, whether in an intimate relationship or
in a big organization. If we have learned anything from the excesses of the past, it is
that it behooves human beings to recognize the extent to which they already create
and lead, to recognize what they are creating, and also to be humble when trans-
forming themselves and their world. With creativity and leadership comes
responsibility.

Transformative leadership involves an initial choice. It is an active decision to
acknowledge the current transformative moment, to develop agency by consciously
participating in it, and to give this change a direction that allows individuals to
embody higher values. In other words, to lead by creating the future in the present.
Transformative leaders are everyday citizens (not necessarily heroic, charismatic, or
“born” leaders) who, during a time of planetary transformation choose to engage in a
transformative process to mobilize their creativity so that they may “lead” their own
lives (as opposed to being led by what they feel are outdated traditions, habits, social
roles, demands, and pressures they feel they can no longer accept), make a creative
contribution towards leading society towards what they consider a better future
(Montuori 2010).

The term transformative leadership is used in different ways in the literature. As
articulated here, it is somewhat broader than the important definition and articulation
by Carol Shields (2010, 2012, 2014). Shields’s work was developed in the context of
educational leadership, drawing on the work of Brazilian educational philosopher
Paulo Freire. Shields’s definition of transformative leadership is focused on social
justice. The definition we articulate here is not exclusive to the domain of educa-
tional leadership, nor does it focus exclusively on social justice, in the sense that
Shields explicitly states that her approach to transformative leadership sheds what
she refers to as any psychological “trappings,” in order to focus “much more directly
on sociological and cultural elements of organizations and the wider society in which
they are embedded” (p. 5-29).
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Unlike Shields’s definition, transformative leadership as defined here actively
embraces the psychological and spiritual as well as the social world and the quest for
social justice. In fact, one of the key aspects of transformative leadership as we
define it here is precisely the need to combine personal and social transformation and
view them as a process that occur hand-in-hand. In this sense, transformative
leadership draws extensively on the notion of transformational leadership developed
by Burns and Bass (Bass and Riggio 2006; Burns 2004). James McGregor Burns’s
articulation of transformational leadership drew extensively on humanistic psychol-
ogy and specifically the work of psychologist Abraham Maslow (Burns 2010). For
Burns, leadership is a creative act. For Bass, transformational leaders are charis-
matic, build trust, act with integrity, encourage others, encourage innovative think-
ing, and coach and develop their people (Bass 1985). One key difference between
transformational and transformative leadership lies in the latter’s view of leadership
as an “everyday, everyone, everywhere,” relational process. In a time of transition
and confusion, it is more than ever the case that leadership is not to be found in, and
practiced by, only a few selected individuals, particularly in light of the emerging
networked culture of collaboration, or “We” culture (Bauwens 2007; Leadbeter
2009; Rainie and Wellman 2012). It is also the case that in a time of great
disequilibrium, even small actions make a difference and contribute to creating our
present and future — in any context.

Transformative leadership is “everyone, everywhere, everyday” leadership.
Everyone can be a transformative leader; it does not involve a specific type of
person (like a “born leader,” or someone with specific characteristics) or require a
specific position in any system. Transformative leadership does not have a privileged
locus, like an organization (whether for profit or not for profit) with specific roles and
lines of authority or a community. It can manifest in any context, which also means
that it crosses the divide between “public” and “private.” It can therefore manifest in
very “everyday” activities and does not require or demand grand gestures or
contexts. Furthermore, transformative leadership proposes that “everyday” activities
and small additional incremental actions can be transformative (Jullien 2011).

The fundamental assumption is that human beings lead and create all the time,
wherever they are and whoever they are. Transformative leadership involves first of
all an acknowledgment, or a recognition of this “everydayness,” drawing on
Bateson’s insight that all behavior is communication (Bateson 1972) and not
communicating is also communication. Not paying a bill, not voting, not answering
an e-mail, not talking are all forms of communication. Human beings are not just
observing the world, not bystanders but always already in the world, participating
(even when they think they are not), leading (by example) and cocreating (every
conversation, every movement, even every habit). This participatory view broadens
the question of whether 1 am leading/creating to how and what am 1 leading/creating.

Transformative leadership provides orienting concepts, a broad conceptual
framework for individuals who want to live in the world in a way that is both
more creative and more interconnected, more personal, as well as more social, a
way of being in the world that embodies their highest ideals and allows them to
make a contribution that reflects their values, hopes, and concerns. Transformative
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leadership is aspirational because there is no assumption of achievement or
completion; its mission is a journey into the unknown and fundamentally a journey
of relational creation.

One of the characteristics of our transformative moment is that the very concepts
and practices traditionally associated with change and transformation, terms like
leadership, creativity, the future, even “better,” as in “a better world,” are now
destabilized, changing, contested, morphing, and transforming into something
other than what they were (Gidley 2010; Kellerman 2012; Montuori and Purser
1995; Ogilvy 2002). Heroic Great Man and Lone Genius figures are being
questioned, but they are by no means “dead,” as the increasing number of “strong
man” leaders at the helm of nation states indicates. We certainly hope the future is
not dead, although it may smell funny, as Frank Zappa famously said of jazz.
Transformative leadership reflects an aspiration to “lead” one’s life, to create one’s
own form of leadership, to collaborate with others to somehow contribute to making
the world a better place. But at the same time, there is no clearly established way to
do so, let alone “one right way.” Transformative leadership is aspirational because it
is an invitation to embody futures that barely exist in the imagination.

Transformative leadership is intended to orient at a time when people want to
make a difference but find it is necessary for them to reflect deeply about what that
means. The complexity of the current situation, its transitional, transformative nature
does not lend itself to easy answers. There is much skepticism about social and
political movements (Achieve 2017), and about techno-centric solutionism, since so
many of the “solutions” of the past have become the problems of the present. The
conjunction of personal and social transformation coincides with asking questions
about what really matters, what it means to be a human being, what human beings
are capable of, what it means to “know,” and how we can relate to others. Core
metaphors about the nature of the world are changing, and one of the emerging
alternatives to a view of the world as a giant clockwork, a Machine, which emerged
with the Newtonian/Cartesian revolution (Capra and Luisi 2014; Morgan 20006), is
the view of an interconnected process of creation (Swimme and Tucker 2011).
Traditional assumptions, whether about the nature and role of women and men, or
the relationship between human beings and nature, are being questioned.

Individuals who choose to identify as transformative leaders may defy the
traditional images and stereotypes of what constitutes a leader, and how a leader
acts. They question and mostly reject the old images and stereotypes of “great man”
leaders, not least because many of them are women, people of color, or those with
marginalized sexual orientations or gender identities. They do want to “lead” their
own lives and are not satisfied with hand-me-down lives. They want break out of
taken for granted assumptions of how a life could and should be lived and create for
themselves and those around them lives worth living. Transformative leadership
provides a generative framework for leaders, orienting them towards emergent ways
of being, relating, knowing, and doing (Montuori 2010).

Transformative leadership bridges “heroic leadership” and “leaderless organiza-
tions.” It is not just about heroic individuals fighting against all odds and leading their
devoted followers to victory, (although there are plenty of remarkable individuals and
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acts of heroism). It is also not about organizations that have no leaders, reject leaders,
or do not recognize the role of individuals in favor exclusively of collective coordi-
nation (although self-organizing teams and leaderless organizations exist and represent
a growing trend). Transformative leaders are adaptable; they can be both leaders and
followers, they can embrace the notion of emergence and heterarchy (Stephenson
2009), with shifting leadership roles based on competence and contextual appropri-
ateness, as well as participating in swarms, flash mobs, and other forms of collective
action. Most of all, transformative leadership is about participation and collaborative
creation. Transformative leadership involves a conscious choice to participate in a
process of collaborative creation for mutual benefit.

