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Editorial  
 

Welcome to this issue of Integral Review (IR)! We are pleased to welcome readers to a new 

regular issue that brings together a number of articles, essays and reviews.  

 

We are also glad to finally launch our new website! This is the culmination of significant 

investments in thinking about how we can better serve our readers and make the most of the 

wealth of content that has been generated here over the years. We also have been thinking about 

how to make it easier for an even broader audience to become acquainted with this body of work. 

Towards this goal, we are hoping that being able to better utilize social networks (easy links to 

share through various social media) and updated functionality (the new site works on 

smartphones and tablets as well as having a search function) will encourage growth in the 

community of readers making use of IR.  

 

We also hope these upgrades will stimulate more submissions coming from both familiar and 

new sources. As we settle into our new home online, we will look to undertake new initiatives to 

enable a broader footprint for the quality of thought IR fosters. Look for updates on this on our 

home page and through our newsletter. 

 

 This issue has three peer reviewed articles, two essays, a poem and three extended book 

reviews and a response. The peer reviewed articles include reporting on qualitative research 

using Sara Ross’ The Integral Process for Working on Complex Issues, action research using 

Wilber’s AQAL model in the field of diversity in higher education and a theoretical inquiry into 

Kegan and Lahey’s Immunity to Change process.  

 

The two essays include a look at archetypes in relation interpreting research in leadership 

studies and stories of encounters with an extraordinary person. These are followed by a poem 

and three reviews. One review examines two books related to new forms of economy, another 

about integral development and the third about leadership. This issue closes with a response to 

the final book review. We are pleased to provide readers with this range of quality research, 

reflections and reviews. 

 

Pia Andersson brings us The Dynamics of Hope and Motivations in Groups Working on 

Complex Societal Issues to open this issue. She has been doing extensive research on how using 

The Integral Process for Working on Complex Issues (TIP) affected participants’ sense of 

personal hope and motivation. Andersson goes into depth unpacking the nuances and contexts 

for how hope arises and affects motivation. As well, she goes into the relationship between 

participants’ experiences of hope about smaller specific aspects of issues compared to the 

feelings arising from seeing more of the complexity of issues.  

 

Cheryl Whitelaw has been working in the field of intercultural education as well as linking 

this to her work as an integral coach. Her weaving of these fields with her her role at a 

community college and a research project has led to her contribution to this issue of IR; 

Developing an Inclusive Perspective for a Diverse College: Inclusion = Diversity + 

Engagement. Whitelaw reports on applied research addressing an issue that is relevant for many 
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colleges and universities; how to improve intercultural communication skills among student 

service staff to better serve the growing diversity of student populations. The developmental 

approach and model arising from this work will be of use to many.  

 

For the past four years I have been reflecting on links between what I perceived as relevant 

insights from different theoretical perspectives on Kegan and Lahey’s Immunity to Change 

process. These reflections finally took the form of a serious inquiry, leading to the article 

Immunity to Change Revisited: Theoretical Foundations for Awareness Based Practices for 

Leadership Development. Using qualitative research software to support an analysis of textual 

extracts from three sources, I discuss implications for ITC as an exemplar of awareness based 

practices for leadership development. This focuses around the notion of the virtuality of self and 

how awareness is the embodied realization of this.  

 

Opening our editorially reviewed section, Nathan Harter brings us his inquiry On the 

Archetypes Hermes & Hestia: Notes toward a Hermeneutics of Leadership Studies. This essay 

explores first the nature of these archetypes, and then their relevance for leadership studies. The 

use of our imagination in interpreting not only acts of perceived leadership, but also the texts 

about those acts, becomes essential as we search for deeper layers of meaning in leadership. 

 

We continue with a lovely set of stories by Al Erdynast, providing a window of insight into 

the world of Stella Adler. His essay Stella Adler: You Have NO Expertise on Costume, shows us 

facets of the human experience of someone with an exceptional degree of expertise and 

competency in the world. Erdynast describes the impact his experiences with Adler as 

transformative and his telling of them makes for engaging reading. 

 

Kristian Stålne brings us a poetic interlude with his Subject Object Poem. Beyond its 

deceptively simple title, this poem invites us into a world of reflection and consideration of 

notions of self and identity. 

 

Book reviews in IR have a long tradition of going well beyond short critiques and summaries 

of a work. The three reviews in this issue continue that tradition by engaging a variety of lenses 

and reflective stances in providing readers insights into the works being reviewed. 

 

Kristian Stålne continues this issue with his integrated reviews of Said Dawlabani as well as 

Otto Scharmer and Katrin Kaufer’s works in the field of economics in Orange Capitalism – and 

then what? A review of two books on the future of economy and society. The financial crisis of 

2008 brought about, among many things, an accelerated interest in mapping out the future path 

of economic activity in order to find our way into a new world that somehow can transcend the 

ills of this current one. Stålne goes into depth comparing and contrasting the two developmental 

frameworks presented by these authors and reflects on the implications of a developmental 

approach to studying economics. 

 

Wendelin Küpers continues with his review of Alexander Schieffer and Ronnie Lessem’s 

work in Review of Integral Development. He views this book as a culmination of what the 

authors have done in numerous prior works and finds it to be an aspirational, programmatic and 
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practical agenda outlining what needs to be done to better conceptualize and enact more integral 

forms of development. 

 

My own review of Anderson and Adam’s book Mastering Leadership: An Integrated 

Framework for Breakthrough Performance and Extraordinary Business Results examines how 

this book aims to bring an integrative approach, including adult development theory, to a 

mainstream business audience. The core message presented is clear; higher performance in terms 

of business results is correlated with inner work, or gains in terms of stages of consciousness. My 

review provides some context for the book, an overview and remarks related to my assessment of 

the successes and limitations of the endeavor. 

 

We close with a response from Bob Anderson and Bill Adams to my review of Mastering 

Leadership. In their response, Anderson and Adams address some of the critiques presented in 

my review, presenting a helpful and detailed background on the use of stage development 

research in the model used in the book.  

 

We hope this issue of Integral Review provides you with a useful diversity of perspectives on 

a variety of topics to inform and enrich your repertoire of knowledge and pique your curiosity for 

ongoing inquiry. We also hope that you enjoy our new website and take advantage of the 

possibilities it brings. 

 

 
Jonathan Reams 

Editor in Chief 
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The Dynamics of Hope and Motivations in Groups 

Working on Complex Societal Issues 
 

Pia Andersson
1
 

 
Abstract: This paper reports results from a study of how participants’ sense of personal 

hope and motivation was affected by a facilitated process in which four groups of people 

worked on different complex social issues. The group interventions were designed to 

scaffold increased understanding of the complexity of the chosen issue. A method called 

The Integral Process for Working on Complex Issues was used in all of the groups. Issues 

addressed in the four groups were: neighborhood deterioration, lack of community 

engagement, the need for better strategies for communication between rescue service 

actors in critical life-and-death situations, and transition to a more environmentally 

sustainable city. The study investigated the participants’ self-reported changes in their 

levels of hope regarding the possibility of achieving positive results on the selected issue, 

and changes in their motivation to engage in work to that end. The data were gathered 

through interviews with individual group participants before and after the group process. 

The sessions supported group members to develop more awareness of the complexity of 

the issues, and to develop strategies for action. 

 

The study indicates that the discovery of new potential pathways to manage an issue, 

through a more comprehensive understanding of the complexity involved, was a key 

factor influencing levels of hope and motivation. Reports from participants showed that 

when the participants formulated concrete actions that made sense to them, then 

“particularized hope” emerged, as well as motivation to continue to engage. Thus, 

increased levels of hope about a delimited part of the issue were reported, while in some 

cases, participants reported having less hope about the issue complex as a whole. 

 

Keywords: Collective efficacy, engagement, hope, motivation, pathway perception, 

scaffolding, task complexity awareness. 

 

Introduction  
 

The roles that hope and motivation play when groups gather to work on issues of considerable 

complexity—especially those with a history of disappointments and failures—can be assumed to 

be significant, and may be affected by changes in awareness of the task complexity involved 

(Jordan, 2014). Examples of such complex issues are ethnic segregation in suburbs, city 

pollution and littering, land use conflicts, and violence against officials on duty.  

                                                 
1
 Pia Andersson is a PhD student at the Department of Sociology and Work Science, Gothenburg 

University. Her academic training has a base in theories and practices of conflict resolution, and adult 

development theories. She has a long practical experience in facilitating various types of group processes. 

Over the last nine years, her research interests have primarily been focused on methods for working with 

complex issues, especially for facilitating participatory processes, both in public dialogue and 

organisational development.  

pia.andersson@socav.gu.se  

mailto:pia.andersson@socav.gu.se
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The purpose of this study was to elucidate the relationship between hope, motivation, and 

awareness of complexity, when groups worked on complex societal issues using a structured 

discourse for issue analysis and discussion. Factors that influence levels of hope, and the 

motivation to engage, need to be understood better, as do the interrelationships and dynamics 

between these dimensions. How the interaction of emotion and cognition influence deliberative 

processes is not wholly understood (Delli Carpini, Cook, & Jacobs, 2004), and research on the 

interrelationship between hope and motivation when groups spend time to analyze complex 

issues of public concern has to my knowledge not been carried out.  

 

Four groups of concerned stakeholders participated in the study, based in Sweden, and the 

changes in their self-reported sense of hope and motivation before and after participation were 

analyzed. Each group was offered a facilitated, structured group process as support.  

 

The study is based on a dialectical constructivist perspective.
2
 Empirical data were collected 

to reveal the patterns of how participants constructed meaning about issues of concern to them, 

as well as how they felt about the possibility to achieve favored outcomes. The main objective of 

the study was the inquiry into how these patterns changed through a group process, and what 

consequences this could have for the participants’ experience of hope, motivation and for their 

concrete actions.  

 

The Issue of Defining Hope 
 

The topic of hope spans several research fields, from philosophy and psychology to social and 

medical science. In the literature, hope has been characterized in a variety of ways, such as an 

attitude, a disposition, a social habit, a psychic force, a psychological asset, or in terms of 

process, activity or inquiry (Allec, 2004; Brackney & Westman, 1992; Cooke, 2005; McGeer, 

2004; Nalkur, 2009). Hope has often been portrayed through dichotomies, (Jacoby, 2003; 

O´Hara, 2011) as either goal-oriented or existential; with an emphasis on cognitive elements and 

agency, or focused on affective features of hope. In a large literature review, Bright (2011) found 

that definitions of hope could be placed on a continuum, where existential definitions on hope 

was at one end, and goal-oriented definitions on the other end (Bright, 20011; Jacoby & 

Goldzweig, 2014).   

 

A dynamic that add intricacy to the understanding of hope, is that what is hoped for can be 

more or less realistic or dreamlike. This is connected to hope´s close relationship to uncertainty, 

such as limited possibilities to predict future outcomes, and limited knowledge about which 

factors may change positively or prove possible to influence through individual or collective 

actions. Several factors spelt uncertainty adding up to the ever present unknown of the hoped for 

future (Wolsgård-Krøjer, 2014).  

                                                 
2
 Although not so well integrated in my understanding in the beginning, my point of departure was that 

hope and motivation consist of both cognitive and emotional dimensions. Therefore, to understand the 

interplay, or – the dialectics – between these dimensions was an important consideration. This point of 

departure yields a dialectical constructivist perspective, which also got strenghtened as a result of 

conducting the study. (For a fuller view on the dialectical constructivist perspective, see Basseches & 

Mascolo, 2010).  
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While the concept of hope is complex, multifaceted and consequently described in a variety of 

ways, there seems to be general agreements that hope concerns human engagement with “the 

issue of possibility” (O´Hara & Ortiz, 2014, p.viii). 

 

The experience of hope is subjective, which makes it difficult to define clearly or to measure, 

and suggests why the concept of hope has multiple definitions and measurements; some even in 

stark contrast (Jacoby, 2003; Jacoby & Goldzweig, 2014; O´Hara & Ortiz, 2014; O´Hara, 2011). 

The functions and effects of hope consequently relate to how the concept is used in the first 

place. In this study, the relationship between hope for desired change, and the individuals’ 

motivation to participate in bringing their own capacities to bear on the issue, is in focus. This 

focus calls for a contextualization of the concept of hope in its relationship to motivation, which 

will be undertaken in the first part of the literature review. It is also important to define how the 

concept of hope is used in the study, which I will do in this section.  

 

When attempting to define hope, one stands a risk of reducing the concept to the dichotomies 

and linear approaches associated with hope studies (O´Hara & Ortiz, 2014; Jacoby & Goldzweig, 

2014). The point of departure here is that hope is a complex dynamic with both cognitive and 

affective elements, and manifest both as a quality of being and as an agentic force.  Jacoby 

(2003) coined the expression “work of hope”, referring to the variability as well as to the 

developing nature of the experiences people have when speaking about hope. This entails 

looking at hope from a process point of view, with its inherent dynamics of change. Both hope 

and motivation involve the dynamic interplay of elements, as “behavioral intentions involve 

insights into new perspectives (cognition), motivation to act (conation), as well as a new sense of 

empowerment (affect, or emotion)” (Ross, 2006, p. 149). The research question that this study 

addresses is how participants’ levels of hope for positive change, and motivation to engage in 

action towards it, were influenced by the increased awareness of complexity they derived from 

participating in a facilitated group process. In resonance with this aim, hope and motivation is 

considered from a process perspective, and as a transitional phenomenon (Jacoby, 2003), which 

may be influenced by a number of factors over time.  

 

Motivation and Social Context of the Study 
 

Issues are complex when they involve a multitude of different types of conditions and causal 

relations, when many types of stakeholders with diverging interests are involved, and when 

stakeholders have dissimilar perspectives on the issues (Jordan, Andersson, & Ringnér, 2013; 

Rouwette, 2003). If the challenges are perceived as too great, the propensity to make efforts to 

resolve them is likely to be affected, resulting in pessimism, feelings of powerlessness, blame, or 

general frustration (Ross, 2006a). A mismatch between the capacity needed to deal with complex 

issues (DeLauer, 2009; Kegan, 1994; Rosenberg, 2002) and the frustration caused by the 

difficulty of addressing them gives rise to another set of challenges: how to find motivation to 

engage when frustration is high and the hope for a solution is low (Inglis, 2010; Ross, 2007, 

2009). As passivity, hopelessness, and complacency pose huge threats to the growing need for 

sustainable management strategies (Ross, 2009), studies that contribute to a deeper 

understanding of these dynamics could add value to the development of methods for scaffolding 

the cognitive complexity that appears necessary to address the issues’ complexity. Naturally, if 
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hope and motivation are not sustained when grappling with understanding the complexity of the 

issue, this will in turn affect the propensity for fruitful deliberations.  

 

Challenges and Support: Scaffolding Complex Issue Analysis 
 

The ability to both notice and handle various dimensions of a complex issue can be referred to 

as task complexity awareness (Jordan, 2011, 2014), a concept involving the awareness of “the 

possibility that there might be significant circumstances, causal relationships, potential 

consequences, and systemic characteristics that might explain occurrences and that might be 

useful to consider when deciding on a course of action” (Jordan, 2011, p. 60).  

 

When using a structured group process on a complex issue, an important objective is to 

scaffold task complexity awareness of the issue of concern (Andersson, 2015; Jordan, 2014). An 

understanding of underlying principles of task complexity (Commons, Trudeau, Stein, Richards, 

& Krause, 1998) is therefore considered central when designing processes and providing 

appropriate facilitation for groups working on issues of societal complexity.  

 

On a general level, the concept of scaffolding can be explained as a cognitive support 

structure that enables individuals of all ages to raise their ability and make it possible to complete 

tasks that otherwise may be too difficult to grasp (Commons & Goodheart, 2008). The term was 

first used in the cognitive domain as a metaphor for interactional support of children’s learning 

processes (Wood, Bruner & Ross, 1976), but is now widespread in contexts of learning and skill 

development. In this paper, the concept of scaffolding is focused on the temporary, external 

support provided by methods and by facilitation strategies. 

 

An adjacent and central role in a facilitated group process is to scaffold increased awareness 

of how the different stakeholders may reason about the same set of issues, thus increasing the 

potential for improved communication and understanding (Jordan, 2014; Ross, 2006b). Using a 

facilitated, structured process for group interaction that scaffolds the exploration of alternative 

perspectives can bring transformative insights, enabling multiple perspectives on the same issue 

of concern, resulting in the emergence of new thinking and decision-making (Inglis, 2009; Ross, 

2009, 2011).  

 

The Integral Process for Complex Issues (abbreviated TIP) 
 

The cognitive scaffolding that was used to facilitate the group processes is called “The 

Integral Process for Working on Complex Issues” (Ross, 2006a). It was designed for group 

processes and was based on analyses of complex issues and theories of adult development. TIP is 

one of several related methods that aim at dealing with complex issues. Other methods are so-

called “problem structuring methods,” such as Soft Systems Methodology and the Strategic 

Choice Approach (Checkland & Poulter, 2006; Friend & Hickling, 2004; Rosenhead & Mingers, 

2001).  

 

TIP supports the development of task complexity awareness, as shown in a study using TIP, 

which hypothesized that participants’ level of complexity used to reason about complex issues 

would increase; binomial test and related measures results were p < .01 with large effect size 
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(Ross, 2007). TIP was chosen for this study for three main reasons: (a) its fit with the research 

interest as a means to scaffold increased understanding in task complexity awareness, (b) the 

researcher’s own knowledge about how to use this specific process, and (c) the function of TIP 

as a deliberative process for decision-making.
3
 

 

TIP is a modular, step-by-step approach, in which each step goes deeper into the complex 

issue that has been selected.
4
 This enables an understanding of symptoms of deeper systemic 

problems and the possibility to identify causal connections. The modular approach of TIP can be 

visually compared with structural scaffolding, which too is modular in design, so that one can 

use parts of the construction to complete specific tasks.   

 

The content-free nature of a method makes it replicable, as indicated by a wide variety of uses 

of, for example, the commonly used SWOT (strengths, weakness, opportunities, threats) 

analysis. As scaffolding, TIP can be used in a variety of contexts, and regardless of users’ 

diverse issue concerns, to create more capacity for understanding the complexity of a selected 

issue. 

 

In the next part of the study I survey relevant previous research on hope and motivation.  

Although there is ample literature about hope as well as motivation, little research has been done 

that directly relates to group processes, deliberative decision making, and issue complexity. 

There is extensive research on motivation as a construct, but in this review, the purpose was to 

focus on motivation in its relationship to personal and public engagement in issues of social 

concern, and to elucidate the interrelatedness between motivation and hope. While hope and 

motivation cannot be seen as entirely separate from each other, the differentiation of their 

relationships is an important part of this study.  

 

 After reviewing earlier research, I present the methodology of this study, followed by the 

results of the data analysis. Finally, there are some concluding comments on the interrelations of 

hope, motivation, and awareness of complexity, and indications of how these may be important 

factors to consider for group facilitation when working on complex societal issues. Some 

recommendations for further research are included at the end. 

 

Previous Research on Hope and Motivation 
 

Some frameworks that serve to unpack relationships between hope and motivation – including 

differentiations between individual and collective hope – will be discussed in this section. This 

serves as a background for the study, and is of deep relevance for understanding influences on 

hope and motivation when scaffolding task complexity awareness in a group process. Because 

the concepts of hope and motivation are broad, complex, and interconnected, an attempt to 

                                                 
3
 Even though TIP was selected as the method used in this study specifically because it was designed to 

scaffold increased awareness of the issue’s complexity among the participants, the purpose of the study 

was not to evaluate the effectiveness of TIP. TIP was simply an appropriate means for scaffolding 

awareness of complexity, thereby creating favorable conditions for studying how hope and motivation to 

engage were influenced by increasing awareness of complexity. 
4
 See Appendix 1 for an overview of each step in TIP, or Ross, 2006a, for a full description of the 

method.  
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outline some of these relationships supports considerations about how a cognitive scaffolding 

process might affect hope and motivation.  

 

Of particular interest is how other research describes relationships between hope, motivation 

and issue understanding. This topic concurs with how other researchers have related to, or tried 

to distinguish, between realistic and dreamlike hope, and expectation, as well as developed 

explanations for how hope can enhance motivation or lead to passivity.  

 

Research that was found to be of particular interest to the aim of this study will be accounted 

for at the end of the literature review.  

 

Unpacking the Intricacies of “Hope” and its Relationship to Motivation 
 

While it may be evident that motivation is needed for starting to engage and act—especially 

when there are barriers to overcome in making substantial changes in issues of concern 

(Klandermans & Oegema, 1987), hope is often referred to as a prerequisite for motivation, even 

as a “psychic commitment to life” (Schneider, 1980, as cited in Hinds, 1984, p. 359). From this 

perspective, hope is viewed as a significant element that affects the motivation to engage in 

social action, by helping to transform worry into action and to motivate action in the face of 

uncertainty (Braithwaite, 2004; McGeer 2004; Ojala, 2011; Snyder & Feldman, 2000).  

 

A psychological hope theory developed by Snyder (2000) consists of three cognitive 

components: goals, agency, and pathways (Snyder, 2000; Green, Oades, & Grant, 2006). The 

motivational component—agency—is seen “to propel people along the imagined route to the 

goal” (Snyder, 2000, p. 10). Snyder’s hope theory is based on the assumption that human actions 

are goal directed and that hope is active when an individual is able to perceive pathways to 

achieve goals as well as to conceive of the possibility—agency—to act on them.  