The Crisis of the Future: Reinvention, Recreation, Self-Creation,
Transformation

At the beginning of the twenty-first century, we are in an age that has been referred to
in many ways, as we have seen, but also as post-progress, because of the lack of
compelling views of the future (Montuori 2013). The notion of progress, let alone of
a determined, inevitable progress (e.g., every generation will earn more than their
parents, technological advances always lead to improvement in quality of life), has
faded, at best replaced by the term “sustainability.” The implications are enormous
because they point to the absence of a positive vision of the future and as the Dutch
futurist Fred Polak (1973) has written,

The rise and fall of images of the future precedes or accompanies the rise and fall of cultures.
As long as a society’s image is positive and flourishing, the flower of culture is in full bloom.
Once the image begins to decay and lose its vitality, however, the culture does not long
survive. (p. 19)

While many names and interpretations have been given to the current transformative
moment, one way to frame it is as a form of global identity crisis. An identity crisis, if we
trace the concept back to Erik Erikson (1994), is associated with a “psychosocial
moratorium,” a time when new identities are explored and tried on, but also a time
during which there is a goal moratorium, either goallessness or conflicting goals that lead
to a degree of paralysis. The concept was originally applied to individuals but has also
been used to explain social phenomena (Maruyama 1979). In the United States, these are
some of the key dimensions of the identity crisis, including Americans’ relationship:

* to their bodies (plastic surgery, living longer but also the crisis of Alzheimer’s and
the greying of the population),

* to their own gender identities (changing gender roles, LGBTQI),

* to their work identity (end of the industrial age, the beginning of the digital
economy, the gig economy),

* to their potential as human beings (the human potential movement, positive
psychology, the New Age, extreme sports, “be all that you can be”)
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* to their national identity (foreign policy, Vietnam, “cultural anxiety,” history of
systematic racism, individualism, demographics, the United States’s role in the
world, new immigrants, the clash over history textbooks, diversity, and
pluralism),

* to their existence as citizens on one planet (globalization or planetarization,
pluralism, “McWorld versus Global Jihad”),

* to nature (with the environmental crisis, organic foods, nature as a resource and
nature as a partner),

* to knowledge (with the knowledge explosion and the need for complexity,
discernment, and integration),

+ and to their religious or spiritual identity, in the sense of a quest for meaning in life
beyond simply material survival (postmaterialism, fundamentalism, cults, “spir-
itual but not religious”).

We used the United States to illustrate the notion of a global identity crisis, but
similar identity crises are happening all over Europe, and also in China and India,
which have experienced a tremendous transformation in the last 30 years, as well as
other emerging nations like Brazil. One of the key factors is the ever-increasing
pluralism and the lack of integrative factors. Fundamentalist movements of all
stripes act as antipluralist forces for homogeneity (Montuori 2005; Slater 2008).

One of the ways we can see how this transformative moment manifests in and as
an identity crisis is research suggesting that western countries have become “rein-
vention societies,” reinventing bodies, persons, careers, organizations, and commu-
nities (Elliott 2013). Reinvention is about recreating. The term invention points us
straight to the importance of creativity. We can see this greater desire for creativity in
the breakdown of the traditional opposition between bohemian and bourgeois and
the emergence of “Bobos” or Bourgeois Bohemians (Brooks 2001). The Bourgeoisie
was always identified with solid citizen, middle-class values, conservatism, a slowly
growing savings account and a lack of imagination, and risk-taking. Bohemians, on
the other hand, were the creative types who identified themselves by their artistic
nature, cutting edge lifestyles, and disdain for mainstream culture. Bobos represent a
blending of these two types, usually engaged in the kind of mainstream work
traditionally associated with the Bourgeoisie but with the attitude and flair of the
Bohemians. As Brooks shows, Corporate America appeals to the Bobos with
advertising that represents “countercultural capitalism” and fetishizes creativity.

Bobos do not identify as businesspersons. They are creators who happen to do
business. They are hipsters. An unusual marriage has occurred; business has become
hip, and the new “hipsters” are not at all necessarily musicians or artists. In some
sense, it is hip to be square. In fact, the new valorization of creativity may be partly
the result of the way in which the “counterculture” has been co-opted and has
arguably become consumer culture (Frank 1997; Heath and Potter 2004). A new
generation of business magazines like Fast Company began the trend of looking
more like Rolling Stone than Fortune or Forbes.

To what extent, then, is all this talk of creativity and self-creation just another
playground for the privileged few, for over-caffeinated hipsters? This raises the



326 A. Montuori and G. Donnelly

question, now that creativity has to some extent been democratized, how are we
going to use it? We would argue that the process of reinvention itself, and the
possibility of self-creation and making a creative contribution is open to many,
and is not strictly dependent on privilege even though people who are post-
materialist, in Inglehart’s terminology, who do not have to struggle to make ends
meet, are more likely to explore reinvention.

The French philosopher Edgar Morin has argued that we are experiencing a crisis
of the future (Morin and Kern 1999). A crisis of the future means there are no
compelling, widely shared images of what a better future would look like, and
therefore nothing to truly motivate people, exactly the sort of thing Polak warned
about. In 1977, a line from the Sex Pistols’ song Anarchy in the UK screamed
prophetically that there was “no future in England’s dreaming.” Forty years later
Europe and the United States, there is increasing clarity that the status quo is
untenable, as curious and confusing phenomena like Brexit indicate, but there is little
sense of a positive future direction or faith in leadership. Where do we go from here?

In the West, the broad association of the future with linear progress, with
technological advances, and with financial prosperity has collapsed. The millennial
generation is now experiencing the prospect of being worse off than their parents
economically, but they are also faced with looming environmental catastrophes,
global terrorism, resurgent nationalisms, political chaos, a loss of faith in leaders
and institutions, and the general sense that the world is going to hell in a handbasket.
It is not only the West that is struggling with the future. In booming countries like
China, where the last 30 years have seen remarkable changes, there are also
questions about what constitutes progress. For all the economic growth, there are
serious environmental issues, corruption, inequality, severe dislocation, and alien-
ation and many forms of crime that did not exist before the economic explosion (Gao
2015; Jacques 2009).

The notion of progress emerged most strongly in the enlightenment, during the
seventeenth and eighteenth centuries, and brought with it Utopian visions of ideal
societies. “Progress” seemed to be a given. Today, the term Utopia is associated with
disastrous efforts to create new worlds, whether in political systems or failed spiritual
communities. It has been displaced by the term Dystopia. The idea of progress
likewise seems to have been eclipsed by the term sustainability. Sustainability has
become a catch-all to refer to ways of surviving the oncoming crises caused, ironically,
by those very industrial and technological advances that were once viewed as the
engines of progress, whether technology, capitalism, or communism.

During a transformative moment, the call for a return to earlier and better days is
almost inevitable (Kelly 2010). It is certainly the case today, with a flood of nostalgia
for (somebody’s) idealized past, “simpler” days, and “retromania” in pop culture
(Reynolds 2011). The dominant dystopian visions of the future in movies and
science fiction seem all too likely, making the idyllic images of the past look even
more attractive.

This brings us to another central element of transformative leadership: The
transformative moment requires a radical approach, in the etymological sense of
the word of going to the roots of the issues, challenging fundamental assumptions,



Transformative Leadership 327

and proposing and embodying alternative futures. This requires healing the tradi-
tional split between theory and practice (Donnelly 2016). Transformative leaders do
not feel they can simply “act,” because they are aware of the extent to which they are
steeped in the problematic ways of doing things that have caused the very problems
they are attempting to address. Just acting without reflection and awareness of the
extent to which all actions reflect a theoretical perspective, beliefs, and assumptions
can be deeply counterproductive, particularly if the purpose is to create something
new, rather than replicate the past. As Edgar Morin (Morin 2008) has stated,

...our thinking is ruled by a profound and hidden paradigm without our being aware of
it. We believe we see what is real; but we see in reality only what this paradigm allows us to
see, and we obscure what it requires us not to see. (p. 86)

The challenge for transformative leaders is to make the invisible visible, not just to
adapt to these new conditions, but also to question, critique, and provide alternatives
to this domination of the market economy in almost every dimension of our lives,
what Rushkoff calls Life Inc. (Rushkoff 2011). Technological and economic changes
are pushing us in a specific direction, but they are the result of human choices,
something that is sometimes forgotten in the overwhelming onslaught of change.
The changes appear somehow deterministic, driven inexorably by the laws of the
market, the forces of technology, and so on — outside of our control. Where is our
creativity leading us, and where are we leading our creativity? Transformative
leaders need to be able to step back and reflect on the human agency in this process,
acknowledge that this is not “just happening” but the result of human choices.