 

But the notion of hope as a positive force for agency and action is – as indicated earlier– not 

agreed on, and a more elaborate understanding is called for. In the literature, contrasting 

perspectives of hope and its relation to engagement and action appear, indicating polarization or 

stark contrasts; at some times pointing toward the constructiveness of a hopeful approach, and at 

other times the opposite (O´Hara, 2011). As it pertains to motivating individual or collective 

action, a common question in science civic sectors
5
 is, how is hope truly conducive to action, and 

what kind of hope may dampen activity, perhaps resulting in pure passivity (Bovens, 1999; 

Harwood, 2005; McGeer, 2004; Miceli & Castelfranchi, 2010). While some studies indicate that 

hope can motivate engaged action, what explanations or definitions might unpack why hope at 

other times induces passivity?  

 

Miceli and Castelfranchi relate the drive to hope beyond the limits of agency, where “hope 

implies the mobilization of our energy toward the future because it promotes both our patience to 

wait for any favouring condition and our readiness to take advantage of such opportunities” 

(2010, p. 267). From this view, hope can induce an individual to stay open to possibilities, even 

                                                 
5
See, for example, George Monbiot’s article in the Guardian,  

http://www.monbiot.com/2012/06/18/the-mendacity-of-hope/ and Derrick Jensen’s article in Orion 

Magazine, http://www.orionmagazine.org/index.php/articles/article/170/f both retrieved 3 July 2012. 

http://www.monbiot.com/2012/06/18/the-mendacity-of-hope/
http://www.orionmagazine.org/index.php/articles/article/170/f
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when the odds are low; expectation and hope can diverge, yet favor the tendency to act, “thus 

orienting one to act in view of the desired event despite the negative forecast” (Miceli & 

Castelfranchi, 2010, p. 268). This approach recognizes the inherent tensions with hope and 

uncertainty, and how humans may handle such tensions. 

 

The idea of foolish hope dates back to Plato, who called hope “a foolish counsellor” (O´Hara, 

2011, p. 324). Theologian and existentialist philosopher Paul Tillich (1965) distinguishes the 

quality of foolish hope from genuine hope. Foolish hope is to wait passively for change, whereas 

genuine hope is to start taking even small steps possible toward living what one hopes for. Here, 

the focus is on the individual’s ability to take steps to realize valued goals. Choosing a stance of 

passive hope is sometimes explained as having overly positive expectations of other actors to 

solve issues of concern to realize one’s hopes (McGeer, 2004). McGeer calls this “wishful hope” 

and suggests the need for taking more responsibility for agency.  

 

The founder of the Harwood Institute, Richard Harwood (2005), suggests that there is a clear 

divide between authentic hope and false hope and that there are different processes that foster the 

two. False hope is part of everyday life, for example, automatically trusting expressions by 

politicians, news media, and civic leaders. Even public opinion tools can foster false hope, by 

leading people into the false assumption that they have been heard. Well-intentioned community 

consultation may backfire, failing to create the community engagement it was intended to do, 

and instead leaving a community with decreased social capital (Hartz-Karp, 2007). By contrast 

then, authentic hope is ignited in people when they sense that something is true and meaningful, 

such as when seeing signs of small, but significant steps forward, or when engaging in collective 

conversations, focusing on real concerns and working together on common challenges 

(Harwood, 2005). Taking this perspective, a move away from unrealistic, “false” hope, may be a 

result of a deeper understanding about causal relationships of an issue of concern, and an 

opening for new, more realistically oriented hopes.  

 

The ability to stay focused on present possibilities, while hoping for future outcomes, is an 

ability that sets hope apart from positive expectations, according to Miceli and Castelfranchi’s 

(2010) notion of hope. From this view, hope differs from belief, optimism, trust, and faith, and 

overcomes the problem of naïve or false hope. The minimal cognitive ingredient is wish and 

recognition of uncertainty and possibility.  

 

But while uncertainty is intrinsic to hope and may spur action even when the access to 

knowledge or information appears limited, research shows that when there is uncertainty, or 

when knowledge is incomplete, the tendency for inaction is higher, as people are less prone to 

act on uncertain options (Sundblad, 2008). Part of the remedy—to gain understanding—is not 

sufficient to activate hope and motivated participation; people need to perceive pathways for 

taking actions that effectively address the issue (Amnå, 2008, 2010; Snyder, 2000; Sundblad, 

2008). According to Snyder (2000), gaining access to multiple routes to approaching a goal will 

positively affect the sense of hopefulness. But the motivation to stay open to new information is 

needed to seek out new options, which may be difficult when faced with countless obstacles. 

Hence, when the hoper cannot conceive of possibilities to take action toward that which is hoped 

for, passive waiting may be the favored approach. However, when there is motivation, the 

likelihood increases that people will invest more effort in processing a message, which in turn 



Andersson: The Dynamic of Hope  
 

 

INTEGRAL REVIEW    January 2016   Vol. 12, No. 1 

11 

affects the learning process and the ability to recall information (Petty & Wegener, 1998; 

Sundblad, 2008). Having access to information, as well as being motivated to process it, in turns 

shapes performance and the quality of decision-making (Druckman, 2004; Kuklinski, James, 

Quirk, Jerit, & Rich, 2001). Previous research with secondary school students (Persson, 

Lundegård, & Wickman, 2011) showed how the students were able to transform worry about the 

environmental issues into action competence
6

 and hope. The authors suggest that the 

combination of listening to the students’ ways of formulating their environmental concerns and 

adapting education to their questions was critical for this result.  

 

The ability to perceive alternative pathways to reach goals and reclaim agency is a central 

variable for “higher hope people” and “lower hope people” in Snyder’s hope theory (Snyder, 

2000). Therefore, a significant strategy is to expand and strengthen understandings of pathways 

by breaking down strategies into clear and relevant steps, finding several alternative and 

plausible routes to get to the goals, and formulating sub-goals (Lopez, Floyd, Ulven, & Snyder, 

2000). This is also an important function of successful scaffolding of task complexity awareness, 

which can furthermore result in the formulation of new objectives and purposes (Andersson, 

2015; Jordan, 2014).  

 

The element of uncertainty of outcome coupled with the perception that things can change for 

the better (Snyder, 2000; Ojala, 2007), make it hard to predict to what extent hope will 

complement motivation as a source for engagement. Still, even passive hope may serve as an 

internal help for an individual to endure a crisis that would at other times be psychologically 

overwhelming. Snyder and Feldman argue: “Whereas it is true that hope can be pacifying for a 

period of time, the very same hopeful thinking processes can turn revolutionary when a large 

number of people feel blocked in their pursuit of valued goals” (Snyder & Feldman, 2000, p. 

4009). 

 

As the foregoing discussion suggests, there is a complex connection between hope and 

understanding, such that assumptions, knowledge, and new information may give rise to 

fluctuations in the levels of perceived hope. Those fluctuations may affect the propensity to 

actively engage in realizing hopes.  

 

Individual or Collective Hope and the Impact on (Shared) Motivation 
 

The challenges of collective hope involve sharing visions and managing conflicting goals that 

may arise when facing issues of societal complexity. According to McGeer (2004), the ability to 

use one’s own powers of agency in pursuing and communicating goals needs to be coupled with 

a solid understanding of how others may act to either enhance or inhibit their pursuits, depending 

on the quality of their interactions. Culture and context are also significant factors to consider, 

even for the role of agency (Nalkur, 2009). Nalkur argues that the self might not always be 

considered as the agent of hope; instead, supportive relationships and resources can be “more 

                                                 
6 The concept “action competence,” as described by Breitung and Mogensen (1999), includes the co-

variants knowledge of action possibilities, confidence in one’s own influence, and a wish to act. To 

effectively develop action competence for understanding of environmental issues, approaches that reflect 

on communal issues and conflicts at several levels, that is, individual, social, and structural, need to be 

used. 
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effective agents for hope than the self” (Nalkur, 2009, p. 687). Amnå speaks about “having 

confidence in one’s own ability to work in collaboration” (Amnå, 2010, p. 197) as a measure of 

collective efficacy and a motive for engagement. Results from previous studies, when using 

facilitated group processes on community issues, have indicated that stakeholders’ confidence in 

the ability to work together can emerge from developing novel insights together (Ross, 2007; 

Rouwette, Bleijenbergh & Vennix, 2014). 

 

Ojala (2011) refers to trust in other actors as a constructive source of hope and as a necessary 

condition for collective action. “This source of hope also seems to work as a motivational force, 

and, thus does not imply that one places all the responsibility for solving the problem on other 

actors” (Ojala, 2010, p. 12).  

 

A Multidimensional Model of Hope 
 

A framework called The Multidimensional Model of Hope (Dufault & Martocchio, 1985) 

incorporates two spheres of hope: particularized and generalized hope (Allec, 2004; Dufault & 

Martocchio, 1985; O´Hara, 2014). The framework indicates that there are multiple processes of 

hope that can be active in the same person simultaneously, regarding different objects and 

events, and through different ways of hoping. Particularised hope emphasises a cognitive 

component of hope (O´Hara, 2014) as it entails the identification of goals and assessment of task 

complexity as well as the capacities at hand for achieving specific goals. Generalized hope 

expresses as a broader scope of future possibilities, without focus on specific results, and can be 

viewed as a state of mind or life-orientation. This model explains how that the same person can 

feel very hopeful about certain parts of an issue, while having less hope about other aspects of 

the very same issue. Further, Dufault and Martocchio apply six dimensions to hope, including 

affective, cognitive, affiliative, behavioral, contextual, and temporal, which together form the 

“gestalt of hope” (Allec, 2004, p. 9). O´Hara (2014) proposes a development of this multi-

dimensional model, by introducing transformative hope. This sphere signifies a way of hoping 

that may emerge in times of crisis, and lead to new ways of understanding human existence. 

Transformative hope touches human capacities to move beyond linear thinking, engage paradox 

and contradictions; enabling a non-discursive awareness (O´Hara, 2014) and the possibility of 

finding contentment regardless of outcomes. This framework proposes several important 

distinctions and contributes to the understanding of changes in levels of hope and motivation. 

 

Previous Research of Particular Relevance 
 

Although there are several studies that address different aspects of hope for positive change in 

societal issues of concern or motivation for personal engagement in issues of social concern 

(Amnå, 2008, 2010; Axelrod & Lehman, 1993; Inglis, 2011; Klandermans & Oegema, 1987; 

Ojala, 2007, 2011; Persson, et al, 2011; Ross, 2006b, 2007; Sundblad, 2008), the more specific 

aim of this study has not been researched in any depth. The aim was to investigate the effects 

that a more complex understanding may have on individuals’ sense of hope for possible change, 

and their own motivation to address social issues of societal concern. I have found only one 

study that analyses the effects on hope and motivation of a structured discourse designed to 

increase complex attention to issues of concern. 
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In her doctoral dissertation, Ross (2006b, 2007) investigated the effects of using TIP from the 

beginning step through to deliberation—a total of six modules—in which eight participants from 

the general public partook. As a result of this finding, a portion of the post-interview was used 

for rating changes in the participants’ hope and motivation about the issue they worked with 

during their meetings. Results showed notable positive increases in participants’ hope and 

motivation. The most dominant reason given for increased hope and motivation was the 

“discovery of [a] new system or method to address issues” (Ross, 2007, p. 129); additional 

reasons included the positive qualities of the people in the group and working together to address 

the issue. All of the participants reported that the process had provided them with new insights, 

and half the group reported that they had embarked on new kinds of actions due to new ways of 

seeing the whole issue (Ross, 2006).  

 

In a case study, Inglis used the deliberative part of TIP during one meeting of nine community 

members, to investigate the motivation “to engage in public discourse at a level complex enough 

to make real contributions to the solution for public problems” (Inglis, 2011, p. 13). With support 

for reflection on the issues of concern, the participants increased the capacity for listening to one 

another and generating new ideas collectively. Participants reported that the scaffolding that 

allowed them to consider multiple perspectives acted as a motivator to use an integral process, 

such as TIP, for future decision-making.   

 

These two studies are the only instances found where researchers have empirically studied 

how participation in a structured problem analysis process has affected participants’ sense of 

hope and motivation. There is obviously a need for more comprehensive research, involving 

more cases under different conditions, as well as more participants.  

 

Research on individual motivation within the context of civic engagement and different forms 

of political participations (Amnå, 2008), showed results that are of particular relevance for this 

study. Through focus groups with representatives from political parties and citizens that seemed 

to be politically passive and unengaged, as well as interviews with individuals from non-

governmental organizations and activists, Amnå (2008, 2010) found six dynamic and co-existent 

motives that contribute to some form of engagement, each one increasing the level of motivation 

to actively engage. These were  
 

1. a sense of obligation, 

2. a strong sense of issue-importance or even urgency, 

3. a personal sense of ability (including the ability to work collectively with others), 

4. having the experience of being needed—“in demand,” 

5. being able to perceive pathways for action that addresses the problem, and 

6. experiencing meaningfulness (from connecting with other people and developing new 

social contacts). 
 

Amnå found that people who were more passive or uninvolved did not see the forms of action 

they could take as having any significant effect. An important emphasis in Amnå´s research is 

the concept of the standby-citizen, indicating a nuanced view on citizens' potential engagement, 

and the need for taking a variety of factors into account in order to understand the dynamics that 

are involved in creating conditions for engagement. The findings conclude that there are several 
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reasons for citizens to engage more actively or remain passive, and that no factor alone can 

explain everything.  

 

The literature review focused on studies that investigated the role of hope and motivation in 

individual, social, and civic engagement. The interplay of hope and motivation was shown, 

concluding that the role of hope may lead to motivation for individual or collective action, as 

well as inhibit action and results in more passive approaches. Hope and motivation do not 

necessarily follow a parallel path, and may have different functions and consequences in relation 

to people’s propensity to engage in action. The motivation to engage can be high, even if hope 

for significant results is limited, and people may have a high level of hope that a problem can be 

solved, even when they are not motivated to personally engage in working on the issue. Changes 

in hope and motivation occur dynamically—as a result of several co-concurring processes—and 

there are multiple reasons for choosing engagement and for experiencing hope.  

 

Methodology 
 

The mixed method study investigated any effects of small group work on concerned people’s 

sense of hope and motivation (willingness to act) after participating in some parts of a structured 

scaffolding process for working on issues of concern. The focus of the study, then, was not on 

the groups’ issue-related activities during the sessions, but on the individual participants’ pre- 

and post-interviews, in which they used Likert scale ratings and free-form explanations to self-

report each individual´s level of hope that the issue of concern with could change in a favorable 

way, and motivation to actively engage in actions relating to the issue their respective groups 

worked on.   

 

Participants 
 

Four groups participated in the study, which was conducted in Sweden. For each group, I 

contacted a key person, who in turn recruited the group participants. The aim was to work with 

voluntary groups formed by concerned citizens who wanted to address specific issues that were 

important to them, within non-governmental organizations or self-organized groups. Later, a 

group from the public sector was added, which contributed to test the scaffolding method in three 

different kinds of organizational structures and group formats .
7
 

 

There were a total of 27 participants. Each group self-selected a beginning topic of concern, 

which then became the starting point for the group´s issue exploration, in which TIP was offered 

as scaffolding. An overview of the groups’ contexts, general issues of concern, and participant 

demographics are presented in Table 1. 

 

 

 

                                                 
7
 In Jordan et al, (2013) elaborations on working with different kinds of groups are made, but in this 

study, the focus is not comparing different outcomes at group-level. 
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Table 1. Study Groups and Participant Demographics 

Group 

ID # 
Context of 

group 

General concern No. of 

partici-

pants 

Age  

range 
Gender 

Female Male 

1 Public 

services  

Communication 

between actors in 

critical life-death 

situations 

7 35–46 3 4 

2 Transition 

Sweden start-

up group 

Implementing an 

alternative currency 

9 25–78 3 6 

3 Swedish 

Union of 

Tenants 

Community 

deterioration 

6 38–66 4 2 

4 Swedish 

Union of 

Tenants 

Neighborhood 

activities 

5 28–34 5 1 

 

A Brief Description of the Issues that Engaged the Different Groups Public 

Services  
 

This group’s membership consisted of personnel from the ambulance service, SOS Alarm
8
, 

and the police. The participants joined the group voluntarily, although it took place during their 

working hours.
9
 The objective was to find sustainable action strategies to handle the critical and 

complex issue of incidents where an assembly point
10

 is deemed necessary to reduce risks of 

violence for ambulance staff, while still needing to rapidly attend to citizens who are unwell.  

 

Transition Sweden group: This group of people formed out of their common interest in 

investigating the idea of implementing a small-scale alternative currency in central Gothenburg 

and was motivated by a perceived need to gradually transition from the current economical 

system. Once the participants started engaging in the group process, topics on access to locally 

produced food and car free zones in the city took precedence, and the group reoriented its 

purpose.   

 

Tenant groups 3 & 4: The two groups consisted of engaged tenants who were associated 

with the Swedish Union of Tenants and who voluntarily gathered to arrange activities in the 

neighborhood. A central issue for both these groups was the exodus of families that had lived in 

the areas for a long time, along with an ever-growing rate of first-generation immigrants moving 

in, creating instability and unwanted change. One of the groups was primarily concerned with 

creating more engagement in the local community, in particular regarding children´s activities 

                                                 
8
 SOS Alarm is the name for the Swedish emergency service centres. 

9
 The participants volunteered to participate, but acted as representatives of their respective organizations. 

10 An “assembly point” is a temporary stopping point set up for the ambulance, if there is a scene that 

poses a risk for the staff’s safety. They wait at this point until the police have secured the scene.  
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and activities for elderly people. The history of negative interaction with local landlords and the 

Swedish Union of Tenants was also considered a major concern. 

 

The other group wanted to work with decreasing littering and general deterioration in the area, in 

order to maintain an attractive community.  

 

Procedures 
 

Data Collection 

 

The data were gathered through mixed-method interviews conducted with the individual 

group participants before and after their respective group’s intervention period. The intervention 

period was comprised of five (but for one group, six) meetings that involved groups’ 

participation in selected modules of TIP. Thus, pre- and post-interviews were, on average, 

separated by 6–12 weeks, depending on the group. The groups carried on with activities after the 

last interview (see Appendix, steps 8 and 9), but these are not included in the data for this study. 

 

Data collection from these four groups, with a total of 27 participants, resulted in 54 total pre- 

and post-interviews, which were audio-recorded. Informed consent procedures were used 

according to Swedish standards for all interviews, as well as audio recordings during the group 

process. 

  

Likert Scale Ratings and Interviews 

 

The data collection involved 5 questions: a Likert style rating system (1) on motivation and 

(2) on hope.  After asking the participants to rate their hope and motivation, respectively, I asked 

the follow-up question (3), why do you rate it that way, to elicit their free-form explanations of 

their motivation and hope rankings. Additionally, (4) they were asked why they participated, and 

(5) what they had got from participation. The scale was defined as follows: 

 

1 = not hopeful/motivated at all  

2 = between not and slightly hopeful/motivated  

3 = slightly hopeful/motivated 

4 = between slightly and moderately hopeful/motivated  

5 = moderately hopeful/motivated 

6 = between moderately and very hopeful/motivated 

7 = very hopeful/motivated 

 

Lastly, in the post-interviews, participants were asked to speak about what they had initially 

wished to get from participating and then asked to speak about what they actually got out of 

participating. Thus, the interviews generated both quantitative ratings and qualitative 

explanations.  
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Data Analysis Procedures  
 

The data from the transcripts of the pre- and post-interviews were coded iteratively, in a 

qualitative coding manner (Huberman & Miles, 1994). In this way, the different types of factors 

mentioned by the participants as relevant for explaining their hope and motivation, as well as for 

explaining any changes after the group processes, were assigned to categories. Multiple iterations 

of this step-by-step clustering process were executed, which resulted in a final set of categories 

for analysis. The choice of an inductive approach was made in order to elicit the significant 

factors that the participants themselves gave as explanations for their sense of hope and personal 

motivation, rather than measuring a set of proposed categories.  

 

In analyzing the interview data, I was specifically looking for shifts in hope and motivation, 

and for reasons the participants gave for being hopeful and motivated, as well as reasons they 

gave for not feeling so hopeful and motivated. Additionally, I looked for pointers indicating 

whether the sense of hope and motivation was oriented toward specific parts of the issue 

complex they had analyzed over the sessions.  

 

The pre/post rating scale was used as a concrete measure of changes – increases and 

decreases—in hope and motivation before and after participation. The Likert-scale is ordered 

into the total group-level, as seen in figure 2.   

 

Results 
 

This section presents the empirical results of the study. First, the categories found through the 

content analysis of explanations for levels of hope and motivation mentioned in the interviews 

are presented and explained. Second, the quantitative data on levels and changes in hope and 

motivation are shown and salient patterns pointed out. And last, these two phases are integrated 

and expanded upon in the data analysis. 

 

Explanatory Categories  
 

The analysis of the interviews before starting and after completing the entire group process 

yielded several different types of reasons for levels and changes in hope and motivation. Some 

factors acted mainly as sources of hope and motivation, respectively, while others also acted as 

barriers. The following categories were identified in the interview data: 

 

 Issue importance—the issue itself was considered important or urgent; thus, it needed to be 
addressed. 

 Pathway perception—the respondent perceived meaningful ways to address the issue and 
take action and felt hopeful because of this, and/or felt motivated to use perceived 

pathways to work on the issue.  

 Personal resources—respondents referred to an innate sense of optimism, confidence, 

strong willpower, talent, time to get involved, keen interest, or valuable knowledge. 

 Collective efficacy—respondents sensed the possibility of working together toward a 
shared goal.  
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 Other stakeholders—participants expressed a sense of the engagement or support from 
actors outside the group, including those with perceived mandates connected with the 

issue. 

 Process approach—participants felt motivated by the approach to working on the issue. 

 Goals/future—participants shared their belief that their vision of the future after changes 
had occurred was a source of motivation. 

 

Two additional categories emerged as perceived barriers to hope and motivation: 

 

 Structures/systems—respondents talked about inherent limits in significant organizations 
or societal structures that would make the issue difficult to solve. 