Four Orienting Concepts

Transformative leadership has four primary orienting concepts, summarized as
(ways of) being, relating, knowing, and doing (Montuori 1989, 2010; Montuori
and Conti 1993). They serve as a broad framework through which to interpret and
guide changes towards a better world, a world that is beyond “post-,” whether the
post- is postindustrial, postmodern, or postnormal. Their purpose is to clarify what
we might call the Operating System (OS) of the past, and to articulate the OS of a
new culture, an alternative based on a synthesis of significant futurist and philo-
sophical works.

Way of being refers to our fundamental assumptions about what we believe human
beings are, as well as what, the entire Universe — “is.” Transformative leadership
entails a shift from the Cartesian Newtonian view, which saw the universe and human
beings as machines, initially with God as the Great Watchmaker, then just a machine
with no God, to an emerging view that sees the entire universe as one ongoing
interconnected creative process or creatio continua, continuous creation (Burneko
2005; Capra and Luisi 2014). For the Cartesian Newtonian view, the focus was on
parts and structure. For the creative worldview, interconnectedness and creativity are
primary. The change in worldview is dramatic and the new understanding of the
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creative universe also requires a different perspective. As physicist Paul Davies
summarizes the transition,

(F)or three centuries, science has been dominated by the Newtonian and thermodynamic
paradigms, which present the universe as either a sterile machine, or in a state of degener-
ation and decay. Now there is the paradigm of the creative universe, which recognizes the
progressive, innovative character of physical processes. The new paradigm emphasizes the
collective, cooperative, and organizational aspects of nature; its perspective is synthetic and
holistic rather than analytic and reductionist. (p. 20)

Creativity, in this view, is the fundamental nature of the Universe, rather the spark of
an occasional (C)creator. Human beings are part of this intrinsic creativity of the
universe: We are creatures and creators in creation. Creativity is not limited to certain
unusual people and to certain unusual moments. It is rather, the very stuff we are made
of, and creating is a basic “everyday, everyone, everywhere” human capacity (Bocchi
and Ceruti 2002; Ceruti 2008; Davies 1989; Kauffman 2016; G. D. Kaufman 2004;
Peat 2000; Richards 2007). This creativity does not have to manifest in earth-
shattering revolutionary ideas, but in a greater response-ability, deautomatization,
and less unquestioned reliance on rote, habitual responses. It is the ability to participate
with greater freedom and openness to change and the creation of more choices.

In terms of leadership and creativity, in the machine view, the leader/creator was
always outside the machine. After all, machines have to be created by somebody, and
somebody has to “lead” them. God was the Creator, human beings were simply
doing his will; the great leader was an exceptional person, standing apart from his
men, whose job it was to follow his orders. The great creative geniuses were always
outsiders, different, weird, “inspired,” “gifted,” both loved and resented (McMahon
2012; Tonelli 1973). In other words, there was a distinct separation between leaders
and creators and the social systems they interacted with. The lone cowboy gun-
slinger coming to save the helpless town folk from the bandits, the lone private
investigator taking on the dark forces of crime and corruption singlehandedly, these
were popular twentieth century images of the individualistic outsider. The one and
the many. Leadership and creativity were never in the system. They were always in
the hands of an individual who by his very nature (and it was almost inevitably a
man) was outside the system.

For transformative leaders, the premise is that human beings are fundamentally
creative, live in a creative universe, and that being, relating, knowing, and doing are
fundamentally creative processes (G. D. Kaufman 2004; Montuori 2011b; Swimme
and Tucker 2011). Human beings live in worlds of their own creation. They create
their understanding of nature and of the universe, of what it means to be human and
what a human being is, and that understanding is never final, always changing. This
is the “cosmological motive” Frank Barron found in creative individuals: the desire to
create their own unique understanding of the world (Barron 1995). Human beings create
their understanding of their world and create their world through their participation in it
as they are, in turn created by their own creations and by creation itself. Based on their
interpretation (knowing) of themselves and of the world (being), humans have
created schools, prisons, businesses, houses, marriages, government, languages, sports,
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role models, outsiders, leaders, and so much more (Gergen 2009). Human beings
create cultures, political and economic systems, and power structures, and these in turn
shape human beings. The French philosopher Cornelius Castoriadis has argued that the
health of a society can be assessed by the extent to which it recognizes its own process
of self-creation; in other words, the extent to which it takes responsibility for its own
creations rather than thinking “this is just the way things are” (Castoriadis 1997). The
same is true for individuals. Human beings “forget” their own agency, their own
responsibility, and their own creativity. This way of being is an invitation to recognize
and take responsibility for human creativity, in the larger context of universal creativity
(Kauffman 2016; Peat 2000).

Way of relating addresses our fundamental conceptions about human nature and
the nature of relationships. Riane Eisler has usefully differentiated between domi-
nation and partnership relationships and social systems (Eisler 1987). In the former,
relationships are a zero-sum game; somebody has to win, and somebody has to lose.
Somebody has to be on top, and somebody else on the bottom. The system is rigidly
hierarchical and authoritarian with women inevitably a subordinate role. A key
element of the current transformation is the challenge to traditional hierarchical
binary oppositions such as male/female, culture/nature, in-group/out-group, white/
nonwhite, boss/worker and, of course, leader/follower, with the first term always
superior. The environmental crisis has led to a critique of “anthropocentric” views of
nature, where nature’s only role is to be exploited by humans (R. E. Purser et al.
1995). The women’s movement has challenged the supremacy of men in society,
from the home to the workplace. The civil rights movement in the United States
challenged the supremacy of white people over people of color. The term nonbinary
challenges a binary way of viewing human beings as separated into two sexes
exclusively.

What is of particular interest and adds considerable complexity to the transfor-
mation of these hierarchical binary oppositions is the fact that in the case of civil
rights in the United States, for instance, research suggests a majority of white people
believe that any reduction in prejudice towards people of color must by necessity
mean an increase in prejudice towards white people (Norton and Sommers 2011). In
this view, racism is a zero-sum game that they are losing. The implications for the
future are considerable, since this view does not take into account the possibility of a
reduction in prejudice and discrimination across the board, and the possibility of
partnership, of creativity and mutual benefit in diversity. Partnership systems are
democratic rather than authoritarian and involve the creation of mutual benefit. This
involves making win-win a primary goal. Creativity is needed to make this possible,
particularly because so many of human relationships and social systems are
informed by the dominator view.

Way of knowing refers to the way in which we make sense of the world.
Traditionally, this has been through what French philosopher Edgar Morin calls a
paradigm of simplification, with analysis, reductionism, decontextualization, and
disjunction (separation) (Morin 2008). In other words, breaking a phenomenon into
its smallest constituent parts in order to understand it, as well as using a logic of
either/or. The organization of knowledge helps us to see this manifests as a fractal
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phenomenon. The way institutions organize knowledge has a “fractal” or self-similar
relationship with what is considered “good thinking” in the West. In the same way,
that organizations have historically been created as a system governed from the top
with separate departments that often do not communicate, human thinking has
focused on analysis, breaking down issues into constituent parts (Zerubavel 1991,
1995). Morin’s alternative, complex thought, argues for the importance of a form of
thinking that contextualizes and connects, is self-reflective and relational, and open
to the reality of uncertainty rather than engaging in a perennial quest for certainty.
Faced with an interdependent, interconnected world, a world of creation and inter-
relation, we also need a way of thinking that can account for interconnectedness and
creativity.

Way of doing brings these three earlier dimensions together in their embodiment
in action. Does action involve following preestablished rules, the one right way, or is
there openness to spontaneity, improvisation, and being in the moment? The rule and
routine-based approach is part and parcel of the machine, top-down authoritarian,
control culture. It is still firmly embedded in our educational systems and in far too
many organizations, valuing obedience and following orders. A creative worldview
draws far more on the creativity and initiative of individuals and groups, on
emergence and the ability to improvise and deal with the unforeseen. The rule and
routine-based approach may work well in stable environments but falls apart in more
turbulent, uncertain, complex environments where we are confronted with non-
routine tasks, with surprises not addressed in the manual or for which our boss or
colleagues have no immediate solution. Improvisation involves developing compe-
tencies beyond rule-based expertise to be able to create on the spot, in a play of
constraints and possibilities. It is a process of navigation. It is not the case that
because the rules do not apply suddenly anything goes. There are still values and
goals, a larger context within which one must be appropriate, but at the same time,
the degree of personal responsibility and freedom is much greater.