  Issue complexity—participants gained the insight that a resolution of the issue might 
involve more resources than first anticipated. 

 

The categories found in the content analysis of the interviews were compared with categories 

mentioned in earlier research. Four of the six categories found in this study correlate loosely to 

Amnå’s (2008, 2010) motives; with the exception of “sense of obligation” and “experience of 

being needed”, which were not reasons found for hope and motivation in the data. The naming of 

three of the categories, namely pathway perception, issue importance, and collective efficacy, 

were directly inspired by earlier studies (Snyder, 2000; Amnå, 2008, 2010). As seen in earlier 

research, working collectively on an issue of common concern proved to be a source of both 

hope and motivation, and perceived support from other stakeholders appeared as both a 

motivator and a source of hope. The categories process approach, goals/future, structure/systems, 

and issue complexity did not correlate with earlier research, but emerged from the data. 

 

Levels and Changes of Different Categories of Explanations  

 

Table 2 shows frequencies and before/after changes of participants’ uses of the different 

explanatory categories.
11

 These are divided into reasons for hope and motivation, and barriers to 

hope and motivation.  

Table 2. Summary of categories that explained participants’ hope and motivation  

Categories 

Reasons for hope Reasons for motivation 

Before After Change Before After Change 

Qty % Qty % 

Issue importance 3 4 1 33% 15 8 -7 -47% 

Pathway perception 10 17 7 70% 7 11 4 57% 

Personal resources 7 0 -7 -100% 9 6 -3 -33% 

Collective efficacy 12 11 -1 -8% 3 10 7 233% 

Other stakeholders 6 13 7 117% 2 3 1 50% 

Process approach 0 1 1 100% 2 5 3 150% 

Goals/future - - - - 3 4 1 33% 

Total reasons cited 

and net change 38 46 8 -21% 41 47 6 15% 

                                                 
11

 The numbers shown under before/after refer to how many participants mentioned each category during 

each of their interview. If the same participant (in the same interview) mentioned the same category more 

than once it is not accounted for in the result. 
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Barriers due to presence 

or lack of 

Barriers to hope Barriers to motivation 

Before After Change Before After Change 

Qty % Qty % 

Pathway perception 10 0 -10 -100% 3 2 -1 -33% 

Personal resources 4 0 -4 -100% 4 6 2 50% 

Other stakeholders 10 12 2 20% 6 5 -1 -17% 

Structures/systems 4 1 -3 -75% - - - - 

Issue complexity 0 7 7 100% 2 3 1 50% 

Issue importance - - - - 0 3 3 100% 

Total barriers cited 

and net change 28 20 -8 -29% 15 19 4 27% 

 

Prominent Patterns in Explanatory Categories  
 

The patterns reported in Table 2 indicate that pathway perception was the category most 

frequently given by participants, and the one that was the most prominent explanation for hope as 

well as motivation after participation. The same category was also given as a significant 

explanation for barriers to hope and motivation before, and had the largest decrease after, 

participation. Thus, the importance of pathway perception turns up in the data in two ways. First, 

pathway perception is the most frequently mentioned reason for feeling hope and for being 

motivated. Second, lack of pathway perception is a frequently mentioned barrier to hope in the 

pre-interviews, while it is completely absent in comments on barriers to hope in the post-

interviews. 

 

Issue importance was the single most frequently given explanation for motivation before 

participation, while slightly less frequently mentioned after. 

 

Collective efficacy was an important factor for hope before and after participation, and it 

considerably increased as an explanation for motivation after participation. Before participation, 

personal resources, such as willpower, interest, or time to get involved, was frequently 

mentioned as a source of hope, whereas after participation this category was not used to explain 

levels of hope.  

 

Perceiving support from other stakeholders increased as a reason for hope significantly, and 

slightly also for motivation after participation. When unpacking the issues’ complexity, 

participants also became increasingly aware that a solution would involve many resources and 

take time. This was also perceived as barrier to stakeholder involvement: “I think it [the 

complexity] may discourage some actors” (post-interview, participant in group 3).  

 

Perceiving a lack of stakeholder support was explained as a barrier both to hope and to 

motivation and this category increased marginally as a barrier for hope, while decreasing 

somewhat as reason for motivation, after participation. 

 

Finally, the awareness of issue complexity was mentioned as a barrier to hope after 

participation, but issue complexity was not mentioned as affecting motivation as strongly. 
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Participants’ Ratings Before and After Participation 
 

Figures 2 and 3 show the changes in individuals’ ratings of hope and motivation, averaged by 

their respective groups, before and after completing their series of meetings. The total ratings for 

all groups combined show a small, overall increase in both hope and motivation after 

participation. As indicated earlier, the rating scale ranged from 1 for “not at all” to 7 for “very.”  

 

 
Figure 2. Changes in hope. 

 
Figure 3. Changes in motivation. 

 

The rates for hope and motivation were altogether higher in groups 1 and 2 than in the 

tenants’ groups 3 and 4. On average, the measures of both hope and motivation were present at 

the start; only two participants rated “not hopeful” prior to commencing the sessions. The sense 

of hope that it would be possible to change the issue of concern varied after participation, but 

only three participants rated it as low as 2 (vaguely hopeful) or 1 (not hopeful). In all groups the 

rates for motivation were somewhat higher than the rates for hope, both prior to and after the 

sessions.  

 

For group 1 (public service), there was a significant increase in hope after participation. 

Group members reported feeling certain that changes would happen, and spoke about pathways 

for action that they had previously not conceived of, including the implementation of new 

systems. For example, the group created an action plan for tackling different aspects of the same 

issue, by creating a guideline that consisted of a step-by-step routine for identifying, evaluating 

and handling threats. The motivation, which was strong from the outset, remained the same or 

increased marginally for five out of the seven participants. The group total motivation rate 
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decreased slightly, however, due to two participants’ decrease in motivation—one for reasons to 

do with lack of personal resources, and the other due to experiencing less issue importance. 

 

For group 2 (Transition Sweden start-up group), levels of hope remained the same before and 

after participation, while motivation increased for the group total rate. A variety of explanations 

were given for the increase; most prominent were the sense of collective efficacy, pathway 

perception, and process approach.  

 

In group 3 (tenants), both hope and motivation increased after participation. This group 

managed to communicate their list of potential actions to change the issue with other 

stakeholders in subsequent joint meetings; hence, this was the most frequently given explanation 

for hope after participation. The participants explained that they saw concrete pathways and 

sensed they could work together to reach common, important goals.  

 

In group 4 (tenants), the rate of hope remained the same after participation, while motivation 

decreased. Significant for this group was that the experience of lack of support from other 

important stakeholders that could affect the issues of concern was a strong barrier for both hope 

and motivation. The group as a whole did not sense that they could affect the overarching 

concerns for their neighborhood, and their personal resources were waning. For two of the group 

members in this small group, this also meant that over time they were less concerned about the 

issue, and instead, redirected their motivations to leaving the area and going to live elsewhere. 

 

Analysis 
 

How Task Complexity Awareness affected Hope and Motivation 
 

An important aim of the group processes was to scaffold increased task complexity 

awareness. The developing understanding of causation relating to the issues of concern resulted 

in several types of changes in hope as well as motivation. The participants’ changes in 

understanding of the issues are therefore central when gauging concurrent changes in hope and 

motivation. There were instances in the data of a reduction of “false hope” (Harwood, 2005), 

which must be taken into account when interpreting the overall changes in levels of hope and 

motivation. A reduction in hope is not necessarily a negative result in terms of public 

engagement, if it means that hope becomes more realistic. This was expressed in a post-interview 

by a participant in group 2: “In some ways I have become less hopeful, even if I am still 

somewhat naïve, perhaps. I think I have gotten less naïve. . . . So I think it will take a longer time 

and demand more, somehow. It will not resolve itself, like.” In this example, understanding the 

complexities of the issue leads to a reduction in hope. This was not coupled with lesser 

motivation, but rather a reorientation of goals, and the focusing of present possibilities.   

 

The complex interrelationship between hope, shifts in cognitive construction of the issue, and 

motivation is illustrated in the following example, where a participant in group 1 reported an 

increase in hope, but a decrease in his own motivation to work on solving the issue: “I am 

somewhat less motivated now, because I experience that the problem is not as big as some 

people claimed initially, and in many situations things actually sort themselves out. The mapping 

of this issue has somehow shown this.”  
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The group sessions involved analyzing the larger complex of issues in relationship to sub-

issues. This resulted in direction for the groups as well as individual participants for strategically 

working on one or several sub-issues. The development of sub-goals was expressed as an 

important motivator and as a source of hope. “I am hopeful about treading the path, but the issue 

is immense. It will take time” (post-interview, participant in group 2). In group 1, participants 

developed communication strategies in the public sector and a whole action system was 

launched, yet issues of systemic character became apparent during the group process, which 

were expressed as barriers to hopefulness for successfully working on the whole action system. 

“I do not think we will solve the whole issue, but this part of the problem I think we will 

solve/improve on. I am hopeful about a part, but not the entirety” (post-interview, participant in 

group 1).  In the tenant group 4, participants reported a sense of lack in support and engagement 

from other stakeholders, but in one particular issue that had arisen they perceived pathways of 

action, which involved asking for support from key actors. Three out of five participants reported 

this as a source of hope for parts of the issue complex, while all of these participants reported 

less hope for the overall issue concern. These examples show how hope is expressed in the 

particularized sphere (Dufault & Martocchio, 1985; O´Hara, 2014), as it focuses on specific 

goals and involves the assessment of task complexity. 

 

The study indicates that the scaffolding approach, which served to increase the awareness of 

task complexity, may have the effect of reducing hope and motivation, which can be explained 

by initial unrealistic hope. It may also lead to discovery of new pathways, which increases hope 

and motivation. The analysis of the data, supported by the study by Ross (2006) and Inglis 

(2011), indicate an indirect process of scaffolding hope and motivation, where the group sessions 

helped group members to navigate within the complexity of the issue, and to find some central 

strategies, rather than becoming overwhelmed by the immensity of the task. Reports from 

participants showed that when the participants formulated concrete actions that made sense to 

them, then “particularized hope” emerged, as well as continued engagement. Thus, it was 

possible to increase levels of hope about a delimited part of the issue complex, even while in 

some cases having less hope about the issue complex as a whole. 

 

Three Categories that Explained Engagement  
 

Levels of hope and motivation were explained by three categories related to engagement; 

ones’ own capacity for engagement (personal resources), the groups’ capacity for joint 

engagement (collective efficacy), and other stakeholders’ willingness to engage. Seeing new 

possibilities to work together “with wise people,” or identifying the potential engagement from 

other stakeholders, or feeling the internal strength and mandate to work toward the solution were 

all highly significant when explaining hope and motivation (as seen in Table 1). Equally, barriers 

to hope were explained as the lack of involvement from other stakeholders; lack of energy or 

stamina within oneself; or lack of power, mandate, or wisdom even, when working together. 

Depending on the context for the group, there were different concerns regarding stakeholders’ 

involvement. In the case of the public service group (1), relevant stakeholders were already 

supporting the project, and in the Transition Sweden group (2), the group’s approach did not 

depend on support from other stakeholders, although it still mattered to their endeavor. In the 

tenant groups (3 and 4), some of the participants felt disheartened about getting help from 

landlords, property owners, or the municipality. The interviews revealed individual patterns in 
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how engagement affected levels of hope and motivation, independent of contextual differences. 

These differences are interesting, and clearly show that multiple factors are needed to explain 

these levels.  

 

For some participants, their own engagement was used to explain their high level of hope and 

motivation, as in the following example: “I have always lost. But that is not an issue, here, 

because there is no other way, anyway. What does it mean to be a realist? For me, it means to 

comprehend the possibilities of doing something differently” (pre-interview, participant in group 

2, with hope rate 7). This example connects to the concept of transformative hope (O´Hara, 

2014), signifying the ability to feel hopeful about change and being motivated to engage even 

when faced with crises and continuous loss.  

 

A combination of explanations was often used, sometimes clarifying why motivation was 

higher than hope in a participant: “Engagement, that is not the problem whatsoever… I am not 

the only person that has been engaged in this. I think many people from here would engage if 

there were chances to change things. Many would engage to such end. There are several people 

who are tired of what we have here today” (pre-interview, participant in group 3). This 

participant post-rated 1 on hope, but 7 on motivation, which showed that her own engagement 

was not significantly affected by her lack of hope, but she did not deem it possible to make much 

impact unless the system changed, involving decisions other stakeholders needed to make. Two 

participants from group 4 (tenants) stated that they had given up hoping that other stakeholders 

would contribute to improving conditions. From the viewpoint of these participants, the 

neighborhood was continuously deteriorating, and they were now thinking about moving. “I am 

100 percent motivated as long as I live here. All the time I do things; not just me. But one needs 

to hear some feedback. Otherwise, one does not have the strength to carry on. In the end, one 

gives up” (post-interview, participant in group 4).  

 

Another example relating to engagement shows how both hope and motivation vanished with 

lack of other stakeholder engagement: “Right now I feel I have to let go of it. If nobody else 

cares, then I cannot sit here and shout about it” (post-interview, participant in group 2). In three 

cases, participants (from groups 1, 2, and 4) contributed some of their hopefulness to a certainty 

that the issue would get worse (and hence more urgent to solve) and over time increase other 

stakeholders’ motivation.  

 

The examples above touch on the multidimensional relationships of hope and motivation and 

indicate that it may be hard to predict when hope and motivation will support public engagement. 

It is evident that factors that explain hope and motivation varied individually as well as 

contextually, but that stakeholder engagement positively affected hope, and group involvement 

was an essential factor for hope and motivation. This is in accordance with Ojala (2010), whose 

study showed that trust in other actors was both a constructive source of hope as well as a 

motivational force. When stakeholder engagement was perceived (or anticipated), this affected 

levels of hope and motivation positively, but several participants reported that they still were 

willing to engage, even beyond hoping for improvements. To explain this, Miceli and 

Castelfranchi’s (2010) notion of “active hope” may be used, favoring action even in the face of a 

negative forecast and with low odds of success.  
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In the post-interviews, personal resources were mentioned neither as a source of hope nor as a 

barrier to hope. The category increased slightly as a barrier to motivation after participation. My 

interpretation as to why it was not mentioned as a source of hope after participation is that the 

participants were further along in the group process and had developed a reliance on the 

collective engagement, rather than emphasizing their individual resources. Reports from the 

interviews showed an increased confidence in developing action plans together with others: “I 

noticed that it is possible to work in a group” (post-interview, participant in group 2). The notion 

of collective hope is an important factor to consider, as seen in earlier research (Amnå, 2008; 

Nalkur, 2009; Ojala, 2011) and can be strengthened by a constructive group process (Ross, 

2006). Through interactions with others, individual powers of agency can also be strengthen by 

gaining an increased stakeholder understanding (McGeer, 2004). 

 

There were no indications of “passive hope” in my study, perhaps because all participants 

joined voluntarily, and joining the group meetings was already a mark of an active stance. But 

passivity did set in concerning parts of an issue that the participants had given up both hope of 

changing and motivation to work on, while they were still open to engaging where it made sense 

and seemed possible. In the cases when participants carried hope that others would make 

changes that were beyond the groups’ resources or mandate, they were still motivated to engage 

personally, using the pathways that seemed available. The line between active and passive hope 

here appears to be strongly linked with pathway perception and estimated possibilities to affect 

the issue of concern (as with “authentic hope”), as well as the time and energy needed to do so. 

Consequently, the same person might be partially passive and lacking in hope and actively 

engaged and hopeful. 

 

In this section I have attempted to show how levels of hope and motivation were affected by 

engagement in the issue of concern. For a fuller picture, a deeper investigation of how the 

relationship between individual, group, and other stakeholder engagement affects hope and 

motivation would be necessary. 

 

Conclusions 
 

Hope and Motivation as Dynamic Processes 
 

Hope is sensitive to a variety of conditions, such as time, information, personal resources, 

social context, and perceived support. People’s hope and motivation can be significantly 

strengthened when experiencing direct, personal ways of working productively in a group of 

participants that share an interest in solving common concerns (sense of collective efficacy). This 

sense of collective efficacy, together with support from other stakeholders, may be a central 

motivator for continuing with deliberation.  

 

From a standpoint of working with TIP, the process offers ongoing, dynamic change, and 

when new information about the issue complexity begins to sink in, some frustration and lack of 

hope may surface, along with uncertainty about how to progress. It is my experience that later in 

the process—after a group has chosen a focus—hope tends to increase, especially when action 

strategies are considered that match the scope of the group and the complexity of the chosen 

issue. This study confirmed that the discovery of new potential pathways to manage the issue, 
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through a more comprehensive understanding of the complexity involved, is a key factor for 

levels of hope and motivation, and hence, propensity to engage actively in efforts to address the 

issue.  

 

As hope and motivation are continuously subject to dynamic change, the object of hope may 

shift over time, subjected to new conditions, such as access to new information and changes in 

social contexts. Moving away from “false (or naïve) hope” may at one point appear as lack of 

hope from a static viewpoint, but viewed dynamically, it may be the start of a renewed, different 

way of hoping. When facilitating groups, this may be important to keep in mind. If at one point, 

group participants experience lower levels of hope that desired outcomes are possible, it may be 

a phase of reduction of “false hope.” If the continued work leads to the discovery that at least 

parts of the issue complex may be successfully addressed, or that new, previously not thought of, 

pathways to solutions are discovered, new hope and motivation may arise. 

 

To distinguish between generalized, particularized and transformative hope, may be important 

for understanding the dynamics of hope and motivation when dealing with issues of societal 

complexity. Before discovering the degree of complexity of an issue complex, hopes may be 

strong, because one does not yet have sufficient insight into the difficulties involved. But while 

increased awareness of complexity may lead to decreased hope regarding the possibilities of 

resolving the entire issue complex, a more differentiated understanding may lead to strongly 

increased hope that certain parts of the issue complex can be addressed successfully, even though 

other (perhaps major and important) parts will be more difficult to manage.  

 

A tentative conclusion, gained from the study, is that reduced motivation is not necessarily a 

negative outcome of a group process, when working on complex issues. Participants may 

discover that the issue was not as urgent or important as initially thought. They might therefore 

have good reasons to engage less in that particular issue and instead prioritize other tasks in 

which it now seems relatively more important to engage.  

 

A limitation of this study was that it is low in number of participants, which limits inferences 

from the findings. The significance of this research is first and foremost in drawing attention to 

the consideration that increased task complexity awareness – effected by a scaffolded issue 

analysis – may affect hope and motivation in complex ways. When working with groups, a 

dynamic and non-linear understanding of hope and motivation may enable a process facilitator to 

trace these kinds of changes.  

 

Implications for Research and Practice 
 

It is a challenge to scientifically investigate hope, to succeed in shaking off its epithet as a 

vague emotion (Ojala, 2011), while not creating a large gap between how researchers 

construct hope and what people really talk about when they talk about being hopeful 

(Bruininks & Malle, 2006).  

 

In this study, some important findings were made, contributing to the understanding of the 

role of hope and motivation when groups work with complex issues of public concern. The main 

outcomes of the study were the following: 
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 an empirically based set of factors relevant for explaining patterns of change in hope and 
motivation when people participate in multi-phased processes designed to increase their 

ability to recognize, handle and potentially forsee task complexity 

 empirical results regarding the dynamics between the factors and their level of importance 

for explaining hope and motivation. 

 

While the constructs of hope and motivation have overlaps, the results showed that it might be 

highly meaningful to differentiate their meaning and explore how different aspects of hope relate 

to motivation to engage in action. Concrete examples of such relationships are offered through 

the distinctions made by the participants in the group processes. The study was limited in scope 

and more research would be needed to firmly grasp these dynamics.  

 

How hope and motivation affect individuals, groups, and organizations when addressing 

complex public issues needs several research approaches to achieve a fuller picture of the roles 

that hope and motivation play. As mentioned earlier in this study, a deeper investigation of how 

the relationship between individual, group, and other stakeholder engagement affects hope and 

motivation is needed to understand these relational dynamics. Another perspective on this topic 

could prove valuable, namely, how various facilitators understand the dynamics of hope and 

motivation throughout group processes involving complex societal issues.  

 
A natural progression from this study would be to investigate how increased hope and 

motivation affect deliberative decision-making on key issues, once groups have spent a 

significant time grappling with the issue complexity, using a scaffolding approach (such as TIP). 

This may entail community-wide questions, or policy questions within an institution. It would 

also be of value to study the dynamics between task complexity awareness and hope and 

motivation over longer time spans, while concurrently tracking how groups that grapple with 

issues of public concern over time transform their ways of dealing with these issues.  

 

The main contribution was the uncovering of some of the complex dynamics between task 

complexity awareness, hope and motivation. This study indicated that increased task complexity 

awareness affect different aspects of hope and motivation in several ways. To understand these 

findings in more depth, further studies are required in order to gain more understanding about 

individuals’ meaning-making processes. Such understanding can help inform facilitators who 

wish to actively mobilize the kind of constructive hope that can lead to purposeful and well-

directed engagement. 
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Appendix 1. Modules of TIP used in each group 
 

TIP modules that the groups carried out Group 1 Group 2 Group 3 Group 4 

Step 1: Create a map of the territory 

Identify all topics of concern and how they interconnect and 

impact each other. Use that work to inform the choice of one 

topic to start with. 

    

Step 2: Align toward the goal   

Deliberate about how to use and coordinate people’s different 

tones and intentions toward the work’s focus.  

    

Step 3: Develop a portrait of the issue   

Identify the impacts and causes. Decide initial issue(s) to work 

on. Get a clear picture of the array of conditions that comprise 

the selected issue.   

    

Step 4: Invent an action system   

Identify the array of changes to reactively and proactively 

impact the issue. Decide which can be done by an array of 

appropriate actors (e.g., individuals, groups, organizations, 

governments). Identify which ones represent discrete sub-

issues. 

    

Step 5: Use the action system and select a focus  

Review the list of potential actions and discuss what impacts the 

chosen scope of actions could have on the issue. Make 

decisions about appropriate directions forward individually, as 

well as for the group. Develop a statement of the goal for the 

group that communicates the chosen scope. For a deliberative 

scope: Articulate a precise issue question, or ‘name,’ for the 

sub-issue or complex decision that needs to be worked on and 

deliberated.  

    

Step 6: Develop the approaches to the issue question  

Expose the array of approaches to the issue question that are 

driven by different perspectives on it. 

    

Step 7: Deliberative decision-making and meta-approaches  

Deliberate the pros and cons within each possible approach, and 

the pros and cons across all approaches. Make decisions about 

which elements of each approach are needed for a thorough, 

integral approach. 

    

Ongoing Step 8: Coordinate systemic action  

Divide into task groups, arrange oversight, develop and 

coordinate ongoing feedback and evaluation loops, etc. 

    

Ongoing Step 9: Intentional systemic action, evaluation, and 

learning 

Engage in individual and institutional action, reflection, 

deliberation, evaluation, communication systems, adjustments, 

etc. 
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Developing an Inclusive Perspective for a Diverse 

College: Inclusion = Diversity + Engagement  
 

Cheryl Whitelaw
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Abstract: This article describes a project at the NorQuest College Center for Intercultural 

Education to develop an inclusion model for a post-secondary, two-year college. 

Inclusion = Diversity + Engagement is a model for action based on the integration of 

integral theory, particularly the all quadrants component of the AQAL model by Ken 

Wilber and the Developmental Model of Intercultural Sensitivity by Dr. Milton Bennett. 

The author views inclusion as a perspectival phenomenon, socially constructed; a culture 

of inclusion is, in part, founded on perspective seeking behaviors. Within the model, the 

focus for translative and transformative change is guided by the Intercultural Competence 

Stretch Goals document, a map created by the author and her project collaborators to 

identify selected attitudes, knowledge and skills to support more inclusive 

communication behaviors. The model is informed by concepts arising out of discourse on 

inclusion and intercultural competence, specifically on a capacity for perspective taking 

within a Canadian socio-cultural surround. Within the context of a college with 

identifiable diversity in terms of country of origin, languages spoken, race, ethnocultural 

origin including First Nations, Metis and Inuit peoples and the level of ability requiring 

supports (for physical and/or learning challenges), this article describes an organizational 

change project sparked by an applied research study to create the Inclusion = Diversity + 

Engagement model and the organizational change initiatives that flowed out of the 

model. The applied research question asked: “In what ways might Student Services 

enhance intercultural communication skills during face-to-face interactions with 

students.”  We found a need to focus on the enhancement of intercultural communication 

skills based on a primarily ethnocentric, minimization worldview for student services 

staff. Specific skills included developing a deeper understanding of staff’s own 

worldview with a focus on identifying preferred communication styles and practicing less 

familiar, less comfortable styles. We also found a need to practice perspective taking to 

increase staff capability to check for inclusion in service interactions. Results were used 

to design inclusion training; the project evolved to develop an integrally informed 

inclusion map. These organizational change initiatives are continuing through an ongoing 

                                                 
1
 Cheryl Whitelaw works as the Applied Research Manager at the NorQuest Center for Intercultural 

Education in Edmonton, Alberta, Canada. Growing intercultural competence as an instrument of peace in 

multicultural Canadian society has been her primary motivation in advancing the Center’s mission. She is 

a certified Integral Master Coach™ with Integral Coaching Canada and a Credentialed Evaluator with the 

Canadian Evaluation Society, combining these skills sets as principal of Dagu Integral Services. Cheryl 

has completed over 40 innovative projects in the field of education, specifically in the areas creating 

opportunities for learning through technology enhanced learning and intercultural education. She 

integrates her expertise and experience in service of a non-profit organization dedicated to bringing free 

learning opportunities to learners facing barriers. Her ongoing development is supported by Aikido 

training, a personal commitment to urban agriculture and a local and global developmental community of 

Integral Coaches. 

Cheryl.whitelaw@daguintegral.com or Cheryl.whitelaw@norquest.ca  

www.daguintegral.com and www.norquest.ca/cie 

mailto:Cheryl.whitelaw@daguintegral.com
mailto:Cheryl.whitelaw@norquest.ca
http://www.daguintegral.com/
http://www.norquest.ca/cie


Whitelaw: Developing an Inclusive Perspective 
 

 

INTEGRAL REVIEW    January 2016   Vol. 12, No. 1 

33 

inclusion focus at NorQuest College in Edmonton, Alberta, Canada. Although written 

from a single author perspective, I want to acknowledge the project team members and 

the community of participants that engaged in this project from project proposal to 

ongoing inclusion initiatives.
2
 

 

Keywords: AQAL, culture, education, horizontal learning, inclusion, intercultural, 

perspective, transformational learning. 

 

Introduction Developing an Inclusive Perspective for a Diverse 

College: Inclusion = Diversity + Engagement  
 

This article describes a change initiative to foundationally anchor inclusion as a lived 

organizational value in a 2-year community college. The engine for organizational change was 

tuned through an initial applied research study, an initial inclusion training intervention and the 

development of a model for action; this model has become a guiding map for inclusion based on 

an integration of the AQAL model from integral theory (Wilber, 2000a) and a developmental 

model of intercultural competence (Bennett, 1986). The article describes the context for the 

project overall including the conceptual landscape the Inclusion = Diversity + Engagement 

model rests upon, the applied research study, and the situation-specific interventions and results 

at NorQuest College to embed inclusion as a core value for the organization.  The applied 

research project used a mixed-methods research design focused on a specific section of the 

College; the Student Services teams. This focus was selected by taking the perspective of 

NorQuest students; their first experience of the College and their experience of inclusion (or 

exclusion) occur through interactions with Student Services staff. The question posed for the 

study was, “It what ways might Student Services enhance intercultural communication skills 

during face-to-face interactions with students?” Results from the research informed a specific 

approach to inclusion training for student services staff and were shared with Student Services 

leadership. After initial piloting and evaluation of this inclusion training, a more encompassing 

Inclusion model was developed and has since been applied across the organization.  

 

Inclusion has been an abiding question in a two-year community college with a 50 year 

history of serving a diverse student population. As a learner-centered College with visible 

services and facilities to accommodate and adapt to the diverse needs of the learners who attend, 

this is an institutional performance benchmark with heart. What is inclusion? What does it look 

like? How do we understand and learn from the perspectives of inclusion and exclusion? How do 

we know how we are doing? Do our systems and environments support or deter inclusion? This 

project tapped a deep-seated desire to engage and empower the diverse adult learners at the 
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college. That essential value was catalyzed into an ongoing inclusion initiative. The initiative and 

the organization are still evolving. Inclusion is a lived value at NorQuest College.  

 

Definition of Terms 
 

Several terms are used in the article. Although discussed in greater detail throughout the 

paper, these terms for the purposes of the Inclusion = Diversity + Engagement project are 

defined here. 

 

Inclusion is defined as a sense of belonging, having the ability to participate in the social, 

economic and political lives of one’s communities and having all contributions to the community 

acknowledged. The focus in our Inclusion model was to set up the environment to be a fully 

participatory, socially constructed reality with demonstrable public characteristics and associated 

meaning or values.  It is defined as a co-created reality, rather than a dominant group member 

allowing participation by marginalized group members.  

 

Developmental Model of Intercultural Sensitivity (DMIS) by Dr. Milton Bennett describes 

intercultural competence as a developmental continuum of increasing capacity to perceive, 

accept and adapt to similarities and differences in the cultural worldviews we encounter. The 

intercultural continuum identifies clustered of cultural worldviews from ethnocentric (perceiving 

and understanding the world through one’s one cultural worldview) to increasingly ethnorelative 

(perceiving and understanding the world through more than one cultural worldview).  

 

Diversity is defined as any visible or invisible socially salient identity held by an individual. 

Categories of diversity can include race, ethnic origin, identity as a First Nations, Metis or Inuit 

person, people with disabilities, gender, sexual orientation, etc. 

 

Intercultural Competence is defined as the appropriate and effective management of 

interaction between people, who to some degree or another, represent different or divergent 

affective, cognitive, and behavioral orientations to the world. These orientations will most 

commonly be reflected in such normative categories as nationality, race, ethnicity, tribe, religion 

or region…the extent to which individuals manifest aspects of, or are influenced by, their group 

or cultural affiliations and characteristics is what makes an interaction an intercultural process 

(Spitzberg & Changnon, 2009). In intercultural experiences, we typically create meaning using 

sets of categories based on our experiences within our own cultural worldview to organize our 

perception of observable facts.  

 

Intercultural Developmental Inventory (IDI) is a validated psychometric tool designed to 

measure the orientations toward cultural differences described in the DMIS. The current version 

of the IDI is a 50 item questionnaire with 10 demographic questions (Hammer 2003). 

 

Intercultural Knowledge and Competence Value Rubric is a rubric identifying 6 core 

characteristics for intercultural competence developed by the Association of American Colleges 

and Universities in 2006. The rubric describes the skill, knowledge and attitude at each stage in 

the intercultural continuum as described the DMIS (Association of American Colleges and 

Universities, 2006).  
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Perspective taking is defined as the developing capacity of a subject to become aware of and 

consequently take or seek the perspective of a real or hypothesized individual or group with the 

intent to use the information about the object dimension enacted for some instrumental purpose 

(Fuhs, 2013). 

 

Quadrants: In the AQAL model, the four quadrants can be used as dimension of phenomenon 

or perspectives. Using the quadrants, an individual can look at the dimensions of reality (e.g. 

experiential, behavioral, cultural and social/systemic).  

 

Quadrivia refers to four ways of seeing or perspectives. Quadrivia express the simple 

recognition that everything can be viewed from two fundamental distinctions: 1) an inside and an 

outside perspective and 2) from a singular and plural perspective.  

 

An extension of these definitions of basic dimensions and perspectives of reality is the 

application of the quadrants/quadrivia in two specific ways. First, to look at the functionality in 

each quadrant (inside/outside; singular/plural) or “Looking At” (Divine, 2009). In this project we 

looked at the dimensions of inclusion from an organizational level of analysis. Second, to discern 

ways of orienting from each perspective or “Looking As” (Divine, 2009). In this project we also 

attempted to occupy the perspective of inclusion from a student service staff (and to a lesser 

extent, student) orientation. This “Look At” and “Look As” frame for perspective taking was 

also applied as a way to facilitate perspective seeking exercises in the Photo Voice project as part 

of the inclusion training. Briefly participants engaged with photos of inclusive (or exclusive) 

subjects (Looking At the photos) and with the photographer’s perspective of the photo (Looking 

As the photographer). The author acknowledges that the linkages between these definitions and 

uses in our project do not fully represent the theoretical intent and context of use in Wilber and 

Divine’s work. The application of a relatively simplified version of quadrants and 

quadrivia/Look At and Look As were helpful to facilitate an enlarged concept of perspective 

taking in the inclusion organizational change project.  

 

Conceptual Model 1: Intercultural Competence for Inclusion 
 

What is inclusion? Operationally at NorQuest, inclusion has been understood and acted upon 

as a focus to reduce barriers for adult learners to participate in education with the aspiration of 

supporting student success. Student success has been striven for in both institutional (program 

completion, learner retention) and individual terms (student satisfaction with learning 

experience, completion of learner goals).  

 

Social inclusion is derived from social policy contexts in Europe in the 1970 - 80s as a 

counterpoint to the phenomenon of social exclusion, what was viewed as primarily an economic 

marginalization of members of society who do not cohere to societal norms. Social inclusion 

(and exclusion) implies a coherent society in which members are included or marginalized. A 

sense of solidarity is described first by Durkheim (1933) as a relatively mechanistic concept of 

society reproducing itself due to general consent to follow social rules grounded in perceived 

truths. Institutions in society uphold accepted truths including formal prescriptions of work and 

education as well as associations, religious groups, clubs and unions (Durkheim in Giddens, 

1971). In Canada, more of a social integrationist perspective prevails (over a Durkheimian one 
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espousing social stratification), a perspective valuing multiple points of identity in the 

construction of the social sphere (Wilson, 2006). Within this perspective of social inclusion, 

NorQuest is an institution that upholds societal rules and develops members to contribute to 

society.  

 

As our project is grounded within a societal container, it is appropriate to explore how social 

inclusion is understood within the surround of a Canadian societal context. Social inclusion was 

recently defined in Canada as an evolving concept, in which individuals or groups of individuals 

are able to participate in the social and economic lives of their communities and have their 

contributions acknowledged (Senate Canada, 2013). Within this evolving pluralistic society, 

social cohesion becomes more dynamic, an ongoing process of developing a “community of 

shared values, shared challenges and equal opportunity within Canada, based on a sense of trust, 

hope and reciprocity among all Canadians” (Jenson, 2003, p. 4). However in the pursuit of 

shared values, tolerances become stretched for people perceived as difficult to include (Young, 

1999). As a diverse college, our socializing institution is a place where conflict can and does 

arise, when diverse people engage closely together. A concern for social inclusion emerges out 

of the very real challenge of getting along within the shared educational environment. 

 

Several concepts are used to illuminate what social inclusion actually is. Concepts for social 

inclusion include solidarity (the cohesion based on similarities among people and shared rituals 

and routines and the emotional bonds created through collective activities) (Wilson, 2006); social 

cohesion (a process that ensures every individual has the opportunity to meet their basic needs, 

access to rights and protections and to dignity and self-confidence (Council of Europe, 2001); 

and social capital including the in-group reciprocity of shared resources (bounding) and social 

networks that engage reciprocity across diverse peoples (bridging) (Putnam 2000). Social 

inclusion is complicated by intersectionality, the possibility that “an individual may experience 

multiple dimensions of difference that could reinforce his or her social exclusion and as a result 

intensify the challenge of facilitating her or his inclusion” (Senate Canada, 2013, p. 8). The 

social cohesion necessary for inclusion seems to be construed as both structural; achieved 

through the patterns and structures of economic mechanisms related to the relative experience of 

prosperity and collective choices and goals facilitated in Canada most often by government and 

public institutions, and personal; the values and behaviors of society members that contribute to 

perceived conditions of order, stability and cohesion (Jenson, 2002).  Jenson argues that social 

cohesion is derived through how a society addresses its diversity, how it invests in processes to 

manage inevitable conflicts arising within a diverse society, to maintain a capacity to be open 

and permeable to diverse interests. She identifies that in Canada cultural policy is used as a way 

to “manage the relationship between diversity and social cohesion” (Jenson, 2002, p. 5).  From 

this policy stance, maintaining a diverse and socially cohesive society is possible through well-

managed socioeconomic conflicts.  

 

Bringing this concept of social inclusion back to the ground of a postsecondary institution 

tasked with facilitating the development of our learners to become fully participating members of 

society, how can this kind of social inclusion be enacted? We sought to change the conversation 

of inclusion among all College community members, starting with student services staff and to a 

certain extent with students. Intergroup dialogues for students have been an ongoing movement 

in American universities. Intergroup dialogues bring learners together from two or more social 
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identity groups to talk about important social issues in substantive ways. Participants in 

dialogues are facilitated to safely practice listening, to ask questions of others and to commit to 

understanding the perspective of others (Gurin, Nagda & Sorensen, 2011). Psychological 

changes in attitude and worldview are a strong focus of attention by intergroup dialogue 

practitioners and theorists. Empathy building (Batson, Chang, Orr, &  Rowland, 2002),  critical 

self-reflection and perspective taking  (Gurin, Nagda, & Lopez, 2004) and reduction of perceived 

threat to interaction between dominant and marginalized groups (Comerford, 2003) are cited 

through several studies as inclusionary outcomes of intergroup dialogue in American contexts. In 

the student-oriented inclusion activities that emerged as part of the larger organizational change 

initiative, we used conversation circles or inclusion circles as part of the Inclusion Fusion event, 

open to the whole college community and engaged students to be circle hosts. Circle agreements 

upheld many of the factors identified by intergroup dialogue practitioners.  

 

At the NorQuest Center for Intercultural Education, we began to explore inclusion as a 

“socially constructed reality” (Ford, 1999, p. 480). Ford describes first-order realities, the 

“physically demonstrable and public discernible characteristics, qualities, or attributes of a thing, 

event, or situation,” and second order realities, as “created whenever we attribute, attach, or give 

meaning, significance, or value to a first-order reality” (Ford, 1999, pp. 481-482). The 

consequences of this meaning-making activity can create “concrete results of a personal and 

societal nature…First and second-order realities are rarely constructed solely by direct personal 

experience, but are inherited in the conversational backgrounds (e.g. cultures, traditions, and 

institutions) in which we are socialized…Socialization gives us instructions on how to see the 

world, and we operate as if the world really is that way” (Ford, 1999, p. 482-483). Seeking to 

build on demonstrable and visible components of inclusion (ie. programs and services targeting 

learners with specific needs), we focused on conversations as a way to nurture an existing culture 

of inclusion, not solely from a top-down or special interest group agenda but as a co-created one, 

a conversation in which everyone is welcome to contribute their voice and perspectives.  This 

conception of inclusion was the sole one used in our project as it aligned well with our espoused 

approach to intercultural competence, one that focuses on the communication interaction 

between people. 

 

Inclusion as an Expression of Intercultural Competence 
 

Inclusion is the outcome we sought; cultivating intercultural competence was the skillful 

means we chose to achieve it. At the Centre, we seek to promote intercultural competence in 

Canada through applied research, training and education using a developmental model of 

intercultural competence. Although many definitions of intercultural competence exist, one that 

captures key salient points is included here, “intercultural competence is the appropriate and 

effective management of interaction between people, who to some degree or another, represent 

different or divergent affective, cognitive, and behavioral orientations to the world. These 

orientations will most commonly be reflected in such normative categories as nationality, race, 

ethnicity, tribe, religion or region…the extent to which individuals manifest aspects of, or are 

influenced by, their group or cultural affiliations and characteristics is what makes an interaction 

an intercultural process” (Spitzberg & Changnon, 2009, p. 7). The Centre’s focus for 

intercultural competence, and for inclusion, is within the interaction space between people, on 

growing the mind, heart and skill sets to engage others through the lens of this competence.  
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The Developmental Model of Intercultural Sensitivity  
 

The theoretical tool we used to develop intercultural competence is the Developmental Model 

of Intercultural Sensitivity or DMIS (Bennett, 1993). The DMIS describes intercultural 

competence as a developmental continuum of increasing capacity to perceive, accept and adapt 

to similarities and differences in the cultural worldviews we encounter. In this theory, cross-

cultural experiences are constructed ones; we typically create meaning using sets of categories 

based on our experiences within our own cultural worldview to organize our perception of 

observable facts. Our categories influence our perspective, how we create our second order 

reality. Robert Kegan notes, “the failure to take responsibility for the invented nature of our 

meaning-constructions when these constructions are regulated by culture is in fact the essence of 

ethnocentrism” (Kegan, 1994, p. 206). We understand the world we experience through our 

conscious and unconscious biases, formed through our earliest development within our native 

cultural environment. Through developmental work, we can become conscious of how we use 

our culturally informed categories to make meaning; recent work on unconscious bias provides 

ample evidence that we are subject to our unconscious bias as well (Banaji & Greenwald, 2013).  

 

In the DMIS theory, the developmental continuum describes stages of cognitive complexity 

and the behaviors arising from our cognitive capacity, ranging from a mono-cultural or 

ethnocentric mindset, (the capacity to explain and interact with similarities and differences from 

our own, familiar cultural worldview) to an ethno-relative or intercultural mindset, (the capacity 

to explain and interact with similarities and differences within more than one cultural 

worldview).  

 
Figure 1. Developmental Model for Intercultural Sensitivity – Intercultural Development 

Continuum (adapted from Hammer, Bennett & Wiseman, 2003).  

 

In this model, developing intercultural competence is creating an increasingly complex 

capacity to perceive similarities and differences, to accept those as part of a dynamic and 

complex worldview. Hammer, Bennett & Wisemen (2003) define intercultural sensitivity as “the 
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ability to discriminate and experience relevant cultural differences” and intercultural competence 

as “the ability to think and act in interculturally appropriate ways.”  The authors posit that greater 

intercultural sensitivity is associated with greater potential for “exercising intercultural 

competence.” (p. 422) Bennett notes “the extent to which the event of cultural difference will be 

experienced is a function of how complexly it can be construed.” (Hammer, Bennett, & 

Wiseman, 2003, p. 423).  

 

Each orientation described on the DMIS is a cluster of self-reported attitudes and behaviors 

indicative of the underlying worldview.  

 

Each change in worldview structure generates new and more sophisticated issues to be 

resolved in intercultural encounters. The resolution of the relevant issues activates the 

emergence of the next orientation. Since issues may not be totally resolved, movement 

may be incomplete and one’s experience of difference diffused across more than one 

worldview. However, movement through the orientations is posited to be unidirectional, 

with only occasional ‘‘retreats.’’  