The metaphor of the improvising jazz musician is relevant here (Montuori
2003). Individual and collective improvisation are central to jazz. What is usually
not well understood is that in jazz, with the exception of a few forms like free jazz
that often dispenses with all structure, the improviser’s performance occurs in the
context of a specific song, which has a musical form, a key, a chord progression,
and an agreed upon mood (a ballad, for instance), all of which have been agreed
upon in advance by the musicians in the band. The song, the key, and the other
musicians are constraints within which the musician has to develop possibilities,
with a great deal of discretion. This requires an alignment between the individual
musician and the group and the ability to create collaboratively in context. The
musicians know how to lead as well as follow, listen as well as play, create
structure as well as innovation; traditional binary oppositions of either/or are
transformed into both/and. The “jazz metaphor,” which perhaps not surprisingly
emerged from marginalized cultures of “outsiders” (Becker 1963), and African-
Americans, has been a rich sources for generative alternative concepts and
practices which are becoming recognized in the leadership literature (Barrett
2012).
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One example of the both/and nature of jazz performance is shown in a group
exercise involving listening to a jazz performance and understanding the dynamics
of the process (R. Purser and Montuori 1994). This made it clear to the participants
that central to a successful performance is the art of listening. While the listener’s
attention may initially and obviously be drawn to what the performers are playing,
the sounds they are making — what they are saying — a key insight for the participants
was that the musicians were also, and above all, listening to each other. The quality
of the individual and collective performance was very much shaped by the extent to
which the musicians listened to each other and were able to interact, which made it
possible to play off each other, mutually inspire, and create a sound that was more
alive. The sound of the performance is an emergent property of the relationship
between the musicians, meaning that it is not all about one person; it is about
individual and group (not there is no I in group), part and whole, playing and
listening.

Creative Inquiry: Learning and Unlearning to Lead

Leadership and creativity have been associated with an aura of mystery and magic,
as well as a rich and mostly partial or completely incorrect set of myths. One
fundamental myth is that “we either have it or we don’t.” Some people are creative,
or leaders, others are not. Some people are “born leaders” some people are “gifted.”
Joseph Nye sums up what the research tells us about this view like this (Nye 2008):

Almost anyone can become a leader. Leadership can be learned. It depends on nurture as
well as nature. Leadership can exist at any level, with or without formal authority. Most
people are both leaders and followers. They “lead from the middle.” (p. 147)

Many of the cultural myths about creativity many of us have grown up with are
simply not correct, or very partial views (S. B. Kaufman and Gregoire 2015). A key
factor in clearing up some of the myths about creativity comes from the research on
mindsets by Carol Dweck (2007). Dweck differentiates between fixed and growth
mindsets. With a fixed mindset, people believe qualities like creativity are fixed
traits, and we cannot do anything to develop them. They believe that talent alone
creates success — and no effort can make a difference. As a result, these people focus
on showing other people how much of the apparently finite qualities they have,
instead of developing them, or assuming they are simply not creative or talented and
resigning themselves to it. This is not a helpful way of being, and Dweck documents
how limiting it is. Society generally perpetuated a fixed mindset with the cultural
myths of creativity: you either have it or you don’t, and if you are creative, you really
don’t have to “work” at it. In fact, the idea of “genius without learning” was central
to the notion of genius that emerged in eighteenth century Europe. Genius was a gift,
and the genius did not have to learn anything or work hard at it. Our cultural myths
about creativity reflected and perpetuated the fixed mindset. They also reflected a
way of being that made creativity the exception, rather than the core of human
existence, and perpetuated an uncomplex, either/or way of knowing. You have either
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got it or you have not. And the people that allegedly did not have it, the vast
majorities, we reduced to being conforming, to following the exceptional
individuals.

The fixed mindset is disempowering and has been perpetuated in a variety of
ways, for example, in the popular show-business saying, “don’t let ‘em see you
sweat.” In other words, do not let them see you are working hard, because it takes
away from the magic that makes the performer more attractive and marketable
(Stigliano 1999). While this is understandable in the context of a performance, it
does create a feeling for the audience that “no ordinary human could do this — or at
least I couldn’t!” This same “magical” quality is often cultivated by leaders, to
appear wise, decisive, never doubting, never at a loss, and responsible for all
successes (and failures) (Meindl et al. 1985).

Dweck contrasts the fixed mindset with what she calls the growth mindset. In a
growth mindset, people believe that their most basic abilities can be developed
through commitment, dedication, and hard work — brains and talent are just the
starting point. This view fosters a love of learning and a resilience that is essential for
great accomplishment. Virtually all successful people have had these qualities,
Dweck argues. This is the mindset necessary for creative, transformative leaders:
A process of ongoing learning, rather than attempt to “prove” how good we are,
coupled with a healthy skepticism for leaders who play up their gifts and their
charisma, often as a smoke screen for their true motives and/or failings.

In this time of transition, there is a need for new ways of making sense of the
world. This process requires a new approach to inquiry, and to the relationship
between theory, action, reflection, and practice. Compared to even 50 years ago, a
mindboggling amount of information is at our fingertips. This is forcing a reflection
and reassessment of what constitutes “knowledge,” because now the issue is not so
much getting access to information, but how to assess whether it is meaningful,
useful, what constitutes “fake news,” and how to integrate and make sense of it all
(Weinberger 2012). Transformative leadership is a journey of exploration and
creation; it is a journey into the unknown, where the future is a path laid down in
walking that requires an ongoing process of creative inquiry (Montuori 2006,
2011b). Creative inquiry is an approach to learning that shares the view that
human beings, their cultures, institutions, relationships, and traditions are all part
of a larger universal creative process (way of being). It is an ongoing, self-reflective
inquiry into creation and transformation at a variety of different levels, whether at the
level of the personal, interpersonal, organizational, or in communities.

In this transitional moment, it is necessary to understand where we are coming
from, if only to have a sense of the way our current reality is informed by our own
creations: the specific beliefs, assumptions, structures, institutions, customs, and
traditions that were developed in our past. With the rapidity of change on many
different fronts, the role and view of the past become of great interest. We see that
some wish to bring back a past that never existed, while others believe that the past
has little to offer us, that it is as “outdated, past its sell-by date” and as unnecessary as
an old operating system. But unless we become aware of the past, of how and what
we created and how those creations created us today, we are indeed doomed to repeat
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the past. All our best efforts at being “solution oriented” may, in that case, just
replicate the same kind of thinking and behaviors that created the problems we want
to avoid. And we must also retain and honor what is useful, important, and wise.

There is so much to learn but also so much to unlearn. And perhaps not
surprisingly, even our approach to learning has changed. All too often, learning is
still viewed and practiced with the mentality that informed schools in the Industrial
Age, what we have called reproductive learning (Montuori 2011d). Schools and
factories in the Industrial Age were not designed to foster creativity. On the contrary,
they were designed to eliminate any trace of it and produce docile workers and
citizens. They were part of what the sociologist Philip Slater called control culture
(Slater 2008). Unfortunately, much of schooling in the twenty-first century, with
some exceptions, is still based on this fundamental premise, and control culture is
still dominant. Transformative leaders engage in the process of creative inquiry as an
ongoing exploration of what it means to be, relate, know, and act as a transformative
leader.

Transformative leaders (1) review the past, (2) question and recognize the
present, (3) envision alternatives and possibilities, and (4) embody and enact the
future. Transformative leadership is about creating and embodying the future in the
present. To do that, transformative leaders have to remain aware of the triad of past-
present-future. In order to understand transformation, they want to understand the
extent to which history informs the way they think, know, feel, and act in the world.
If efforts at transformative change are informed by the values and perspectives that
informed the world that is no longer working, they are doomed to reproduce the
conditions they seek to change. The present is shaped both by the past and by the
future. The past shapes us, and the way we conceptualize the future influences the
way we act today. If we assume the world will end tomorrow, or that the economy
will take a downturn, we will act differently today than if we think that the economy
will be booming and we have an appointment with the love of our life. At the same
time, we also have to remember that it is not enough to critique, to challenge existing
structures and “speak truth to power.” More than ever today, we need possibilities
and alternatives, we need to enlist our creativity to give us hope for the future, and
the discipline to embody that future in the present.