 

In other words, people do not generally regress from more complex to less complex 

experiences of cultural difference. (Hammer, Bennett, & Wiseman, 2003, p. 423) 

 

The first three orientations, moving left to right on the Intercultural Development Continuum, 

describe orientations that can be categorized as ethnocentric cultural worldviews; the experience 

of cultural differences is made sense of primarily through one’s own cultural context. The DMIS 

described orientations include Denial, a state in which one’s own culture is the only one 

experienced as real. People with a Denial worldview are generally disinterested in cultural 

difference or experience it as an undifferentiated other such as a foreigner. The next stage, 

Defense is a state in which one’s own culture is experienced as the only possible one. People 

with a Defense worldview can discriminate cultural differences at a stereotypical level. At this 

stage, people are more openly threatened by cultural differences…the worldview places 

experience of differences into a category of either “us” or “them” where one’s own culture is 

superior and other cultures are inferior. A variation of Defence is Reversal, where the other 

culture is viewed as superior to one’s own culture, while maintaining a polarized “us” and 

“them” worldview. A Minimization orientation is a state in which one’s own cultural worldview 

is experienced as universal; perceived differences are subsumed into similarities (e.g. we all have 

red blood). At this worldview, people expect similarities and may correct others’ behavior to 

match their expectations. When occupied from a place of dominant culture in a society, this 

worldview can mask recognition of the privilege afforded to members of their own culture.  

 

The second three orientations are categorized as ethnorelative, meaning one’s experience of 

culture references other cultural contexts. Acceptance is a state in which one’s culture is 

accepted as one of many worldviews. From this worldview, people can use cultural pattern 

categories that allow them to contrast different cultural worldviews. Acceptance does not mean 

agreement. The challenge at this stage is to discover how to maintain ethical commitment in the 

face of the relativity of values across cultural worldviews. Adaption is a state in which “the 

experience of another culture yields perception and behavior appropriate to that culture” 

(Hammer, Bennett, & Wiseman, 2003, p. 425). People at an Adaptation stage can take 
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perspectives, meaning to be able to shift their frame of reference and express feelings and 

behaviors in ways that are deemed culturally appropriate in more than one cultural context. 

Adaptation could be expressed as a biculturality or multiculturality if the process of shifting 

frames is deepened and embodied. The final stage, Integration, (not shown on the figure 1 

Intercultural Development Continuum) is described as a state in which “one’s experience of self 

is expanded to include the movement in and out of different cultural worldviews.” (Hammer, 

Bennett, & Wiseman, 2003, p. 425). In this stage, people construe their identities at the margins 

of two or more cultures which can be experienced as alienation or in a constructive form. 

Integration does not necessarily include greater intercultural competence than the Adaptation 

stage; it does include a description of the identity of people who experience cultural and physical 

mobility, including long-term expatriates and global nomads.  

 

In our research, we understood the developmental task for our student services staff group 

was to change the conversation. We needed our intervention to begin a shift from a perspective-

maintaining Minimization stance that espouses sharing of universal experiences to a 

conversation that is open to learning about and engaging differences that may be uncomfortable 

to include from within this stance. We did not hold specific views about how much or how far 

along the continuum people should travel. We simply wanted to hold open the space for the 

development that was possible, to hold space for it to happen as it would happen. We believe the 

combination of this focused intent and openness to outcomes is a necessary condition of safety 

for participants to enter into a potentially uncomfortable, potentially worldview threatening 

learning space.  

 

Intercultural Development Inventory: Measuring Intercultural Competence 
 

The DMIS theoretical model is supported by a tool, The Intercultural Development Inventory 

(IDI). The IDI is a validated psychometric tool designed to measure the orientations toward 

cultural differences described in the DMIS. The current version of the IDI is a 50 item 

questionnaire with 10 demographic questions. Inventory items reflective of the Denial and 

Defence stages include: “(1) It is appropriate that people do not care what happens outside their 

country, (2) People should avoid individuals from other cultures who behave differently, and (3) 

Our culture’s way of life should be a model for the rest of the world”. Sample items from the 

Minimization stages include: “(1) Our common humanity deserves more attention than culture 

difference, (2) Cultural differences are less important than the fact that people have the same 

needs, interests and goals in life, and (3) Human behavior worldwide should be governed by 

natural and universal ideas of right and wrong.”  Items from the Acceptance and Adaptation 

scale include “(1) I have observed many instances of misunderstanding due to cultural 

differences in gesturing or eye contact, (2) I evaluate situations in my own culture based on my 

experiences and knowledge of other cultures, and (3) when I come in contact with people from a 

different culture, I find I change my behavior to adapt to theirs” (Hammer, Bennett & Wise, 

2003, p. 246).  

 

Initial testing of the IDI focused on ensuring the systematic re-creation of the empirical 

observations that the DMIS is based upon. The construct validity of the IDI was tested through 

relating the stages to two theoretically related variables, Worldmindedness, an assessment of 

international attitudes (Sampson & Smith, 1957) and Intercultural Anxiety (adapted from the 
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Society Anxiety scale by Stephen and Stephen 1985). The Intercultural Anxiety scale focuses on 

the “degree of anxiety respondents experience when interacting with people from cultures 

different than their own” (Hammer, Bennett & Wise, 2003, p. 246). The scale identifies a range 

of responses including feeling more or less overall anxiety, described by respondents as feeling 

comfortable, accepted, irritated, awkward, impatient, defensive, suspicious, self-conscious, 

careful, and nervous. Hammer, Bennett & Wise note that, “a number of studies have found this 

measure to maintain satisfactory reliabilities across cultural contexts (e.g., Gao & Gudykunst, 

1990; Gudykunst, 1989; Hammer, Wiseman, Rasmussen, & Bruschke, 1998)” (p. 437). The 

validation results confirmed the proposed relationships among the IDI scales and these two 

theoretical models. Higher scores for a Denial and Defense orientation as measured by the IDI 

are related to less Worldmindedness and greater Intercultural Anxiety. Higher scores for an 

Acceptance and Adaptation orientation in the IDI scale is significantly related to more 

Worldmindedness and decreased Intercultural Anxiety. “Additional testing done on these five 

scales on gender, age, education level, and social desirability reveals no significant effects by 

age, education level, or social desirability and no significant effects on four of the five scales by 

gender” (Hammer, Bennett, & Wise, 2003, p. 439).
3
   

 

Future work on the current IDI inventory suggested by Hammer, Bennett & Wise relates to 

the accuracy of the developmental sequence from Denial/Defense to Minimization to 

Acceptance/Adaptation worldviews and the predictive validity of higher IDI scores associated 

with a more ethnorelativistic worldview related to conditions such as “more satisfaction with 

living/working in a foreign culture”, “greater job accomplishment in culturally different 

environments” and “less resistance to diversity initiatives in organizations” (Hammer, Bennett & 

Wise, 2003, p. 441). In our study, we have preliminary findings that link a more ethnorelative 

worldview with greater capacity for inclusive student services. More work is needed to replicate 

that assertion and to expand it to apply to inclusive faculty-student interactions. 

 

In our study, the IDI was an important tool to use as a lens to focus our work. It afforded us 

the discernment to calibrate training to a learning edge for the majority of our training 

participants (within the Minimization stage) and through facilitation, to acknowledge and ground 

the experiences of participants orienting from other stages in the DMIS. Part of learning how to 

honor people and what they bring was the lesson of holding this lens lightly, as a tool to reflect 

on self and others and to illuminate experiences of similarities and differences to question and 

explore. Through its nature as an inventory, it provides a tool to Look At stages of intercultural 

sensitivity. In its application, it is equally important to engage with the tool as a way to take 

perspectives, to Look As different stages of intercultural sensitivity, to acknowledge and honor 

the learning and development journey from any point along the intercultural continuum.  

 

Comparing Theoretical Lenses – One Phenomenon; Many Theories 
 

Intercultural competence is a phenomenon that multiple theoretical models have been 

proposed to illuminate its interior (competence as a function of thinking, emotions, beliefs, 

attitudes, values, additive cultural norms) and exterior (competence as a function of behavior, 

                                                 
3
 Detailed procedures related to the psychometric testing process of the IDI are contained in the article by 

Hammer, Bennett & Wise.  
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interpersonal and intrapersonal, organizational processes and environments) qualities. Models of 

intercultural competence can be typologies or lists of traits, characteristics and skills that are 

proposed to be part of competent interaction. They can also be co-orientational models, focusing 

on outcomes, namely, the interactional achievement of mutuality and shared meaning through 

communication. Developmental models, like the DMIS, are focused on stages of progression 

over time. Adaptational models focus on interdependence and mutual adjustment of participants 

in an interaction. One challenge for each model type is to create clarity on what is intercultural 

competence, what levels of proficiency are needed, what specific combination of criteria or 

outcomes determines competence (Spitzberg & Changnon, 2009).  

 

Given the complexity of intercultural competence as a phenomenon, studies using different 

theoretical lenses within diverse contexts and with diverse audiences brings different facets of 

this competence into focus. One context is the field of international education and the early stage 

adult development of post-secondary students. An example of a typology model, the Process 

Model of Intercultural Competence by Dr. Darla Deardorff is situated in studies of intercultural 

competence as an outcome of international education in postsecondary education institutions in 

the United States. Deardorff used a Delphi method to seek consensus among college 

administrators and intercultural scholars on lists of components for intercultural competence; 

80% of participants were able to reach consensus on 22 elements of intercultural competence. 

Highlights of the items include flexibility, tolerating and engaging ambiguity, deep knowledge 

and understanding of culture (one’s own and others), understanding the role and impact of 

culture and of situational, social, and historical contexts involved, withholding judgement, 

mindfulness and learning through interaction.  

 

Deardorff focuses on representing these primarily cognitive components in a process model of 

intercultural competence. This model outlines the process of acquiring intercultural competence 

beginning with individual attitudes (e.g. respect, openness, curiosity & discovery), moving to 

acquiring knowledge & comprehension of cultural self-awareness, deep cultural knowledge, 

sociolinguistic awareness and acquiring skills (e.g. the ability to listen, observe & evaluate, to 

analyze, interpret and relate). In her model, she allows that there can be both internal and 

external outcomes when individuals engage in intercultural interactions. Desired internal 

outcomes include an informed frame of reference shift, characterized by adaptability, flexibility, 

an ethnorelative view and empathy. Desired external outcomes include effective and appropriate 

communication & behavior in an intercultural situation. Deardorff’s model points to rather than 

explicitly articulating developmental progress with ongoing application of the process. “The 

degree of intercultural competence depends on acquired degree of attitudes, 

knowledge/comprehension and skills” (Deardorff, 2006, p. 256). In this model, the focus is on 

the process of acquiring intercultural competence illuminating individual competence 

characteristics and an interplay between internal and external competence acquisition. As a 

typology model, it is easy to apply to educational settings; it is less clear how to determine 

markers of progress in the process of acquiring intercultural competence. Deardorff’s model 

influenced the inclusion training activities developed. Behavioral skills are a key focus in the 

training with facilitated reflections linking participants’ experiences to intercultural 

competencies and developmental learning goals.  
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Kupka’s Intercultural Competence Model for Strategic Human Resource Management 

(Kupka, 2008) is an example of an outcome-focused, co-orientational model focused on three 

specific outcomes criteria including impressions of appropriateness and effectiveness, awareness 

and agreement on diverse meaning systems, and mutual relationship satisfaction. A core focus 

for this model is the achievement of “some minimal level of common reference through 

interaction” (Spitzberg & Changnon, 2009, p. 20). In this focus on intercultural competence as 

pathway to mutual understanding, the intercultural interaction is described as the interactions of 

the perceptual world (called intercultural perceptas) of each person through the process of 

communication, generating levels of overlap in shared symbol systems (called intercultural 

conceptas) leading to levels of mutual understanding. These interactions for mutual 

understanding take places in various contextual fields called noise (e.g. environments, situations, 

semantic, physiological and psychological). Typically co-orientational models take in more 

factors of the surround for intercultural interaction and the acknowledgement that this 

interactional space holds the potentiality for these interactions to become the cultural surround 

themselves. This focus is less readily applicable to the behavior of individuals participating in 

the interactions, contributing to the cultural surround. While more complete in describing the 

context for intercultural competence, we found Kupka’s model difficult to put into action.  

Combining Deardorff’s process model with the DMIS, we found we had a way to hold a focus 

on practicing specific behaviors and attitudes within a developmental framework.  

 

Perspective Taking – What is Includable? A Core Intercultural 

Competence for Inclusion 
 

Interculturally competent people are adept at and have the capacity to engage in perspective-

taking, to look at their own assumptions and categories of interpretation as well as those of other 

people. The capacity to look at one’s own perspective creates the spaciousness, the possibility to 

choose how to act on the information generated from these sense-making processes. The heart of 

this developmental approach is the observation that a sufficient capacity to take perspectives – to 

understand and engage with what is unfamiliar to us is core to positively engage people with 

differing worldviews. Kegan notes, “A friendly naiveté becomes ugly because if someone is 

includable, it is because his difference can be translated to what we take to be real, and if his 

difference cannot be so translated, he is not includable.” (Kegan, 1994, p. 208). This capacity to 

look at our own meaning-making categories and behaviors arising from our interpretative 

frameworks was a core goal for the Inclusion = Diversity + Engagement model and the 

inclusion-promoting activities arising out of the model. 

 
Figure 2. Inclusion = Diversity + Engagement model for action 
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In the context of inclusion at a college, a key precept for the Inclusion = Diversity + 

Engagement model is that inclusion is a perspectival phenomenon, socially constructed by the 

people engaged in interactions within the institution. Fuhs’ definition of perspective-taking 

provides both clarity and utility. He describes perspective taking as, “the developing capacity of 

a subject to become aware of and consequently take or seek the perspective of a real or 

hypothesized individual or group with the intent to use the information about the object 

dimension enacted for some instrumental purpose” (Fuhs, 2013, p. 8).  

 

In the context of a student service interaction, inclusion and perspective-taking action is 

bounded by the service goal, the context and potential constraints of the service context (e.g. 

rules related to student funding, time constraints for each front-line service interaction, etc.). We 

wanted to ensure that perspective-taking within an inclusive student service interaction was 

anchored to the goals of the service provided or requested, the context of the service as well as 

the cultural characteristics of the staff and students participating in a service interaction. Our 

operating hypothesis was that inclusion in this service interaction becomes more possible when 

the shared capacity of college community members is situated within or developing towards an 

ethnorelative mindset.  

 

Barriers to Perspective Taking 
 

Following one of the implications of a developmental model of intercultural sensitivity to 

enact a more inclusive organizational culture, what barriers exist at a predominantly ethnocentric 

worldview to take the perspective of another? If the ability to perceive difference is primarily 

framed through the lens of what is familiar, the information available to a person, with positive 

inclusion intent and goals, will be necessarily limited to the degree of difference that can be 

perceived and included from their stage of development (as defined by the DMIS). Fuhs 

discusses the factors that affect accuracy in perspective taking, the sources of information about 

a person (e.g. “dress, facial expression, movement, voice quality, and verbal statements,…past 

experience with the [person],…, subject’s perceived self-similarity to target,….perceived in-

group similarity and out group stereotypes;…and other people’s perspectives regarding the 

target” as well as information about the context that “influences expectancies” (Fuhs, p. 17, 

2013). He notes that limits to perspectival accuracy can also be shaped by “task demands, 

attentional constraints, and egocentrism may prevent accessible information from being selected 

as relevant” (Fuhs, 2013, p. 17). “Because one’s own perspective tends to come to mind more 

rapidly, readily, and reliably than information about others’ perspectives, one’s own point of 

view may tend to serve as the default perspective for interpreting the world (Krueger, 1998 cited 

in Epley & Caruso, 2009, p. 300).  

 

Perspective taking requires work; to overcome our own egocentric experiences, to seek 

information that accurately relates to another’s perspective and not simply a projection of our 

own requires significantly more effort than mining our self-centric experiences to reach 

judgements about another’s perspective (Epley and Caruso, 2009). We saw this acknowledged 

by our inclusion training participants through their reflective assessment assignments; several 

participants identified increased awareness; fewer commented on the effort and sustained focus 

needed to change service practices. In the inclusion training and other interventions designed to 
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enhanced inclusion within the College, training activities included the work of perspective taking 

practices to build this muscle. 

 

Perspective Taking to Perspective Seeking 
 

In nurturing a culture of inclusion and building shared competencies to engage positively 

across cultural and other differences, we identified the need to situate interventions beyond a 

cognitive perspective taking exercise to a more embodied experience. Within the inclusion 

training and in other organizational activities guided by the Inclusion = Diversity + Engagement 

model, we focused on creating intercultural spaces to give both permission and opportunity for 

“perspective-seeking” activities (Fuhs, 2013, p. 20). To focus more accurately on the knowledge, 

skills and attitudes for the practice of a more embodied perspective-seeking, we created a 

framework, the Intercultural Competence Stretch Goals framework, to better identify the 

developing edge of core intercultural competence for each stage described in the DMIS. The 

Stretch Goals document is based on the 6 core characteristics for intercultural competence in the 

Intercultural Knowledge and Competence Value Rubric (Association of American Colleges and 

Universities, 2006), describing the skill, knowledge and attitude at each stage in the intercultural 

continuum as described the DMIS. For example, in describing the attitude of openness, we 

emphasized the demonstration of openness by how we work with our judgements, attending to 

the link between judgements and behavior within an interaction.  

 

Given the evidence a majority of our audience occupied a worldview associated with the 

minimization stage of the DMIS, we refined our focus for intercultural competence development 

by clarifying the developmental edge for people at this stage. We proposed that a person oriented 

from this worldview is open to interactions with culturally different others, yet may have 

difficult suspending their own judgment. This person is beginning to see their own perspective as 

a perspective and tends to view much of their perspective as superior or correct. Within this 

orientation, a person may be willing to review and change some of his or her judgments and may 

be willing to examine cultural patterns as the basis for their own behaviour. The stretch goals for 

a person from this orientation is beginning to suspend their own judgements, refrain from 

stereotypical responses and ask questions from a stance of open curiosity to establish a deeper 

level of connection with another person. The stretch goals also include a growing recognition 

that other cultures have different views and ways of communicating. As a stretch goal, a person 

in this orientation may begin to attempt to shift their own communication style in certain 

contexts to better understand their own perspective and increase their ability to notice other 

communication styles.  

 

One of the key insights in developing the stretch goals was how, generally, in our training 

practice, we had been engaging our learners from our own developmental perspective, our own 

edge. By making visible the stretch goals at each stage, we realized that we had to honor and 

meet our learners just in front of their stage, to align with their perspective and engage them just 

a little bit more, to elicit the beginning of what potentially is a transformative learning 

experience. For this kind of developmental movement, changing behavior can be one way to 

enable transformative development with an underlying process of learning and reflection to make 

sense of experiments in behavioral change (Deardorff, 2006). I suggest that adding 

communication styles without a sense making, frame-shifting reflection process is more likely to 
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result in a translative development, increasing the set of communication competencies without 

necessarily changing perspective-taking capacity overall. Based on participant responses to 

reflective assessments and end of training surveys, more participants made comments of learning 

that align with translative development (e.g. learned to use more communication styles) than 

made comments aligned with transformative development. (e.g. recognition it is possible to 

accept a different perspective without needing to change or impose own perspective).  

 

This overview of some of current theoretical approaches to intercultural competence registers 

the challenge to account for a multi-faceted phenomenon, particularly how to take informed 

action from more than a partial perspective. The very perspective occupied by the theorist 

articulates a partial and illuminating view of the whole. In the project, we were drawn to create 

bridging documents like the Intercultural Competence Stretch Goals framework to enable 

informed action. Rather than bringing on yet another definition or concept, the AQAL model 

brings a promise of wholeness, a way to frame and engage with the many aspects of intercultural 

competence and inclusion all at once.  The following section will describe the applied research 

project. Next the author describes the process to create the Inclusion = Diversity + Engagement 

model with a focus on the second conceptual piece of our model for action, the all quadrants part 

of the AQAL model from integral theory.  

 

Changing the Conversation of Inclusion - Applied Research 

Methods  
 

Inclusion in Context: Student Services 
 

To begin a different conversation for inclusion, we choose the student service interaction as a 

focus for intervention, for study and the container for the conversation of inclusion (and 

exclusion). This choice for an inclusion study built on the existing institutional culture of student 

services to remove barriers for students. Student services at the college include information 

services (offered in person, by phone and online), registration services, financial aid services, 

academic, career and personal counselling services (including services offered by Aboriginal 

staff and through an Aboriginal worldview), assessment services (many of our students require 

language or academic assessments to establish their pre-requisites to enter either upgrading or 

post-secondary programming), and a full range of disability-related services from assessment to 

assistive technology and learning strategy supports. This array of welcoming and retention-

related student services is one of the primary ways students engage with the College outside of 

their program of studies (i.e. student engagement with faculty, clinical practicum staff, etc. was 

not included in the focus of our study). An applied research project was created to both better 

understand the context of student services, service practices that already include inclusive 

characteristics, and challenges to service provision related to perceived inclusion (or exclusion) 

of students. The research question posed was “In what ways might Student Services enhance 

intercultural communication skills during face-to-face interactions with students.”  Two sub-

questions were also posed, “How do NorQuest students and staff perceive current student service 

interactions at NorQuest?” and “How can IDI guided (Intercultural Development Inventory) 

training and coaching interventions be used to create inclusive student engagement interactions 

at NorQuest College.” Our hypothesis is that the development of intercultural competence (as 

defined by the Developmental Model of Intercultural Sensitivity) for Students Services staff will 
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support positive, inclusive interactions between Student Services staff with diverse students. We 

hypothesize that by supporting staff to become aware of their interpretation of the meaning of 

differences they encounter in the context of a student service interaction, we can create the 

opportunity for choice on how to respond to those differences.  Data collection activities 

included initial focus groups with front-line service staff, observations of student service 

interactions, and pre-inclusion training IDI inventories for participating student services staff.  