Creative inquiry means navigating our ongoing personal transformation,
the transformation of society, and how they are interconnected. It involves under-
standing oneself, and our world, relationally and in context. It means understanding
one’s limits as well as one’s potentials, and viewing the process of becoming a
transformative leader as on ongoing process of self-eco-creation, the eco serving the
purpose that we are always creating and transforming in a context, an ecology
(Montuori 2012). Creative inquiry is contrasted with reproductive education,
which originated in the Industrial Age and was designed for a different era, with
values such as standardization, homogenization, and information transfer, a
“cognicentric” approach that unquestioningly reproduces the status quo, its power
relations, assumptions about what is and is not possible, what human beings can and
cannot do. Leaders who want to create the future cannot simply reproduce what
has come before. Creative inquiry is also contrasted with narcissistic education
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(Montuori 2011¢). This view holds that if the old ways of being, relating, knowing,
and doing are obsolete, if traditional authority has failed, if one leader is as good as
another, then anything goes, there are no experts, no guidelines, no criteria, and I can
make up my own rules. The narcissistic approach defines itself in opposition to the
reproductive. It values all the latter rejected, like subjectivity, affect, personal history,
opinion, subjectivity, imagination, and creativity, in turn rejecting anything that is
seen as impractical, theoretical, or “intellectual.” It views the past as a failure, and
wants nothing to do with it. But in rejecting the reproductive, it also rejects all that is
valuable in more traditional approaches to inquiry such as the importance of
developing a more comprehensive understanding of the world, an overview view
of the different theoretical frameworks that may inform a subject, the importance of
research, and so forth (Montuori 2006). This polarization is often reflected in the
split between scholars and practitioners, with scholars accusing practitioners that
they are theoretically unsophisticated, and practitioners finding scholars too far
removed from reality (Donnelly 2016).

Transformative leaders can draw on the interrelated, interconnected tetrad of
theory-action-reflection-practice. They recognize that they are, willy-nilly,
informed by theory, by ideas, beliefs, and assumptions, and that many of these
theories are implicit, meaning they are taken for granted and assumed to be just the
way the world is or the way things are always done. More than just “knowing” a
single theory, it is becoming necessary to be able to take a meta-position, which
means becoming aware of our own implicit theories, as well as understanding
several theoretical perspectives and being able to assess them, see their strengths
and weaknesses and their implications so as to expand our ways of understanding
the world, and challenging our own assumptions. This does not mean that all
transformative leaders need to have a Ph.D., but rather that in today’s world,
greater demands are being made of our cognitive capacities — demands that
education mostly does not prepare us for (Kegan 1998; Morin 2001; Tsoukas
2017). As Tsoukas suggests, we must not simplify but complexify. This does not
mean we should complicate, or make understandable only to an elite, but rather
make sense of the world, of ourselves, and of our fellow human beings in ways that
are not reductive, not simplistic (Morin 2008). All too often, for instance, there has
been a tendency for the quest for “actionable” knowledge to mean that ideas have
to be presented in easily digestible, recipe, the “5S steps to...,” “4 ways to...,”
approaches. While this approach has a certain appeal, the recipe approach also
means that we are never making our own food, always following somebody else’s
instructions. And in some cases, it is as if the food is already digested for us,
emptied of any nutrients. Personality assessments are often misinterpreted in a
simplistic “essentialist” way, as “this is how I am,” rather than as a roadmap
towards psychological growth and integration, as Jung intended his typology
which became the widely used MBTI assessment (Jung 2014). The key difference
is whether we see knowledge reproductively, as a statement of fact (one right way,
this is the way to do it, you are X, Y, or Z), or also creatively, as a guide that entails
work on our part — thought, reflection, action, and practice (Argyris and Schon
1974, 1996; Senge 1994; Weick 1995).
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Reflection invites us to develop a complex relationship with knowledge and how
we engage the world. Reflection invites us to ask, What theory am I currently
embodying? Am I embodying a zero-sum approach or a win-win way of relating?
Am [ embodying a creative way of being, or am I locked into a mechanical set of
responses? Do I want to take charge, be the boss and forget about participation?
Action is a great crucible for learning, where our ideas manifest, are tested, and
shaped. Reflection on action is vital, and the results of these reflections can lead to
the development of Practices designed to address areas of growth. By practices, here
we intend transformative practices like various forms of meditation, shadow work,
and so on, cultivating wisdom and compassion, as well as more specific contextual
skills that foster the creation of desirable ways of being, relating, knowing, and doing
(Walsh 1999). Theory informs all of the above — our approach to reflection, the way
it is embodied in our actions, and informs our practices. When integrated in the
tetrad, the theoretical dimension enriches and complexifies our lives.

Background of Transformative Leadership

Transformative leadership views leadership as a phenomenon that it is constructed,
contextual/relational, emergent, and paradoxical (Montuori 2010).

1. Leadership is constructed. An overview of the research and history of the concept
of leadership shows that it constructed (Ospina and Sorenson 2006). By this, we
mean that there is no univocal, timeless, universal understanding of what consti-
tutes leadership. Different times and cultures have different understandings of
what leadership means, and what constitutes good leadership. Cultural mytholo-
gies uphold images of what it means to be a leader, of what a leader “is,” how a
leader should look and act. These images tell us what a leader should be like, and
who can be a leader: those who do not conform to these images are viewed as not
having “the right stuff,” and historically this “stuff,” besides heroic tendencies,
has included the right gender and the right color. These images create our implicit
assumptions about what a leader should be like, what a “real” leader “is.” But it is
increasingly clear that there are many different people who can lead, and many
different ways to lead (Bordas 2012; Western 2008). Particular attention needs to
be paid to groups that were traditionally under- or even un-represented. The very
characteristics traditionally associated with “good leadership,” such as the strong
man figure, can often be counterproductive and lead to disaster (Brown 2014).
These images can force individuals to behave in certain ways in order to retain
their image as “leaders” by, for instance, acting immediately when reflection is
more appropriate but might be perceived as “weakness” or “hesitation.”
Viewing leadership as constructed therefore also draws our attention to popular
images of leadership, how they are constructed and perpetuated in the media, and
the way they shape our understanding and experience of leadership. One of the
current challenges of leadership is that while new ways of leading are desperately
needed, the popular implicit assumptions about leadership may still lag behind
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and reflect a different era. Particularly in times of anxiety, change, and threat, it is
easy to fall back to these images, and demand “real” leaders, strong decisive
leaders who act first and ask questions later, when in fact the complexity of the
situation may require a very different form of leadership (Montuori 2005).

Understanding leadership as constructed and manifested in a plurality of ways
opens up a realm of possibilities. Enacting and embodying new forms of leader-
ship may well get pushback because they are innovations. It may be the case that
particularly the more collaborative, participatory, approaches that do not have the
explicit characteristics traditionally associated with leadership, may be misunder-
stood. Transformative leaders are in many cases individuals who are under-
represented among traditional leaders, minoritized groups such as people of
color, women, as well as people of marginalized sexual orientations and gender
identities. They therefore draw on different cultural backgrounds and values in
their construction of their approach to leadership, and may clash with the tradi-
tional images of the dominant culture. Transformative leaders therefore need the
courage to create and also the ability to support other leaders to make it possible
for different voices and directions to be created and for them to succeed.

2. Leadership is contextual-relational. Leadership is not merely the function of the
characteristics of a lone individual. A person is not a closed system. He or she
needs to be understood in context, as systems theory and Fiedler’s contingency
theory pointed out (Fiedler 1964). A transformative leader is a node in a network
of interactions in a larger context of relationships. A leader can be a nexus, a
systemic attractor, a catalyst, a facilitator, a leader can push and pull but always in
the context of a network of relationships. In fact, relationships can lead, as we are
becoming increasingly aware that leadership is not strictly an individual function.
The traditional frame of leader and followers is now expanded (Crossman and
Crossman 2011). The view of leaders as active and followers as passive has been
challenged, and the boundaries are blurred. Transformative leaders are partici-
patory leaders. They do not see leadership as a top-down process, but as a
relational one, involving the transformation of others who would normally be
viewed as followers into participants through participatory processes, as well as
the leader her- or himself being willing and able to be a follower when necessary.
And most importantly, transformative leadership can be the creation of generative
contexts and relationships.