Post-inclusion training IDI inventories were collected to assess intercultural competence 

changes. Post-training exit surveys and training participant monthly reflections on inclusion skill 

development and awareness as it related to their student services role were also reviewed to 

better understand participant’s awareness and described application of their learning.  A 

limitation of this study design is not including students as research participants to include their 

perspective of inclusion (or exclusion) in a College service interaction space. Outside of the 

applied research project, student input to an overall perception of inclusion (or exclusion) at 

NorQuest was collected through art-based inputs in an event called Inclusion Fusion. This event 

included student created art focused on an inclusion theme, a photography display based on a 

Photovoice curricular project and a Speakers Corner. Although some students through these 

activities identified student service staff as important to their feeling of inclusion (e.g. 

photographing a staff member at a service counter and identifying their smiling face as making 

them feel welcome); many identified instructors, other students and friends, family, or cultural 

symbols such as the flag from their country of origin and/or the Canadian flag as important to 

their sense of belonging. With an action research stance, our first concern was to learn and to 

enhance the existing service model. Future data collection related to student experiences and 

service performance is warranted. 

 

Analysis and Results 
 

An integrative analysis approach was used to first juxtapose the data sets and then to analyze 

the data through a DMIS lens (i.e. quantitative IDI profile for ethnocentric and enthnorelative 

worldviews and qualitative data describing DMS stage-related perspectives and behaviors) and 

through a quadrivia lens looking at data from focus group and observation using each quadrant 

as a theme for analysis (i.e. LR: environments for service interactions and communications; LL: 

the culture of student services delivery; UR: described and observed service behaviors and UL: 

described values, beliefs and attitudes of the student services team). Summaries drawn from the 

analyses were checked iteratively with project team members ensuring linkages with the data and 

with the leadership team of the participating Student Services departments. The results of this 

analysis provided the project team with a map of described and observed student services. A 

brief summary is included here. 

 

IDI Profile Results 

 

In comparing the pre- and post-IDI scores there is evidence of small shift from ethnocentrism 

towards ethnorelativism within the research cohort.  We see this in a slight reduction of the 

percentage of participants scoring in the ethnocentric part of the continuum.  
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Figure 3. Pre- and Post-IDI Profiles 

 

That shift is reflected in a higher cusp of minimization score (2% Cusp of Minimization in 

pre-IDI scores to 9% Cusp of Minimization in post-IDI scores). We see a small reduction in 

Minimization scores (50% Pre-IDI to 48% Post-IDI) and a slight increase in the ethnorelative 

stages of Acceptance (17% Cusp of Acceptance ;15% Acceptance in Pre-IDI scores to 9% Cusp 

of Acceptance; 21% Acceptance; in Post-IDI). We also see the emergence of adaptation in post-

IDI scores that was not reflected in pre-IDI scores; 4% of participants scored at Cusp of 

Adaptation.  

 

Limitations that should be noted are the reduced number of participants completing post-IDI 

scores (46 responders for Pre-IDI compared to 26 responders for Post-IDI). Aggregate profiles 

for Pre- and Post-IDIs were drawn from all completers at each data collection point as an 

automated report from the Intercultural Development Institute service. Individual completers 

were not tracked from pre- to post-scores. It is possible that results are inflated through self-

selection bias; participants who chose not to complete the post-IDI may be more likely scoring 

from an ethnocentric worldview. This may explain the removal of IDI scores in the ethnocentric 

(Denial, Polarization) stages. It does not, however, account for higher scores in the Acceptance 

and Cusp of Adaptation stages. Individual score tracking would enable greater precision on what 

developmental trends occurred for participants in each DMIS stage. This approach would allow 

researchers to examine questions of how IDI-guided inclusion training affects intercultural 

competence development by stage and by other demographic considerations, e.g. number of 

years spent living in another country, racial/ethno-cultural identity etc. At the time of the study, 

significant change in student services staffing occurred (e.g. position layoffs, re-organization) 

that would have made individual tracking difficult across the applied research project. Even with 

these limitations, the overall trend for participants completing pre- and post-training IDIs 

indicates a small shift towards ethnorelativist worldviews on the intercultural continuum.  

 

Comparing IDI Profile Scores to College Profile Scores 

 

When compared to an aggregate profile of IDI scores collected over the last 2 years, the IDI 

profile of the student services cohort is representative of a larger staff sample drawn from 

departments and faculties across the College. A compilation of these results of IDI profiles 
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gathered to date shows that a large majority of College staff members are clustered within the 

ethnocentric stage of minimization. Our study data is generally representative of the staff overall 

in the College.  

 

 
Figure 4. College Benchmark IDI Profile Scores 

 

From a minimization worldview, people from other cultures are pretty much like you, under 

the surface. Within a minimization perspective, you are quite aware that other cultures exist all 

around you, and you may know something about cultural differences in customs, celebrations, or 

other objective artifacts of cultural traditions. You tend not to denigrate other cultures and you 

seek to avoid stereotypes by treating every person as an individual or by treating other people, as 

you would like to be treated. One of the strengths of this perspective is recognizing the essential 

humanity of every person and trying to behave in tolerant ways towards others. One of the 

challenges of this perspective is the focus on commonalities that can mask deeper recognition of 

cultural differences. You may miss or minimize the differences that make a difference. So in 

pursuing a model of inclusion, acknowledging the potential to entrench a mainstream Canadian 

organizational and cultural view under the guise of helping our diverse students to ‘fit in,’ we 

decided in the inclusion training to emphasize the importance of creating opportunities for 

engagement with diverse perspectives. From this minimization worldview, opportunities for 

growth come through practice in understanding one’s own perspective and the perspectives of 

others.   

 

Results: How is Student Services Perceived? 
 

The following section summarizes the perspectives of student service interactions by 

quadrant. 

 

Environment for Service Interactions  

 

Interactions happened either within a cubicle/office environment, across a service counter or 

in a waiting room. Distance between staff and students averaged between two to three feet. 

Cubicle environments were quiet, favouring one-on-one interactions although exceptions were 

made for students attending appointments with children or other family members. Waiting rooms 

and service counters were often crowded and noisy. Staff sometimes approached students 
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waiting with information updates and anticipated wait times. Service counter line-ups observed 

showed less than a 5-minute wait. Reported wait times were longer during peak times (e.g. prior 

to semester starts).  

 

Service Culture 

 

Service culture was characterized by providing service, particularly problem solving on behalf 

of students. Time sensitivity was shared with an emphasis on keeping the wait line moving. Staff 

demonstrated respect for students, particularly for their past experiences and achievements, and 

emphasized being treated respectfully by students. Staff emphasized working as teams and the 

importance of receiving appreciation from colleagues and supervisors. Staff demonstrated 

conscious knowledge of working within an explicit code of behaviour and ethics in their service 

to students. Shared challenges included providing a high volume of detailed information to 

students with communication challenges (e.g. English not their first language, learning 

disabilities, low confidence to navigate College entrance requirements) and supporting students 

to navigate a complicated and sometimes confusing admission process, particularly funding and 

program requirements. Staff expressed interest in learning more about diverse student population 

(e.g. cultural norms) and demonstrated varying levels of existing knowledge in understanding 

and communicating effectively with diverse students.  

 

Service Behaviors 

 

Based on observations and focus group data, student service interactions tend to be 15 

minutes or less, conducted in one-on-one conversations, typically using information tools 

including forms, the College calendar or other printed resources and computer-based systems 

related to student registration, programming, history of services and/or funding. Communication 

behaviors observed and described include establishing personal connections, conveying respect 

through verbal and non-verbal behaviors (e.g. attentive listening, asking for permission to leave 

to retrieve documents from printer), adjusting the pace of speaking (for non-native English 

speakers), allowing time for students to respond and checking for understanding. Staff 

demonstrated explaining procedures often using information sources to support clear 

communication (e.g. highlighting key information as they talk about it). Voice qualities observed 

included warm tones, energized and clear speaking, calmly repeating information in different 

ways. Staff demonstrated open body posture, use of supportive gestures (e.g. counts on fingers to 

review tasks for students), active listening postures, leaning in and facing students while 

communicating. Less frequently staff were observed communicating with attention on their 

computer screen. More often staff would maintain attention on the student, talk about what they 

needed to do on the computer and would then turn to interact with the computer system.  

 

Service Values 

 

Staff described values and beliefs related to service as part of focus group discussions. Staff 

spoke of their desire to treat all students fairly, with respect and to treat other staff team members 

respectfully. Staff described their strategies to manage “hot buttons” when challenged by 

students or difficult service situations. Maintaining credibility was identified often, especially 

when communicating with students from different worldviews (often but not always related to 
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gender and status). Staff spoke openly about their empathy and appreciation for the challenges 

and life experiences students face (e.g. students coming from lives in refugee camps; students 

overcoming economic or social barriers). Knowing that good customer service was provided and 

acknowledged by students was also important for staff.  Challenges in navigating complicated 

information and funding systems were acknowledged; finding the best way to support students to 

navigate these systems were identified as important. Staff spoke of their desire to work with 

motivated students.  

 

We found that many service practices documented in the initial data collection seemed 

aligned to support inclusive service outcomes, e.g. respectful communication, active listening,  

checking for comprehension, expression of empathy and relationship tending, and completion of 

service goals (based on a departmental service standards framework used by Student Services 

leaders to monitor service performance).  Areas for enhancement of communication and 

increased intercultural communication skills (e.g. perspective taking as in understanding one’s 

own and another’s perspective, increased awareness and fluency with different communication 

styles, increased awareness of cultural patterns influencing behaviors in communication 

interactions, e.g. perceived gender roles, how credibility is established) were also identified. 

Given the ongoing challenge of the service role to support students to navigate multiple 

information and service systems related to admissions, program requirements and funding, we 

identified the importance of service staff to bridge students into the systems and culture of the 

College and even into Canadian culture. Staff with bi-lingual competency or personal experience 

with immigration brought additional skills to connect with students; staff described that students 

would seek them out specifically in order to be able to converse in their native language or for 

friendly support rather than to address a specific problem. 

 

Results: Inclusion Training Influencing Service Practice 
 

Data collected from four reflective assessment assignments collected monthly and post-

training evaluations was qualitative in nature. Thematically, participants identified increased 

awareness and skills related to communication, understanding and adapting to engage people 

with different perspectives. Some participants identified no learning gains, describing their 

existing service practice as already containing the skills included in the training. Some 

participants wanted training on specific cultural knowledge to be included in inclusion training. 

A few quotes to illustrate qualitative feedback to the questions, “What have I learned that is 

useful in my work?” and “What has changed in how I engage with diverse students?” are 

included here. 

 

Participants described increased awareness of their own communication styles and enhanced 

ability to choose a communication appropriate for an interaction. 

 

 So far I’ve been reminded to pay attention to styles and strategies I use in communication 

and be open to trying something new. 

 To be more aware of my style of communication and the reactions of students and the 
positive potential of using a variety of styles. 

 I am more aware of how people are communicating with me and how I need to alter my 
communication style to make the conversation go where it needs to.  
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 Communication styles and aspects of communication that will help in adapting my 
approach to a conversation.  

 

Participant comments reflect different developmental stage relationship with their learning 

experience. The three comments reflect stances of acknowledging inclusion strategies without 

necessarily accepting those strategies (i.e. So far I’ve been reminded…); increased awareness 

and the potential to use strategies (i.e. cognitive awareness); knowledge about communication to 

support behavioral change (adapting approach to conversation). Participant responses have been 

selected to present a range of ethnocentric and ethnorelative worldviews to illustrate the range of 

learning outcomes for training participants. The responses have been arranged to reflect, as much 

as is possible, responses across the intercultural continuum from ethnocentric to ethnorelative 

perspectives.  

 

Participants identified more reflection on service interactions, viewing the experience as an 

opportunity for learning. 

 

 Not to take things personally, but to try and understand the reasons behind it. 

 Think more about the students’ POV especially when they do things differently from 
expected. 

 I think about the way in which I will have to engage with another individual so that I can 
successfully meet my goal or better facilitate the meeting of the team goal.  

 Always learn something new – to be open to gaining perspective into a student’s world.  
 

Participants described in their own words aspects of intercultural competence in service 

interactions including active curiosity and active listening,  understanding how one’s perspective 

can influence interactions with others, being open to other perspectives and suspending 

judgements of others. 

 

 I’m that much more aware of the need to slow down, take a step back and recognize the 

student’s perspective as being different from my own. And perfectly acceptable. Don’t need 

to change it or impose my own. 

 Trying to shake some of my prejudices. 

 What is driving my conversation? (goals, values, etc.) 

 I think I am a more open listener and responder.  

 How my perspectives of diversity impact my approach to people and framework for 
interpreting situations.  

 Be open to ideas, people perceptions or my own may not always be the same but 
appreciate other’s observations. Don’t take it for granted.  

 I think it has reinforced for me to step back and try and understand the different factors 
driving communication…Goals and values might be different, context might add stress – I 

will recognize this. 

 To seek out the perception of the other person. Don’t assume that he or she is 

understanding things in the same way you are.  

 

Participants named their feelings of engaging people in ways that were more or less 

comfortable.  
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 I am more likely to engage with others from other cultures – less timid.  

 To allow myself to calm down when I am frustrated and wait for students (give them time).  

 I try to self reflect, especially when the interaction generates any kind of uncomfortable 
feelings.  

 More open and willing to step outside of my comfort zone to engage with them.  

 I try to be open and welcoming. However this activity showed me that I will have to make a 
conscious effort to always remain open, even though I feel stressed with my job or 

overwhelmed.  

 

Participants identified seeking clues to understand the perspective of students in a service 

interaction. 

 

 To pay more attention to body language. 

 I listen for differences. 

 I try to change my or check my behaviours against student actions/behaviors. 

 To always check for understanding – to actively engage.  

 I always take a reading in terms of my effective response and try to think ahead to create 
openings for communication according to my assessment of what they can hear. Now I 

have been paying more attention to what style choices I am making and why. 

 

A few participants identified gaining a new perspective on inclusion and exclusion in service 

interactions. 

 

 I learned that some aspects of NQ are unwelcoming for students. I see things with new 
eyes. 

 To be a little less self conscious about offending and more open to developing a 

relationship.  

 Feel everyone welcome. No matter who they are, what colour they are, what accent they 
have, they have to feel welcome.  

 Engage with others to better understand their perspective. 

 To engage people. To move beyond accepting. 
 

Some participants identified affirmation of current practice. 

 

 Nothing. I am capable in communicating well with diverse students by showing respect, 

encouragement and giving clear info as needed. 

 My role already requires me to possess good communication skill and adaptability to 
different styles so it hasn’t changed.  

 

Participants identified a desire to learn more about specific cultures, communication patterns 

within specific cultures and their expectation that inclusion training should focus more on 

specific cultural knowledge and less on communication skills and being adaptable. 

 

 Not much, the information is more about communication than cultural awareness. 
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 I wish I could learn more about different cultures and how they perceive things. I wish 
there was a chat circle or something so I could hear and better understand their POV.  

 I would have liked to focus more on how people from other cultures communicate instead 

of my own communication styles.  

 

Application of Results 
 

Results were used firstly to design inclusion training (a 15 hour training program delivered as 

3-hour sessions over 5 months) to support intercultural competence development within a service 

context. Results were also shared with leaders in Student Services. This training program was 

designed to increase interculturally effective and appropriate service behaviour and 

communication skills and provide a space where participants could develop critical attitudes, 

knowledge and skills necessary to enable them to interact in welcoming and inclusive ways with 

diverse students. Training activities included discussion of the strengths and limitations of 

intercultural competence development stages (as described by the DMIS), critical engagement 

with service narratives and student narratives of inclusion and exclusion, individual reflections 

on what service providers bring to the service interaction, practice of communication and 

perspective taking skills, transfer tasks to bring forward skills practiced in the training sessions to 

the service context and tips to remind participants of key ideas and skills practiced in the training 

sessions.   

 

Conclusions:  Intercultural Communication and Service Interactions 
 

Question 1: “In what ways might Student Services enhance intercultural communication skills 

during face-to-face interactions with students.”   

 

We found a need to focus on the enhancement of intercultural communication skills based on 

a primarily ethnocentric, minimization worldview for student services staff. Specific skills 

included a deeper understanding of service staff’s own worldview with a focus on identifying 

preferred communication styles and practicing less familiar, less comfortable styles. We also 

found a need to focus on practicing perspective taking to reinforce the nature of diverse 

perspectives and to increase staff capability to check for inclusion in service interactions.  

 

Question 2: “How do NorQuest students and staff perceive current student service interactions 

at NorQuest?”   

 

Our study primarily focused on NorQuest staff perceptions of service interactions. We found 

the service interaction is a time-bounded, information intensive engagement space. Staff 

describing challenging intersections to bridge students to confusing and complicated systems of 

support (e.g. financial aid, pre-program assessments and pre-requisites). Staff also described 

challenges with students who were difficult to orient to College systems and services. Staff 

spoke to and demonstrated a service orientation to meet student needs, valuing students who are 

motivated and who have overcome challenges to enter post-secondary education at the College. 

Based on arts-based inclusion events with students, some students did identify student services 

staff as part of their sense of being included at the College as well as other factors including 

friends, symbols of their country of origin, symbols of belonging to Canada.  
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Question 3: “How can IDI guided (Intercultural Development Inventory) training and 

coaching interventions be used to create inclusive student engagement interactions at NorQuest 

College.”   

 

We found staff participating in IDI guided training showed slight quantitative gains in 

intercultural competence as measured by the IDI. Staff responses to gains from inclusion training 

reflect their respective ethnocentric or ethnorelative stage awareness, showing gains in awareness 

and to a certain extent competence in adapting communication styles, awareness of intercultural 

competence within the context of a service interaction (e.g. being open to perspective, 

suspending judgement, the importance of engaging with others to understand them more fully) 

and for some participants a new understanding of inclusion and exclusion in relationship to their 

work. Some staff identified a desire for more specific information about cultures and culture-

specific communication styles and some staff affirmed their existing knowledge and service 

practices as already included inclusion-oriented practices.  

 

These findings created a basis for a deeper exploration of inclusion and intercultural 

competence and to enter into the work of creating the Inclusion = Diversity + Engagement model 

for action.  

 

Inclusion = Diversity + Engagement and AQAL: Bringing Together 

Parts Towards a Whole 
 

It was not originally our intent to develop a model as part of our organizational change 

project. The Inclusion = Diversity + Engagement  model for action evolved in our work to elicit 

and honor inclusion at NorQuest College at individual, group and organizational levels of 

analysis and engagement. As the work for the applied research project progressed it became clear 

that we needed a better guide to contain and clarify this real life experiment within our 

organization. As professional perspective takers, our perspectives were muddled. To that end, 

myself, my colleague Kerry Louw and Meg Salter from MegaSpace Consulting convened 

through a series of working sessions to more formally knit together the concepts integrated in our 

model for action. Through these sessions, we used the AQAL quadrant map to generate an 

organizational map “Looking At” inclusive organizational components and the quadrivia map to 

generate perspectives of inclusion “Looking As” a student.
 
Our combined practice knowledge of 

salient organizational change foci including a felt sense of the change levers or acupuncture 

points we needed to trigger to enliven inclusion at the College. We generated the Intercultural 

Competence Stretch Goal document (an integration of DMIS stages and the Intercultural 

Knowledge and Competence Value Rubric) to refine and focus the developmental edge for 

intercultural competence included at the backbone of the design of inclusion training.  Finally, 

we created key messages related to the question “Why Inclusion” translated to align with Amber, 

Orange and Green stages of development (AQAL) to aid with the internal communications work 

needed to advance this initiative with College stakeholders and decision-makers.  

 

Aware of the potential to become mired in the details of the theoretical landscape for 

intercultural competence, we chose theories we could use. Multiple theoretical frames and 

assessment strategies are called for to extend the partial view afforded by any one of these 

theoretical approaches to the phenomenon of intercultural competence. The contribution of the 
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AQAL as a map to hold in view and apply the complex cluster of components related to the 

construct of intercultural competence in an organizational context. As a model for action, 

however, the AQAL lens is held with an intent to move to action to enhance the intercultural 

competence and inclusion outcome of the college. Before describing in more detail how AQAL 

was applied, it is helpful to understand in more detail the context in which the Inclusion = 

Diversity + Engagement was developed and the components we sought to hold together within 

an AQAL map.  

 

The Model for Action is a synthesis of constructs to provide a backbone structure to our 

inclusion strategy actions. The behavioral skill building focus of Deardorff’s Process Model, the 

DMIS to guide intervention design including calibration of training to align with the IDI profiles 

of College staff was one pragmatic choice for a theoretical framing of an inclusion strategy. We 

also chose a recent typology rubric to anchor specific intercultural competence traits in our 

model. A recent consensus on key characteristics of intercultural competence was identified by a 

panel of American and international scholars documented in the Intercultural Knowledge and 

Competence Value Rubric (Association of American Colleges and Universities, 2006). These 

characteristics of intercultural competence include cultural awareness, knowledge of cultural 

worldviews, empathy, verbal and non-verbal communication, curiosity and openness. We chose 

this rubric as a reasonable representation of core characteristics for intercultural competence to 

use in our Inclusion = Diversity + Engagement model for action. 

 

In IDI-guided interventions to enhance intercultural competence, the IDI profiles allow 

intercultural facilitators to target the DMIS stage development needs of learners and to facilitate 

both translative and potentially transformative learning. Key to intercultural competence is the 

capacity to take perspectives on, other than our own. Developing this capacity includes both 

translative development, the knowledge, skills and attitudes that comprise intercultural 

competence and transformative development, an increasingly complex capacity to perceive and 

act through the lens of this competence to engage with diverse people, contexts and interactional 

containers. The view of similarities and differences from an ethnorelative worldview is 

transformationally different from an ethnocentric worldview. An ethnorelative view can be said 

to transcend and include an ethnocentric one.  