3. Leadership is paradoxical. Transformative leaders combine “soft” and “hard”
power, emotional intelligence and analytical intelligence, “hard” (organizational,
task) and “soft” (“people”) skills, and the spiritual world and the material world
(Neal 2006). They can lead but also follow, inspire but also listen, be decisive but
also reflective. In more traditional ways of thinking, we are often impaled on the
horns of either/or thinking, whether in decision-making or in our self-creation as
leaders, choosing either hard or soft, decisive or reflective, task or relationship
(Low 2008; Trompenaars and Hampden-Turner 2001). Transformative Leaders
develop the ability to embrace paradox, where paradox refers to going beyond
traditional dualisms, and draw on a wider spectrum of choices which may include
combining what has traditionally been viewed as opposed (either/or) (Donnelly
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2016). Transformative leaders are aware of the dualisms of modernity that have
led to excessive polarization and opposition. Two of these dualisms are intimately
related, as we have seen, and they are between theory and practice and scholars
and practitioners.

4. Leadership is an emergent process. Leadership emerges through a process of
interactions, with unpredictable, holistic, systemic properties, and qualities. The
whole that emerges through the interactions of the participants in context can be
more than the sum of its parts, but it can also be less than the sum of its parts. The
role of organization is key in this process (Morin 2008). The organization of
interactions is always confronted with the dialogic of order and disorder. Too
much order and the system becomes ossified, inflexible, and incapable of change.
Too much disorder and the system descends into utter chaos. Navigating the edge
of chaos is where creativity and transformation can emerge (Montuori et al.
2003). Transformative leadership involves the ability to recognize, catalyze,
and wisely inform this process of navigation. The transformative leader facilitates
the emergent relationships in a specific tribe and may focus on cocreating a tribe
that is itself not simply a collection of followers but a generative, creative
environment. This means that transformative leaders shift their focus from exclu-
sive top-down control and prediction to navigation of the ongoing process of
emergence, what in some circles is called “hosting,” a very interesting term
because, as the title of the article “from hero to host” suggests (M. Wheatley
and Frieze 2011), the two terms reflect very different understandings of what it
means to lead. This requires great awareness of the directions in which creative
interactions are moving and how those directions reflect agreed upon values
through a reflection on the emergent whole.

The Art of Hosting, Participatory Leadership, and Collaborative
Creativity

One contemporary development that illustrates many aspects of transformative
leadership is the growing global movement called The Art of Hosting Conversations
That Matter, or simply The Art of Hosting. The Art of Hosting “is an approach to
leadership that scales up from the personal to the systemic, using personal practice,
dialogue, facilitation and the co-creation of innovation to address complex chal-
lenges” (The Art of Hosting 2012). It is about creating opportunities for participatory
leadership and participatory leaders, what Margaret Wheatley (1996) refers to as the
activation of “leader-full” communities and organizations.

In the late 1990s and early 2000s, streams of people and work across the United
States and Europe began to join, forging the river that is The Art of Hosting today. As
a community of practice, it now spans from Goa, India, to the European Commis-
sion, from rural revitalization in Kafunda Village, Zimbabwe, to activating youth
leadership in the Yukon Territory, from the issue of homelessness in Columbus,
Ohio, to changing the public healthcare system in Nova Scotia. Art of Hosting
practitioners in these contexts among many others, both within and outside of
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organizational boundaries, are using participatory leadership methods to activate
collective intelligence to address contemporary challenges.

So what are these methods and practices? The Art of Hosting is a blend of
methods for creating open and meaningful conversations and dialogue such as
Circle, World Café, Appreciative Inquiry, Open Space Technology, and Collective
Story Harvest. Through Art of Hosting trainings, as well as ongoing local and global
communities of practice, practitioners learn the skills of integrated, contextual design
where each event, meeting, dialogue, or conversation is tailored to the specific
context and purpose.

What makes the Art of Hosting distinct from the general category of facilitation is
that it is rooted in a living systems worldview, a perspective that acknowledges the
role and generativity of complexity, and chaos in human affairs. These methods of
dialogue are not based on a machine worldview that subscribes to command-and-
control leadership. Rather, they intentionally invite the emergence of collective
creativity that can surface through integrating and even welcoming the chaotic,
complex, dynamic messiness of human behavior and interaction. The Art of Hosting
is a response to the awareness that no one leader, individual, government, organiza-
tion, or nation can address, never mind solve, many of our social and ecological
problems. A guiding question for Art of Hosting practitioners is: How then, do we as
people living in this planetary moment, come together in uncertain times and tap into
our collective creativity and intelligence?

At first, a desire to learn the dynamic conversational methods (Circle, World Cafg,
Open Space) is what attracts new practitioners to the Art of Hosting, but one quickly
realizes that it is also an ongoing practice, art, craft, and lifelong apprenticeship that
emphasizes the relationship between personal and social transformation. In the vein
of transformative leadership, becoming an Art of Hosting practitioner means
unlearning myths and assumptions about heroic leadership, the dominance of the
machine worldview (and learning to find the cracks), and of releasing one’s need to
know “the answer” or sell “solutions.” It requires not only hosting others but also
hosting oneself through reflective practices, self-inquiry, as well as centering the
cultivation of deeper skills or metaskills (Donnelly 2016; Mindell 1991) needed to
work with social emergence such as compassion, working with bias, listening,
improvisation, and letting go of the need for control, all while staying engaged
and attentive. Working with paradox is an essential metaskill to strengthen as a host,
as hosting often means engaging perceived oppositions (in oneself and others) such
as action/reflection, results/relationships, theory/practice, power/love, process/con-
tent, and tradition/innovation. The practice of hosting requires an intimate under-
standing of how these perceived oppositions (or polarities) can be brought into a
dynamic relationship that neither needs to seek integration nor rejects one aspect
through creating and solidifying an opposition (Donnelly 2016).

The Art of Hosting work shows directly the relationship between personal and
social transformation. In order to engage in social transformation in a way that does
not replicate the same problematic approaches of modernity, it is necessary for
individuals to engage in an ongoing practice of self-development. This practice,
which can only be lightly summarized in the four foundations of transformative
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leadership but obviously requires much deeper immersion, will involve learning how
to let go of assumptions, beliefs, and behaviors — ways of being, relating, knowing,
and doing — that individuals have inherited from the past. It is not enough to develop
either new social systems or engage in personal development. We can learn from the
abject failure of many spiritual communities that have focused on personal devel-
opment without taking into account the role of social systems, and the problems
faced by social change efforts that do not also involve a concurrent focus on personal
development. Too many utopian spiritual communities have not succeeded in
working together because they simply replicated authoritarian structures of the
past, and too many well-meaning social activist groups and non-profits have faced
endless bickering and interpersonal problems because the individuals involved did
not recognize the need to address their own personal issues, particularly in times of
stress.

It should be pointed out that a typical trap in this process is to engage in both
personal and social transformation, concurrently, but in fact separately. The personal
transformation efforts are not directly connected to the challenges of everyday life
and social transformation, and the social transformation efforts are not used as grist
for the mill of personal transformation. The challenge of transformative leaders is to
weave together personal and social transformation.

Characteristics of Creativity: Creative Leadership Against
Authoritarianism

In this transformative moment, creativity and leadership go hand in hand. The quest
for reinvention tells us that we want to “create ourselves,” “lead” our lives, and
creatively contribute to social transformation. The quest for social transformation,
whether in organizations or larger social systems is historically often connected with
the struggle against authoritarian power, whether political, economic, or organiza-
tional. Hierarchies of domination (ways of relating) are built into the old worldview,
where they are often seen as reflecting a “natural order.” Historically, leadership has
tended to be authoritarian, summarized as “command and control.” People have to
obey the leader’s commands, and everybody’s actions are to a great extent pre-
determined. Any deviation from role and expectation is a bug, not a feature. This
makes it very hard if not impossible for anyone except the leader to engage and
express creatively. It means an authoritarian, domination, control culture where
freedom is drastically reduced because one has to conform to the rules and roles
and tasks. This is the heart of command and control: the order from above, and then
the control to make sure the order is followed — conformed to. Creativity and
freedom are only allowed at the top.