 

Our intention in this work was to create an applied framework; at the time of development 

this meant a background structure to guide decision-making and actions (i.e. proactive strategies 

in each quadrant for inclusion) and evaluation, guiding what we would check for to assess 

progress and outcomes. Our model was not seeking to explain the phenomenon of inclusion; 

rather it was a model to guide our engagement with the phenomenon in context. The unit of 

analysis for our applied framework is at the organizational level with acknowledgement for 

individuals and groups within the organization as actors of inclusion (or exclusion). As an 

organizational change strategy, and, hopefully an embodied one, we were ultimately seeking 

evidence of co-arising inclusion phenomenon, signs that individuals and groups in the 

organization had internalized enough of the mind, heart and skill set of inclusion to contribute to 

an inclusion strategy; in other words to evolve inclusion at the College. The Center for 

Intercultural Education continues to steward the model and this initiative; however, several 

initiatives aligning with the inclusion mission of the College have since emerged (e.g. student 

navigator service) that act on and embody this mission. To understand the model for action, it is 
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helpful to better understand how the AQAL model was applied to focus inclusion-enhancing 

interventions within the College.  

 

Conceptual Model Two: AQAL Looking At Inclusion  
 

As a mapping tool for Inclusion in the College, we applied the quadrant lens of the AQAL 

model. Quadrants are the dimensions (Singular: I/interior and it/exterior; we/collective interior 

and its/collective exterior) to contemplate a particular reality, in this case, the phenomenon of 

inclusion (Wilber, 2000; Esbjörn-Hargens 2009). By contemplating the existing and possible 

ways inclusion could become present and real at the College, each quadrant provided a lens to 

see both the presence of inclusion (and exclusion), possible developmental trajectories to grow 

inclusion and an organizer to choose the focus for action in creating a 5 year strategy to nurture 

inclusion at the College. “Looking At” inclusion in this way provided an elegant map to place 

initiatives, current and planned, to nurture inclusion overall at the College.  

 

Mapping Inclusion – Looking At Inclusion 

 

Upper Left - Interior/Individual 

Experiential phenomena 

 

Inclusion at Core of Brand; NorQuest 

Learning Experience 

 

 

 

Upper Right - Exterior/Individual 

Behavioral phenomena 

 

PhotoVoice - engaging perspectives 

through photography 

 

 

Lower Left - Collective 

Cultural phenomena 

 

 

Inclusion Fusion - co-create inclusive 

culture 

 

 

 

Lower Right - Collective Social & 

Systematic Phenomena 

 

Performance Management Guide 

College Wide Learning outcomes - systems 

of inclusion 

 

 

Figure 5. Quadrant Map: Looking At Inclusion 
4
 

 

We agree with Susan Cook-Greuter and Sean Esbjörn-Hargens that this use of the four 

quadrants is practical and useful as a way to “honor the complexity of reality” such that we could 

approach the issue of inclusion in a more “skillful and nuanced way” (Cook-Greuter, 2004, p. 77; 

Esbjörn-Hargens, 2009, p. 7). Cook-Greuter notes, “AQ is powerful because we can choose any 

topic at any layer of depth in any quadrants and explore it from the other three quadrants to gain 

a fuller picture and appreciation of its interrelationships (Cook-Greuter, 2004, p. 87). The 

quadrants map allowed for an overview, over time of points of planned activity and to map 

emergent activities. The overview, however, lent itself to a kind of stewarding governance role 

                                                 
4
 Adapted from Esbjörn-Hargens, 2009, p. 5. 
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for the Center; in some instances the Center led activities in service of the overall map of 

inclusion; in others, the Center merely contributed to or documented emerging activities to 

provide an evolving map of the whole of inclusion initiatives at NorQuest.  

 

Co-Created Evolution of Inclusion by Quadrant 
 

During the timeframe of the applied research project and in the year following, several 

activities emerged. Starting in the upper left quadrant, the internally held value of inclusion was 

re-affirmed and made visible by positioning inclusion as part of the core brand of the College 

during a re-branding activity led by the College president and the Marketing department. 

Inclusion is also expressed in the NorQuest Learning Experience policy document. Statements in 

these policy documents include phrases such as “We embrace diversity and honour 

inclusiveness” and “Your learning environment embodies diversity. Your uniqueness enriches 

our college. You will develop skills in cultural understanding to succeed in the global 

community.”  The NorQuest Learning Experience is written from both a student perspective and 

a College perspective.  

 

Moving to the upper right quadrant, an activity that started as a curricular project, 

PhotoVoice, became a popular activity that has been repeated by instructors in the years since the 

project and was added to inclusion training for staff. Briefly, in PhotoVoice, participants are 

asked to take pictures of inclusion and exclusion, articulating their perspective of what they see 

in the photo, in their environment, what they think, feel and how they make sense of their 

community within the College. Sharing their photos and perspectives creates a perspective 

seeking, intercultural space. Exhibits of these photos, visible artifacts of student generated 

perspectives have been included in College events like Inclusion Fusion and a permanent 

installation is housed in central and satellite campus libraries. 

 

Moving to the lower left quadrant, an inclusion culture has been nurtured annually through 

Inclusion Fusion. The Inclusion Fusion event includes multiple engagement spaces including 

conversation cafes, the Art of Inclusion, banners to share statements committing to end racism 

and support inclusion as well as a PhotoVoice display. The event draws students, staff, faculty 

and community members to share perspectives and engage in community building.
5
 

 

Moving to the lower right quadrant, two systems tools have been generated to support 

integration of inclusion in curriculum and in professional development. NorQuest uses a system 

of College wide learning outcomes to identify target learning outcomes for all students and staff. 

Inclusive Culture outcomes identify various competencies including statements such as “Develop 

intercultural competencies, including an appreciation for other ways of learning and knowing.” 

“Challenge personal culture–based assumptions.”  “Appreciate how contributions from many 

people enrich the educational experience and the wider community.” “Demonstrate respect for 

self and others.” Outcomes at a program and course level are designed to map onto these over-

arching outcomes creating linkages between learning activities and learning outcomes. Ongoing 

curricular development is guided by this outcomes framework.  

                                                 
5
 For more information on the activities emerging out of the Inclusion = Diversity + Engagement model, 

see the Inclusive Student Engagement website at http://www.norquest.ca/norquest-centres/centre-for-

intercultural-education/projects/completed-projects/inclusive-student-engagement.aspx. 

http://www.norquest.ca/norquest-centres/centre-for-intercultural-education/projects/completed-projects/inclusive-student-engagement.aspx
http://www.norquest.ca/norquest-centres/centre-for-intercultural-education/projects/completed-projects/inclusive-student-engagement.aspx
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The Performance Management Guide for Inclusion is structured using existing staff 

performance tools to suggest ways to embed an inclusion focus into professional development 

plans and a rubric to rate the level of engagement. Using a five point scale, a one rating relates to 

a professional learning engagement related to inclusion of a limited duration (e.g. less than 5 

hours). Increased learning engagement (e.g. 10-15 hours) is linked to a higher rating (e.g. 3 out 

of 5). The highest ratings relate to both engaging in a learning activity and applying learning to 

change something in one’s job, department or functional area in the College to enhance inclusion 

for others.  

 

The quadrant view of inclusion supports ongoing monitoring and nurturing of disparate 

inclusion focused activities and processes. This view supports a connected organizational view 

linking them directly to institutional performance metrics in ways that address the frequency and 

duration of engagement as part of the performance metrics. Emerging inclusion initiatives can be 

added to the overall map of inclusion. From a Center for Intercultural Education perspective, we 

commit to steward the model to make inclusion more visible at the College, celebrating 

initiatives that emerge independently of the Center. In the years since the beginning of the 

project, we continue to look for indications of emergence within the field of inclusion that is 

held.  

 

Looking As: Perspective Seeking as a Doorway into Embodied Inclusion 
 

The quadrivia approach was another doorway into inclusion, the perspectives of individuals or 

groups within the College. In addition to Looking At the dimensions of inclusion, 

organizationally, using a quadrivia approach, we held a perspective of inclusion from the people 

engaged with inclusion.  

 

Looking As – An Individual Perspective 

Looking As a Student 

 

Upper Left - Interior/Individual 

Experiential phenomena 

 

What I Value, Dream, Think, Believe, 

Feel 

 

 

Upper Right - Exterior/Individual 

Behavioral phenomena 

 

What I Do, What you can see about me 

 

 

Lower Left - Collective 

Cultural phenomena 

 

Who are my people? What groups do I 

belong to? How do we relate? 

 

 

 

Lower Right - Collective Social & 

Systematic Phenomena 

 

What processes, systems do I interact 

with? That impact me? What challenges do 

I face navigating College systems? 

 

Figure 6. The four quadrants of an individual – doorways into inclusion for a student 
6
 

                                                 
6
 Adapted from Esbjörn-Hargens, 2009, p. 5. 
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Each of these quadrants represents dimensions of an individual’s awareness; this version of 

the quadrant maps the dimensions of awareness that can be “channels” to take in information 

from an experience (Esbjörn-Hargens, 2009, p. 7). All individual(s)…”have or possess four 

perspectives through which or with which they view or touch the world, and those are the 

quadrants (the view through)” (Wilber 2006, p. 34 cited in Divine, 2009 p. 36). Divine describes 

the use of quadrants or the view through an individual’s perspective as a way to “look as” the 

individual in the context of Integral Coaching™. This is an exercise, as much as is possible, to 

occupy the perspective of another person. In applying the quadrants to “Look As” a student in 

the context of a student service interaction, we can start to inquire into a student’s perspective of 

inclusion. As a student or staff member, can I share what I believe and think? Can I connect with 

others through my values/our values? Are there groups that operate in ways that make sense to 

me, that feel comfortable to belong to? Will my way of behaving be accepted? Will I get the 

results I expect when I interact with others? Will I be able to reach my goals as I use and 

navigate the systems and processes in the College? Can I be successful here and be me? 

 

Embodied Inclusion 
 

When creating inclusion training or other engagement activities with perspective seeking 

intent, it became clear that the adoption of the 6 characteristics of intercultural competence used 

in the Stretch Goal framework were crucial qualities for facilitators of this inclusion engagement 

space. We needed to embody, to the extent that was possible, the attitudes of respect, openness, 

and curiosity, to know and learn about cultural self-awareness, and cultural worldviews and to 

skillfully use verbal and nonverbal communication. These characteristics support us as we hold 

the space for perspective seeking in a way that honours each individual participating from their 

unique perspective. We hold the container for participants to make the effort to try on other 

perspectives including the edges of where and when a person is most challenged by another 

perspective. Practice of these qualities supported us to hold open the doorway, to invite each 

person to engage perspective-seeking activities, learning and empathizing more fully with their 

own perspective and the perspective of others.  

 

Summary - Mapping Inclusion as a Living Lens 
 

The Inclusion = Diversity + Engagement  model for action is an attempt to use an integrally 

informed frame to elicit and honor inclusion at NorQuest College at individual, group and 

organizational levels of analysis and engagement. The model brings together the all quadrants 

focus of the AQAL by Ken Wilber and the Developmental Model of Intercultural Sensitivity by 

Dr. Milton Bennett. In this model for action, inclusion is viewed as a perspectival phenomenon 

and suggests that a socially-constructed culture of inclusion is, in part, based on perspective 

seeking behaviors and spaces. Out of the applied research project that was used to generate the 

Inclusion = Diversity + Engagement model, one of the products of this attempt was the creation 

of the Intercultural Competence Stretch Goals document. This document supported the project 

team to focus more precisely on the developmental edge for inclusion project participants to 

intentionally serve an organizational shift towards a more ethno-relative perspective of inclusion.  

As we continue annual activities, the lens provided by the Inclusion = Diversity + Engagement 

model allows us to hold open the questions: What is inclusion? What can it look like? How can 
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we continue to learn from perspectives of inclusion and exclusion? How are we doing? Do our 

systems and environments support or deter inclusion?  

 

The inclusion interventions that have been implemented since the project have focused on 

creating opportunities for an embodied perspective-seeking to shift the conversation of inclusion 

at the College.  These interventions have included annual inclusion training for NorQuest staff 

and faculty, a PhotoVoice curricular activity that allows students to explore inclusion and 

exclusion through photography and perspective seeking activities; permanent exhibits of the 

photographs and written perspectives of the student photographers is on display at both central 

and branch library locations. An annual Inclusion Fusion event held in collaboration with the 

NorQuest Student Association hosts a variety of perspective-seeking activities such as 

conversation cafes, the art of inclusion and a PhotoVoice exhibit. The embedding of inclusion as 

a core College brand has made the internally held value of inclusion visible at the front and 

center of the College’s public identity. The creating of college wide learning outcomes related to 

inclusive culture are a tool to integrate inclusion into all college programming as well as to guide 

faculty and staff professional development. An inclusion-focused performance management 

resource to support staff and their supervisors to identify both learning and change activities has 

been created to embed within the College performance management system. At time of writing, 

other initiatives are emerging such as a student navigator service to support students in 

navigating College systems. 

 

The quadrivia and quadrant maps of the AQAL model are held as maps to ‘look at’ inclusion 

across the College and to ‘look as’ each other, to the extent that is possible. These maps allow 

the Centre for Intercultural Education to steward a living Inclusion = Diversity + Engagement 

model that honors and seeks to understand the emergent inclusion initiatives generated by 

college community members. It is our ongoing practice to hold both of these maps as a guide to 

change the conversation of inclusion to be a co-creative one. This author continues to hold open 

her curiosity and receptivity for what is emerging, checking for signs of both translative and 

transformational competence gains, through ongoing IDI profile data, and through the quality 

and frequency of engagement with diversity in the spirit of inclusion within the organization. On 

a personal note, as a veteran of organizational change initiatives within post-secondary education 

institutions, the Inclusion = Diversity + Engagement model for action has dropped more deeply 

into the bones of NorQuest College than any of the change initiatives I have participated in or led 

in the past. Each day, riding the elevators in the College, surrounded by women and men from 

over 80 countries of origin, from First Nations, Metis and Inuit peoples, seeing visible physical 

challenges and sensing into less visible learning challenges, I am privileged to have the 

opportunity to focus on creating inclusive doorways for every learner, every one that comes to 

the College. Being included in that work is a good day for me.
7
  

 

 

                                                 
7
 Special thanks to Laura Divine and Joanne Hunt, co-founders of Integral Coaching Canada. My work 

has been made possible as a graduate of Integral Coaching Canada. My personal embodied sense of the 

AQAL as a living legacy of their inspired coaching school and a member of a global community of 

graduates is core to my commitment to reduce suffering in the name of inclusion at NorQuest College. 
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Immunity to Change Revisited:  

Theoretical Foundations for Awareness Based 

Practices for Leadership Development 
 

Jonathan Reams
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Abstract: This article presents an inquiry into how the understanding of Kegan and 

Lahey’s immunity to change process can be enhanced through examining it in relation to 

two other theoretical lenses, the work of David Bohm and the Arbinger Institute. This is 

taken as an exemplar of the conception of awareness based practices for leadership 

development which is introduced as the larger focus of the article. A brief review of 

literature in relevant fields is presented to situate the present work. A set of 

methodological considerations is described along with the process for the analysis of 

textual extracts from the three sources. This is followed by a description of ten themes 

emerging from this analysis. These themes are examined for interconnections and key 

insights. The discussion centers around two elements. First is the wisdom of self-

transcendence in relation to the immunity to change process. Second is how the emerging 

view of awareness can contribute to understanding leadership development. Concluding 

reflections summarize the findings and identify limitations of the inquiry. 

 

Keywords: Awareness, immunity to change, leadership development, virtuality of self. 

 

Introduction 
 

In 2009 Kegan and Lahey’s Immunity to Change: How to Overcome It and Unlock the 

Potential in Yourself and Your Organization was released. Having just tried out their four 

column approach for fostering developmental growth (Kegan & Lahey, 2001), I eagerly read, 

applied and reviewed it (Reams, 2009). Over the six years since then, three things have kept my 

energy and attention on building a deeper understanding of this work; public interest, personal 

practice and theoretical inquiry.  

 

The first of these is the growing popularity and use of the Immunity to Change (ITC) process 

by coaches and consultants in the field of leadership development. Their 2001 book How the 

Way We Talk can Change the Way We Work: Seven Languages for Transformation laid out the 

basic workings of the four column process. With time, experience and feedback to improve on 

this foundation, Kegan and Lahey’s 2009 ITC update has garnered even more attention. For 

example Brubach (2009, January) wrote a popular article highlighting their work in The Oprah 
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Magazine. A google search (November 10, 2015) using the term ‘immunity to change’ registered 

39,000,000 hits.   

 

In addition to these indications of popular uptake and mainstreaming, a number of articles 

have appeared engaging in research related to ITC (Markus, 2013; Pinkavova, 2010; van Diemen 

van Thor, 2014), including my own inquiry into how the ITC process has been used in coaching 

(Reams & Reams, 2015). This small sample can be seen as evidence that the idea of 

developmental growth through the use of ITC is not only gaining more mainstream traction but 

also beginning to be inquired into as a sub-field of research on its own.  

 

The second of these strands is around personal practice. Since my initial forays into applying 

ITC in the classroom and with clients in 2009, I have run more than 30 ITC processes for various 

groups and also mentored others in running it. These opportunities for practice, observation and 

reflection have helped immensely in giving nuance and breadth to my understanding of what is 

going on in the ITC process.  

 

The theoretical dimension is linked to my ongoing interests in awareness, consciousness and 

developmental psychology. My Ph.D. research enabled me to combine these with the field of 

leadership studies (Reams, 2002). Elements of this ongoing theoretical inquiry have appeared in 

different publications and presentations over the last seven years.
2
 In addition, in 2010 I began a 

process of gathering material that I felt could illuminate additional facets of this inner immune 

system that the ITC process works with and on.  

 

There are two purposes for this article. One is to enrich the discourse on and understanding of 

the conception of immunity to change. The second is to lay out some theoretical foundations for 

understanding what I describe as awareness based practices for leadership development. To 

accomplish this, I have done an analysis of relevant textual extracts from the ITC book as well as 

drawn on two additional theoretical lenses. These are the work of the Arbinger Institute and the 

work of David Bohm.   

 

A brief review of the broader context of leadership studies which this work aims to influence 

is presented next. This includes examining a number of related fields pertinent to this project; 

developmental theory, how it has been applied to leadership, awareness practices and 

mindfulness, transformative learning and self-awareness. This is followed by a brief description 

of the methodology employed. I have included an appendix that describes a broader set of 

methodological considerations for those interested in reflections on the deeper background 

implicit in such matters. There is also an appendix providing rich descriptions of the key themes 

arising from the textual extract analysis. The main text continues with a summary of these 

findings, followed by a discussion oriented around two themes; the wisdom of self-

transcendence and how the definition of awareness coming from the analysis can contribute to 

ideas about leadership development. 

                                                 
2
 This has included; developmental approaches to leadership development (Reams & Fikse, 2010), futures 

studies (Reams, 2010c), conference presentations on the subtle aspects of the quality of presence (Reams, 

2010a, 2010b, 2013; Reams & Caspari, 2013; Reams & Gunnlaugson, 2013), integral leadership (Reams, 

2012; Reams & Caspari, 2012) , and cultivating leadership through awareness based practices (Reams, 

Gunnlaugson, & Reams, 2014). 
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Context 
 

The field of leadership studies is broad, with almost as many definitions of leadership as there 

are theorists (Rost, 1991). Kellerman (2012) estimates 1400 definitions of leadership, along with 

44 theories about it. Beyond the academic domain, there is a very practical need for developing 

better leaders and leadership as a competitive advantage. From this “there is little doubt that 

leadership education and development has become a big business” (Pfeffer, 2011, p. 220) with 

more than $170 billion being spent on leadership curriculum in US businesses (from the ASTD, 

in Myatt, 2012). Despite all these resources being spent, building leadership talent was identified 

as a significant challenge in the 2008 IBM Global Business services report (in Day, Harrison & 

Halpin, 2009). Yet much of the investment in such development is seen to have a limited impact 

or return on investment.
3
 Mike Myatt, in his December 19, 2012 Forbes leadership blog noted 

that the number one reason leadership development fails is that it is done as training or 

indoctrination. His solution is to stop training and begin to develop leaders.  

 

It is in this broader context of a generally poor return on investments that the conception of a 

developmental approach to leadership development arises as one solution to the issue. Kegan and 

Lahey (2009) are explicit about their ITC process being a tool to foster such development, thus 

situating the main starting point of this project squarely in this approach.
 4
 In this section I briefly 

examine literature on developmental approaches to leadership development and other 

orientations to awareness based practices including mindfulness, transformative learning and 

self-awareness in relation to leadership. The boundaries of the present article mean that I only 

take a brief survey of each area as part of the broader context of this project and invite interested 

readers to follow up on areas of interest through the specific literature cited.   

 

Developmental Theory 
 

Before delving into these subsections, I believe it is worthwhile to take a brief look at key 

aspects of the developmental theory component of leadership development. (For those wanting a 

more thorough description of this, see (Reams, 2014)). The lens of seeing human growth in terms 

of what is called development began with James Mark Baldwin (1895, 1904, 1906) who talked 

about ‘subject – object development’ and genetic epistemology. He was an influence on Jean 

Piaget (1932, 1954, 1970), who adapted Freud’s use of clinical interviews to develop a method 

of semi-structured interviews to study how epistemological structures evolved. While his focus 

was on this process of epistemological development, he is often more remembered for his 

classification of stages of development.  

 

From Piaget’s developmental stage model, Lawrence Kohlberg (1969, 1975; 1984) drew on 

John Rawls’ (1971) moral philosophy to generate a stage model of moral development. His work 

                                                 
3
 It is worth noting that while this article and much of the literature cited here emphasizes the value of 

self-awareness in leaders, there are many other factors that contribute to how leaders are actually able to 

be successful in terms of reaching desired outcomes. In conjunction with this, it can be seen that many 

leaders who appear to have little self-awareness, or are even abusive, still end up being successful. 
4
 My review of Anderson and Adams’ (2016) Mastering Leadership in this issue is another example of a 

developmental approach to leadership development.  
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had extensive influence in many domains and a large number of his students continued to apply 

this work in various domains. Contemporaneously, Jane Loevinger (1976; 1970) built on the 

work of Harry Stack Sullivan (1968) to build both an assessment instrument and theory of stages 

of ego development. Susanne Cook-Greuter (1999) extended Loevinger’s model and worked 

with Bill Torbert (2004) on applying the assessment of ego development to managerial and 

leadership domains.  