Creativity and conformity are traditionally two ends of a spectrum of personality.
While authoritarianism is mostly associated with strength, domination, and power, it
manifests mostly in conformism or the willingness to relinquish authority and
freedom to a person perceived to be a leader. Erich Fromm called this the human
tendency to want to Escape from Freedom (Fromm 1994). Authoritarian individuals
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and systems want to take away our freedom, our ability to make choices. But making
choices is often also difficult and a burden. One of the insights of the social sciences
has been about the extent to which human beings have been willing give up their
freedom — and their creativity. Transformative leadership requires an awareness of
this dynamic, and the courage to remain creators and leaders, making it possible for
others to do so as well.

Creativity and authoritarianism lie on a spectrum of human possibilities. While
some people may be born with tendencies that lead to more or less creativity, or more
or less authoritarianism, they are not “fixed” (Montuori 2014). Creativity, individual,
and collective, is a practice that requires cultivation, in the same way that leadership
does. It makes a huge difference whether one lives in an environment that supports or
inhibits creativity. It is no surprise that advances in sciences are clearly associated
with democracy and not authoritarianism (Ferris 2010). The most creative persons
can under certain circumstances involving danger, fear or anxiety have an “author-
itarian response.” It is not inappropriate during times of great danger to make quick
assessments and ask, “friend or foe?”” But being permanently in an emergency mode
is not only unhealthy but opens the door to authoritarianism. That is why authori-
tarian leaders always stress the danger of an external (or even internal) threat to keep
populations loyal to them (Montuori 2005).

Creativity is the way we express our freedom: Creativity involves the ability to
generate possibilities and alternatives, make choices, and act upon them.

Emergence and Creativity for Transformative Leaders

In many ways, the phenomenon of emergence is a thread that connects transforma-
tive leadership and creativity. We have seen how transformative leadership is a move
away from the centrality of command and control towards creating contexts that
make emergence possible, for oneself as well as in interpersonally and collectively.
This does not mean that transformative leadership rejects order and control. Rather, it
puts them in dialogue with disorder and emergence to navigate in a contextually
appropriate way between the risk of too much and too little of either, as well as
finding the “sweet spot” on the edge of chaos. Emergence is characterized by the
creation of new properties in a system that could not be predicted from the individual
parts. We see this phenomenon in groups but also in the way ideas emerge as a result
of bringing together concepts that were previously not considered together
(Koestler’s bisociation).

Creativity is associated with such personality characteristics as independence of
judgment, preference for complexity, psychological androgyny, and tolerance for
ambiguity, and more generally with openness to experience (Barron 1995). These
characteristics point to an openness towards opportunity and alternatives — an
openness to emergence — rather than a desire to conform and superimpose existing
interpretive frameworks on situations and individuals. The characteristics associated
with creativity are contrasted with preference for reducing complexity to the simple
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(reductionism), conformity, either/or thinking, and rigidity, all involving attempts to
stifle emergence.

The characteristics associated with creativity are generally viewed as intrapsy-
chic, as personal characteristics. Another way of seeing them is as guides to
interpersonal and group creativity. Does a person’s interaction style promote toler-
ance for ambiguity, independence of judgment, and the other characteristics listed
above? Does a group promote these characteristics? The characteristics of group-
think and of authoritarian individuals can be counteracted by remaining aware of and
cultivating these characteristics associated with creativity, both at an interpersonal
and a group level. Transformative leaders cultivate these qualities in themselves, but
also extend them to their relationships, and foster them in others. They learn to create
and lead together.

Cultivating and fostering these creative characteristics in ourselves and in rela-
tionship is a practice that involves becoming aware of our responses and our natural
tendencies, and developing our ability to be more open. The connection between
feelings, cognition and perception is clear, because every choice involves not just a
perceptual choice, but a related feeling, and very often it is the case that certain
choices are made in order to avoid the anxiety of not-knowing. Cultivating our
creativity in that sense has some distinct affinities to the Buddhist practices designed
to help people become comfortable with uncertainty, to use the title of one of Pema
Chodron’s books (Chodron 2008).

Tolerance for ambiguity is a very important characteristic for transformative
leaders given the current transformative moment. The term “ambiguous” is defined
as a situation for which there are no preexisting rules and regulations. Dacey writes
that ambiguity means there is “no framework to help direct your decisions and
actions” (Dacey 1989, p. 18). People who have tolerance for ambiguity do well in
situations where there is no set way of doing things, where it is necessary to
experiment and try new things out (Lauriola et al. 2015). Some people become
very anxious when confronted with situations for which there are no clear guidelines.
If a procedure breaks down, or if there is some unknown situation ahead, this can be
extremely stressful for those who are intolerant of ambiguity (Barron 1990). Being
aware of the effect of ambiguity can also create an opportunity for mutual support, to
create what in Taoism is referred to as the “invisible ground of sympathy” that allows
creativity to flourish (Chang 1963). This is the yin to creativity’s yang, an essential,
mutually intertwined relationship, but a dimension of the larger view of creativity
that has been ignored for too long in the West.

Cultivating our creativity invites us to be intrigued, stimulated, and motivated to
explore the unfamiliar and unstructured situations and things for which there is no
one clear solution or approach. It means addressing our fear of the unstructured and
unfamiliar, which is why we need The Courage to Create (May 1975). Cultivating
our creativity means being open to enjoying and being attracted by situations for
which there are no clear rules, no established roadmaps. The ambiguity destabilizes
mental equilibrium. It forces inquiry, exploration, and the creation of new ways of
dealing with a situation. An unwillingness to allow or accept ambiguity means the
person confronted with ambiguity will immediately attempt to impose a preexisting
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framework or set of rules on the situation and not remain open to the situation long
enough to allow for the emergence of a situation-specific way of dealing with
it. Tolerance for ambiguity involves wanting to create one’s own rules and roadmaps
and not immediately applying preexisting ones. In a sense, tolerance for ambiguity is
closely related to our desire to be free, indeed to create to be free. Transformative
leaders can foster relationships that support freedom, support creative inquiry, and
remain mutually supportive and aware of the challenges faced by embracing free-
dom and creativity.

Tolerance for ambiguity is connected to creativity because in situations where
there is no clear framework, some kind of order has to be created. Indeed, creative
persons often appreciate unstructured situations precisely because they get to make
up new ways of dealing with the world. Transformative leaders need to make sense
of a world that seems increasingly chaotic and engage in exploration and creation of
alternatives to the systems, processes and structures that are breaking down all
around them. They are excited by the prospect of improvising, of getting to exper-
iment and figuring things out by trial and error.

Intolerance for ambiguity is also associated with leadership but in the form of
conforming authoritarianism. The rise of authoritarian leaders is closely associated
to moments of chaos and confusion — we need only think of Germany’s social,
political and economic crisis during Hitler’s rise. Authoritarian leaders can make
themselves appealing by offering simple solutions, by providing a framework with
which people can make sense of the world. Unfortunately, these frameworks more
often than not remove ambiguity by eliminating complexity, involving a black and
white, us versus them view, and curtailing freedom.

Cultivating our own tolerance for ambiguity means remaining alert for those
times when we cannot make sense of a person or a situation. It means staying with
discomfort and refusing to immediately super-impose our own or somebody else’s
interpretation. Particularly relevant here is the finding that human beings crave
certainty, and above all, the feeling of certainty (Burton 2009). Staying with
not-knowing will at least initially not alleviate the anxiety associated with it, the
“wanting to know,” and the desire for a feeling of certainty.

Creativity is associated with nonconformism, with not always going along with
what everybody else is doing, not always thinking like everyone else. It means being
willing to make up one’s own mind even in the face of considerable social pressure.
The opposite of independence of judgment is conformity, going along with the
majority opinion because “if everybody else thinks so, they must be right.” A lack
of independence of judgment in groups can lead to the phenomenon known as
“groupthink.” Groupthink occurs when, for instance, groups make bad decisions
because nobody wants to show dissent to the leader, or to what they perceive is the
general mood of the group. Cultivating Independence of Judgment requires staying
attuned to the tendency to go along with the group or social pressures, becoming
more aware of — and indeed “owning” — our own ability to assess people, situations,
proposals, and so on.

Barron found that preference for complexity is a very good indicator of creativity
(Barron 1953). Creative individuals favor disorder and complexity, but only because
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they wish to integrate them into a higher order — simple but not simplistic, hence
reductive — synthesis, what has been called “integrative complexity” (Barron and
Bradley 1990; Suedfeld and Tetlock 1977). Barron likens the goal to the achieve-
ment of mathematical elegance, “to allow into the perceptual system the greatest
possible richness of experience, while yet finding in this complexity some overall
pattern” (1968, p. 199). “At the very heart of the creative process,” writes Barron
(1990, p. 249) “is this ability to shatter the rule of law and regularity in the mind.”
Subjects with a preference for simple order attempt to maintain an equilibrium,
which according to Barron (1968, p. 198—199) “depends essentially upon exclusion,
a kind of perceptual distortion which consists in refusing to see parts of reality that
cannot be assimilated to some preconceived system.”

As Barron points out, creative people enjoy disorder and complexity because they
enjoy the challenge of integrating complexity and disorder and creating a new order.
Creativity therefore requires an integrative dialogical relationship between complex-
ity and simplicity. Not either order or disorder, complexity or simplicity, but a
constant dialogue between the two. Focusing only on simplicity does not give rise
to the challenges needed to create something new, a new order. Focusing only on
complexity leads to an excessive disorder out of which no simpler, integrative order
can be created.

Authoritarianism is associated with a strong preference for order and simplic-
ity. We see this in individuals who are rigidly concerned with order and prefer
simple slogans to an open-minded engagement of complex issues, typically
leading to reductionism (scapegoating — the problem can be reduced to one
thing) and either/or thinking (you are either for us or against us; we are good,
they are bad) (Sanford 1973). In authoritarian social systems, we see the same
dynamic, the same kind of rigid orderliness (the USSR, pre-Deng China, author-
itarian cults), and the same tendency to scapegoat either outside groups or a
specific subgroup inside the system, based on race, ethnicity, religious affiliation,
and so on (Montuori 2005).

Flexibility has been defined as the ability to see the whole of a situation, rather
than merely focusing on one of its parts. As Dacey (1989, p. 28) points out, in high
pressure situations, people are eager to focus on the first decent idea that looks like
it might be able to help. But the problem is that this focus (this premature conver-
gence, if you will) does not allow them to step back and see the whole of the situation
and assess other options and solutions. We can see how many of the characteristics
we are describing here are related and form part of the larger process of
creative thinking. As Morin states, echoing the philosopher Pascal, one cannot
understand the whole without knowing the parts, or the parts without understanding
the whole (Morin 2008). Once again, creative thought involves a constant dialogic, a
constant to and fro between ways of thinking that have historically been seen as
opposed, such as the analytical focus on taking things apart into their smallest
constituents in order to understand them, and the intuitive approach, which focuses
on the whole. An exclusive focus on a part may lead to losing “the big picture,”
whereas a focus on the whole may miss out on important details that would require a
reassessment of that “big picture.”
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Social theorists and researchers have pointed out that in our society, sex-role
stereotypes were defined in opposition to each other (Eisler et al. 2016). This means
that a man is defined as being a man in as much as he does not show any
characteristics that are typically associated with women, and vice versa. The stereo-
types that emerge are the John Wayne, independent, silent, unemotional loner, and
the so-called “Southern Belle,” who is, of course, very emotional, very social, and
very dependent. Freedom from sex-role stereotyping, a characteristic associated with
creativity (Barron 1990), means that men can experience those stereotyped charac-
teristics society typically associated with women, such as intuition, empathy, sensi-
tivity, and self-awareness, and women can engage the characteristics stereotypically
associated with men, such as aggression, self-assertion, analytical thought, and a
degree of toughness. Once again, we see that in order to both understand and
experience creativity it is necessary to go beyond a logic of either/or, and move to
both/and. The “emotional intelligence” Daniel Goleman and his colleagues found to
be an essential feature of successful leaders incorporates a number of qualities that
were stereotypically associated with women, such as understanding one’s own emo-
tions, empathy, and the ability to communicate effectively (Goleman et al. 2002). The
leader as “host” rather than “hero” also shifts the emphasis to relational, supportive
characteristics that are stereotypically more closely associated with women.

Recognition and Microactions: The Everyday, Everywhere,
Everyone of Transformative Leadership

The “everyday, everyone, everywhere” aspect of transformative leadership is one of
its most unique dimensions. At the same time, it can also seem potentially trivial
given the enormity of the global changes. What exactly are the implications of this
view for leadership? And if leadership and creativity are everywhere and in every-
one, then what is not leadership or creative?

The everyday, everyone, everywhere focus also invites us to recognize — to
become aware of a rethink, reconsider, and refeel, as it were — our everyday lives.
Transformative leadership does not view the self in the traditional atomistic, indi-
vidualistic way. If the self is viewed in this way, personal growth efforts can easily
become narcissistic in the sense that they focus on the individual’s growth without
taking others and the environment (social or natural) into account. It is often said that
change begins with the oneself, but this can also be an escape from a world perceived
to be harsh and unwelcoming, or an excessive preoccupation with the self at the
expense of others. Historically, there has been a split between social activism and
personal transformation. The philosopher Hannah Arendt referred to these two
worlds as the vita activa and vita contemplativa. 1f the self is viewed as relational,
embodied, and embedded, always already participating in the world, then the
apparent opposition between personal and social transformation breaks down. Our
everyday experience becomes the locus for both personal and social transformation
in the recognition that the two are not separate. Our every action, no matter how
seemingly insignificant, is embedded in the social world. Developing an increased
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awareness of this complex self, a self that is not isolated from the world but part of a
larger network, an awareness that we are in the world, and the world is in us, is an
essential dimension of transformative leadership.

As an example, the term microaggression has entered our vocabulary to refer to
discrimination that is not (necessarily) intentional, discrimination, or aggression that is
subtle or indirect (Campbell and Manning 2014; Lau and Williams 2010). Not overt acts
of racism or sexism, for instance, no cross burning or racial epithets but the kinds of
slights that precisely because of their subtlety have a destructive cumulative effect. These
microaggressions may appear trivial, certainly when compared to the heinous nature of
more familiar forms of prejudice and injustice, and particularly if one is not at the
receiving end of them, but they contribute to the creation of a climate that is oppressive.

A parallel can be made with the phenomenon of culture shock. Culture shock
does not involve one big shocking event. It is, rather, an accumulation of small
events that trigger a gradual disorientation and feeling of not having a grip on reality.
The small events make one feel one is not “at home,” and that any minute a “normal”
situation one typically would not even think about could be deeply disorienting and
disturbing. The sense of agency and control is lost, one’s value is diminished. Of
course, victims of microaggressions are mostly “at home,” in their own culture, but
in a culture or context that ironically often claims not to be racist, sexist, ableist, etc.,
microaggressions are therefore also a reminder that things are not the way the
dominant narrative may claim they are, and that one does not really belong.
Microaggressions show us the way that small, apparently insignificant acts can
have a powerful cumulative impact. This is also something chaos theory has taught
us with the concept of the butterfly effect. Not only do microactions have an impact,
they can also cause a ripple effect with widespread implications (de Vulpian 2008).

The microdimension is very relevant for transformative leaders who can apply its
principles in their everyday, everywhere, everyone context, through generative
(rather than oppressive, demeaning, controlling) micropractices we might describe
as microconnections and microcreations, as antidotes to microaggressions. Particu-
larly in urban centers, we find a degree of depersonalization whereby interactions
with strangers can become purely instrumental. This is not surprising given the
larger scope of the machine metaphor. The stress is on one’s task, efficiency, and
getting things done, whether it is buying a subway ticket or getting served in a
restaurant. But the exclusive task focus at the expense of relationship creates a cold
world, one that reflects a tendency to think in terms of on/off, either/or: either we
connect, or we get things done. Microconnections are those moments when we reach
out to somebody who may be a perfect stranger to establish a relational rather than
purely instrumental connection, to acknowledge the person is a human being in their
individuality, not just a nameless “pedestrian” crossing the street, for example. One
way of framing the difference is in terms of the two worldviews we have articulated,
by asking ourselves if we are all isolated atoms going about our business, or whether
we are all unique individuals, and yet all in the same boat, sharing a common destiny.

Similarly, microcreations are those interpersonal moments when we break out of
habitual patterns of interaction and realize we are creating, or more accurately
cocreating, the interaction. Micro