 

Robert Kegan (1980, 1982, 1994) built on the foundations that Piaget and Kohlberg, and 

among others established and articulated a sophisticated model of how the self evolves through a 

series of ‘evolutionary truces’ or orders of consciousness. His work integrated three major 

intellectual strands; the constructive-developmental work highlighted above; the humanistic and 

existential humanistic work of people like Rogers (1951, 1961), Buber (1958), Maslow (1943) 

and May (1969); and the neo-psychoanalytical tradition from Anna Freud (1993), Erickson 

(1982) and Winnicott (1965). Along with this, Lahey, Souvaine, Kegan, Goodman, and Felix 

(1988) developed the subject object interview guide as a way of assessing these stages of 

development. The shift from describing and assessing development to facilitating it came with 

the development of the four column exercise (Kegan & Lahey, 2001) and then the updated 

immunity to change process (2009) that is the focus of this project.  

 

Also a student of Kohlberg, Kurt Fisher (1980; Fischer & Bidell, 2006; Mascolo & Fischer, 

2010) developed dynamic skill theory. This approach focused on developing a better 

understanding of the dynamic relationship between organism and environment and helped to 

integrate many cognitive development theories’ emphasis on the self with behaviorists’ (Skinner, 

1938, 1969) understanding of the role of operant conditioning from the environment on 

development. His model is not explicitly about a self or ego and in contrast to most of the 

theories described above Fischer never uses the term ego in his work. It is a very interactive 

model, taking biology, structure of mind, social relationships and environmental influences all 

into account, to develop a general model of development that can be applied in any domain or 

context. Assessments related to this orientation have also been developed (Commons, Trudeau, 

Stein, Richards, & Krause, 1998; Dawson, Commons, & Wilson, 2005; Dawson, Xie, & Wilson, 

2003) which focus on assessing the development of performance in relation to specific skills, 

including cognitive skills.  

 

Developmental Leadership Development  
 

The notion of applying developmental theory from psychology to the field of leadership and 

management studies did not begin with Kegan and Lahey’s (2009) approach to the topic. (Of 

course their ITC process is designed for a broader range of issues, but is often utilized in relation 

to leadership development). While there may have been others who began earlier, the work of 

Bill Torbert (Rooke & Torbert, 2005; Rooke & Torbert, 1998; Torbert, 1991; Torbert & 

Associates, 2004) stands out as pioneering empirical work on the description of cognitive 

development in leaders and the impact this has on organizations.  

 

Others such as Bill Joiner & Stephen Josephs (2007), David Day (Day & Dragoni, 2015; Day 

et al., 2009; Day & Zaccaro, 2004) and Karl Kuhnert (Harris & Kuhnert, 2008; Kuhnert & 

Lewis, 1987; Lucius & Kuhnert, 1999; Strang & Kuhnert, 2009) have also contributed to 
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understanding the relationship between leadership development and structural orders of 

consciousness. As well, the field of coaching has seen an increased use of developmental theory 

(Elliot, 2011; Markus, 2013; Pinkavova, 2010; van Diemen van Thor, 2014) with the use of ITC 

being prominent in much of this work. 

 

Day & Dragoni’s (2015) current review of leadership development research identifies four 

key indicators necessary for leadership development; leadership self-efficacy, self-awareness, 

leader identity and leadership knowledge, skills and competencies. A developmental perspective 

is included in this review as a factor influencing all of these. Work over time in these key areas 

can lead to outcomes such as having more dynamic skills as well as more adequate levels of 

complexity of meaning making structures and processes. In an earlier survey of developmental 

leadership development research, McCauley et al. (2006) identified a need for moving beyond a 

focus on “developmental order to include the general dynamics of developmental movement” (p. 

648). Palus and Drath (1995) addressed this and focused on the process involved in creating 

developmenally oriented programs.  

 

This brief description of some key research at this intersection highlights that this approach to 

leadership development is not new. At the same time, it has not been widely adopted in the 

mainstream of the field of leadership studies.  

 

Awareness Practices and Mindfulness  
 

A very early influence on me around awareness practices was Tim Gallwey’s The Inner Game 

of Tennis (1975), which I bought when it came out both because I played tennis in high school 

and because there was some felt sense of resonance with the title. His concept is of self 1, a 

conscious ego mind that likes to judge and critique performance and self 2, a non-judgmental 

awareness that witnesses, absorbs and learns by doing. This model was extended into the 

workplace as well (Gallwey, 2000), making it one of the most relevant precursors for this current 

project. Kahneman’s Thinking, Fast and Slow (2011) talks about systems 1 and 2 in a way that 

both reinforces Gallwey’s conceptions (although it has the opposite associations to the 

numbering) and provides a much more detailed exploration of understanding of how these 

systems work.  

 

Eugene Gendlin’s work Focusing (1981, 1996), describes his research into what actually 

makes therapeutic processes effective. This includes a six step process for getting in touch with 

the ‘felt-sense’ of a subjective phenomenon. My own experience from using this process has 

helped develop some of the capacities required to undertake this project. The combination of 

Gallwey and Gendlin’s early influences on me is part of the ‘groundwork’ noted in Appendix I 

as part of the methodological considerations behind this project.  

 

Searching google scholar for ‘awareness based practices for development’ turned up primarily 

unrelated hits, with some work on mindfulness practices showing up. Using Academic Search 

Complete, with the terms ‘awareness based,’ ‘practices’ and ‘development’ in abstracts, there 

was still a diverse set of results, with a few studies of mindfulness again being the most relevant. 

Changing the search terms to ‘awareness practices’ and ‘development’ returned similar results. 
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From this, a brief look at some elements of how mindfulness practices are being utilized in 

relation to leadership is warranted.  

 

Mindfulness has its roots in Buddhism as the seventh element on the noble eightfold path. The 

Pali and Sanskrit terms can also be translated as awareness. In recent decades the core principles 

of mindfulness have been developed in secular contexts, most notably by Jon Kabat-Zinn in the 

Mindfulness-Based Stress reduction program at the University of Massachusetts Medical School. 

He defines mindfulness as "paying attention in a particular way: on purpose, in the present 

moment and non-judgmentally" (Kabat-Zinn, 1994, p. 4). From this, mindfulness-based practices 

such as presencing (Senge, Jaworski, Scharmer, & Flowers, 2004) and deep presencing 

(Gunnlaugson & Walker, 2013) provide a path for applying mindfulness in organizational, 

leadership and coaching contexts. From this it is apparent that awareness practices are being used 

in relation to leadership, even if they are not widespread.  

 

Transformative Learning 
 

A brief look at the field of transformative learning can also provide some useful context for 

this project. The seminal work of Jack Mezirow (1990) provides a foundation for this. In looking 

at the question of what form is transforming, Kegan (1980, 1982, 1994) focuses on the cognitive 

form (rather than the content) of the learner’s structure of meaning making. He organizes this 

into five orders, of which the third and fourth (socialized mind and self-authoring mind) address 

the vast majority of the adult population.  

 

The journey through these orders of structuring meaning making, (and by implication how 

one perceives, interprets and acts in their role as a leader), utilizes critical reflection on deeply 

held frames of reference, or assumptions. This can be experienced as having rational as well as 

intuitive or emotional components. Integrating Mezirow’s ten steps for transformative learning 

and Kegan and Lahey’s ITC process, it is possible to describe major steps along this journey as 

including; encountering disorienting dilemmas, being able to inquire into their underlying 

sources, exploring options for testing the validity of assumptions, gathering data on such tests, 

building new frames of reference and enabling new orientations, attitudes and behaviors. Palus 

and Drath (1995) describe how experiential development programs for leaders can support this 

process and generate new possibilities for leadership development.  

 

Self-Awareness 
 

Central to many of the above concepts and a centrally addressed in this project is self-

awareness. Socrates was famous for citing the Delphic oracle in saying that the first condition for 

being human was to “know thyself.” The cultivation of leadership aimed for generating a 

philosopher king, and the training of young men to prepare them for roles in the ideal Republic 

(Plato, 1992) was aimed at cultivating self-awareness. Linked to this is what the notion of self 

was seen to be. Plato’s (1954) description of the last days of Socrates framed this in terms of the 
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doctrine of the immortality of the soul. This theme of self and soul has reverberated through the 

ages in philosophy and religion and appears today in the study of leadership as well.
5
 

 

Focusing on current research related to self-awareness and leadership, Axelrod (2012) 

examined self-awareness in relation to psychotherapy and coaching, noting the critical role of 

emotional awareness. Self-awareness is linked to emotional intelligence competencies of 

“accurate self-assessment, emotional awareness and self-confidence” (p. 345). Goleman (2006) 

noted the importance of emotional awareness and social intelligence, citing recent neuroscience 

research into mirror neurons saying that “whatever the supposed business at hand, we continually 

transmit emotions, making another feel better or worse” (p. 78). McCraty, Atkinson, Tomasino, 

and Bradley (2009) describe extensive research in the field of neurocardiology that substantiates 

this and indicates our ability to sense the electromagnetic field produced by the heart at up to 

three meters. This ongoing transmission of emotions contributes to what Kegan and colleagues 

(Kegan, Lahey, Fleming, & Miller, 2014) describe as our ‘second job’ where we spend a great 

deal of time and effort to wrestle with the daily implications of how this social-emotional 

environment plays into our personal growth. Thus awareness of our own state at an emotional 

level, and the ability to take a perspective on others to enhance social intelligence are critical 

capacities for leaders.  

 

Self-awareness itself, as a construct in leadership research is approached by many theorists. 

Fusco, Palmer, and O'Riodran (2011) note that “self-awareness … is the first of the four 

constructs shown to underpin authentic leadership” (p. 130). Ashley and Reiter-Palmon (2012) 

note that “empirical support is mounting suggesting that self-awareness is related to leadership 

such that leaders higher in self-awareness tend to get better outcomes than those with lower 

levels of self-awareness” (p. 2). Axelrod (2012) likewise says that “the critical importance of 

executive self-awareness for organizational effectiveness has been frequently noted by a wide 

array of modern leadership development experts” (p. 340). The growing acknowledgement of the 

central role that self-awareness plays in leadership and its development makes research into the 

actual workings of an awareness based approach of critical importance.  

 

This brief survey of background literature provides a contextual backdrop for some of the 

areas relevant to this project. The next step is to go into an in depth examination of the three 

focal sources chosen for this project.  

 

Background and Contextualization of the Three Sources 
 

Before delving into the details of the methodology and data analysis, it is worth taking a 

moment to present some brief background on the context within which each of these three 

sources arose. The three sources are; Kegan and Lahey’s (2009) Immunity to Change, David 

Bohm’s (1992) Thought as a System, and work from the Arbinger Institute (1997, 2006, 2010; 

Warner, 2001).  

 

                                                 
5
 There is plenty of popular and even well researched literature along this theme (Bolman & Deal, 1995; 

Chopra, 2010; Conger, 1994; Doetzel, 2006; Dorr, 2006; Hawley, 1993; Nelson, 2002). 
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Kegan and Lahey’s work is the focal point for this project, taking a primarily psychological 

and developmental lens. Robert Kegan’s early (1982) work was described above. Later, along 

with Lisa Lahey, the four column exercise (Kegan and Lahey, 2001) was developed as a 

practical tool to support development and was later refined into the immunity to change (2009) 

form that is in widespread popular use today. Minds at Work is the current business vehicle for 

spreading their work into the world.
6
  

 

David Bohm’s lens arises from a very different background. As a physicist, his PhD was 

signed off by Oppenheimer as part of the Manhattan Project. He developed the field of plasma 

physics after that, then wrote serious critiques of the Copenhagen interpretation of quantum 

mechanics. His association with Marxism while at Berkeley led to fleeing the US during the 

McCarthy era, eventually settling in the UK. His approach to understanding quantum physics 

emphasized wholeness (Bohm, 1980; Bohm & Hiley, 1993) and utilized a holographic metaphor. 

He was also influenced by the mysticism of Jiddhu Krishnamurti (1994) and this contributed to 

his influential work in the field of dialogue (e.g. Senge, 1990; Isaacs, 1999). His lens as used 

here appears as an attempt to support processes for gaining coherence in the system of thought 

(since the text is a transcript of a pre-dialogue group seminar), by understanding the nature of 

thought itself and its limitations.  

 

The Arbinger
7
 work derives from Terry Warner’s (1997; 2001) work to understand the 

fundamental ethical character of being human and from this the phenomenon of self-deception. 

His background is as a professor of philosophy at Brigham Young University. He also spent time 

at Linacre College at Oxford where some of his seminal ideas developed. The Arbinger Institute 

was founded in 1979, and its work expanded significantly upon the publication of Leadership 

and Self Deception in 2000 (which has sold over one million copies and is available in 27 

languages). Today they have offices in 20 countries and support individuals and organizations in 

improving culture and resolving conflict.  

 

This represents three lenses that I have utilized in this project which can be characterized as; 

psychological, objective and ethical, all being applied to a phenomenon at the heart of the human 

experience, the gap between our aspirations for change and our ability to achieve the changes we 

wish.   

 

Methodology 
 

In this section I describe the methodology used in this project. There are two main aspects of 

the methodology. The first is a set of considerations relevant to the approach to and preparations 

for the project. This is described in more detail in Appendix I. Briefly, this set of considerations 

begins with the notion of bricolage, or a bricoleur as someone who “works between and within 

competing and overlapping perspectives and paradigms” (Gidley, 2007, p. 6). From this 

                                                 
6
 Through Minds at Work they also train coaches to work with this process and I have been fortunate to 

work with a number of individuals who have been through this training. 
7
 In this article, for convenience I use the term Arbinger to cover both the writings published under the 

corporate name of The Arbinger Institute (where they explain that multiple authors involved chose 

anonymity to focus on the work itself) and the work of founder Terry Warner. 
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orientation comes the sense that my goal in this project is less to show findings in an empirical 

sense and more to reveal a sense of feeling into a view.  

 

There is a clear sense in which this project falls under the heading of metatheory. Edwards 

(2010) includes a number of steps in undertaking such work: groundwork, domain specification, 

design, multiparadigm review, multiparadigm analysis, metatheory building, implications, and 

evaluation. How these are addressed is outlined in Appendix I. The nature of this project also has 

a strong heuristic element. Here I worked with a sense of using my own sensitivity to the subject 

of inquiry as a kind of ‘tuning fork’ to look for resonances. Finally, interpreting the data required 

a hermeneutic orientation as well. All of this served to dynamically steer the research process. 

 

I employed this set of methodological considerations as I undertook selecting quotes from the 

texts that form the basis for this project. For the content analysis of these textual extracts I was 

able to draw on a more analytical set of tools, specifically in the form of using the NVivo 10 

software program to perform various analytical manipulations. 

  

The first step in this process was the reading of the above described texts with an eye towards 

statements that were perceived to have some relevance to the overarching theme under 

consideration. This yielded 19 pages or 9146 words of statements (with some brief reflections 

related to them in the set of Arbinger notes), which were loaded into NVivo 10 in three files, one 

for each source.  

 

Queries, or analyses performed by NVivo on the texts, were done at five levels of word 

specification: exact, stemmed, synonyms, specializations and generalizations. Specifications for 

these queries were given for a four letter word minimum and up to 100 results (see Appendix II 

for tables of the most relevant results for each query). This resulted in identifying ten terms as 

most relevant for further investigation: change, cognitive, conscious, feelings, immune, make, 

others, self, system and thought.  

 

Using a coding function in NVivo, nodes, or categories of data, were generated by the 

program for each of the results from each query (the ten themes listed above, with a node for 

each time each of those ten themes occurred in one of the five levels of specification listed 

above). These nodes contained each term found by the query with five words prior to and after 

the term as they occurred in the text. 

 

This set of ten terms was then used to create new nodes. These nodes were populated by 

manually going through the coded text from each of the original query node results (which 

ranged from 32 up to 495 items) and copying relevant text that illustrated the various uses of 

each term until each new node was populated with a saturated set of phrases around each of the 

ten terms.  

 

Each of these ten nodes was further analyzed to produce a table that listed descriptions of how 

each of the three views used each of the ten terms. (This table, with summaries included, came to 

eight pages with 1700 words and is not included here). These 30 sets of the uses of the ten terms 

were then summarized to draw out a more essential description of themes emerging from the 

selected text excerpts. This resulted in a two page table, with the key constructs related to each 
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set of three uses of the ten terms (see Appendix III). These results form the basis of the key 

themes in the findings section. 

 

The next step was to examine the conceptualizations and uses of each of these ten terms in 

relation to the original body of textual extracts used for the data analysis. NVivo provided 

highlighted text within the full text related to each of the items in the ten nodes, making it easy to 

see them in their broader context. Examples from this step were used to illustrate the key themes. 

A rich description of these ten themes is found in Appendix IV. Finally, once this summary and 

illustration of the ten themes was complete, they were reviewed in order to examine how the 

themes intersected, overlapped and informed each other. 

 

Findings 
 

In this section I describe the results of this textual content analysis into the conceptual 

relationships between the three sources of data used for this project. This consists of two parts. 

The first is found in Appendix IV, providing an extensive description of the ten themes that 

emerged from the textual analysis. They are presented in the order of; self, conscious, immune, 

system, others, feelings, change, make, thought and cognitive.
8
 In the second part starting just 

below, I weave these key concepts into a more integrative sense of what the juxtaposition and 

combination of these three views can produce.   

 

Following from the description of the ten themes described in Appendix IV, the next step in 

the process of making sense of this set of data was to review those descriptions and illustrations 

by using the two focal points set out at the beginning of this article. The first was to look for 

conceptions that could enrich the understanding of the immunity to change process.  The second 

was around building a foundational conception of what awareness based practices for leadership 

development could look like.
9
  

 

It is clear that there are also many other possible connections, interpretations and implications 

that could be focused on. Here, it is clear that I have relied on my tacit knowledge to look for 

interpretations that aid in making this notion of feeling into a view more explicit, which was 

noted in the methodological considerations as being one of the purposes of this project.  

 

Weaving Threads 
 

One simple observation was to notice that linking the first four terms analyzed (according to 

the criteria I used for ordering them), one gets the conception of a self-conscious immune system, 

which presents an interesting phrase loaded with possible implications. Also, arising from the 

analysis of the first two terms was an observation that there is a clear distinction between being 

                                                 
8
 This appendix can provide a number of pieces of background information that readers may find useful. 

In addition to summary descriptions and quotes to show in some detail how each of these terms were 

used, there are also comments that might clarify questions arising, such as why certain terms are in this 

list, the order of the presentation of the terms as well as how they are used by each source. 
9
 While the influence of first focal point is relatively easy to spot in the following, the second one is not as 

obvious. However, I believe that the influence of attending to it becomes more visible later in the 

discussion. 
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self-conscious (or having attention focused on a self that is produced by the system of thought) 

and being aware, or awareness in itself. This is linked to the distinction made in relation to the 

term self, where Kegan and Lahey appear to use the term self as a given, an identity or ‘entity,’ 

while both Bohm and Arbinger utilize the concept of self in more in connection with illusion, 

incoherence or deception. The notion of the virtuality of self (Rowson 2008) is relevant here, and 

will be brought forward in the discussion below.  

 

Further disentangling this set of threads, Kegan and Lahey talk about the immune system as 

something that operates automatically, as something we are unaware of. Bohm talks about it this 

way as well, but extends this into describing the resistance in the system of thought specifically 

to the avoidance of unpleasantness. Arbinger talks about an anxiety management system similar 

to how the immune system is described by Kegan and Lahey. They link this to constant 

resistance and the assertion of self.  

 

Looking deeper into what is implicit in the conception of being self-conscious, how the term 

change is used becomes relevant. Change is linked to the self-image dying. The conception of a 

self and being conscious of it, (being ‘self-conscious’), is linked to how the system of thought is 

invested in maintaining all this by keeping our attention directed to and through the self. At the 

same time there is a link between the self-image dying and awareness as distinct from this self-

consciousness. This will become an important distinction later. 

 

Kegan and Lahey’s (2009) core concept is all about this immune system. As the second pair 

of terms in this initial configuration, the notion of an immune system is seen by them as “making 

a mistake sometimes” (p. 37). This can be connected to a lack of awareness and later to 

incoherence. While Kegan and Lahey’s description of our psychological immune system is 

drawn from its biological equivalent, Bohm’s description is of a set of reflexes that include 

thought, feelings and physiological aspects like electrochemical impulses in the brain as well as 

including the whole of society.
10

 How this system of thought impacts other relevant aspects of 

this inquiry will be taken up later.  

 

Moving on to examine how the conception of others is used, the distinction between 

awareness and self-consciousness comes up again and can be linked to Arbinger’s notion of 

collusion. In this concept, the lack of awareness is tied to being self-conscious, which leads to 

inviting others to participate in collective self-deception. There is a link, (possibly implicit in this 

view), connecting the notions of self-consciousness and self-deception. One way to derive that 

implication is from seeing how Arbinger describes our way of being towards others as touching 

our deepest sense of right or wrong. The shift we are looking for, (explored more below), comes 

from attending to “the light coming from others” (Warner, 2001, p. 51).  

 

Feelings come into the picture as well, and Kegan and Lahey are clear that it is necessary to 

engage them for the ITC process to work. At the same time Bohm describes the feeling of 

necessity as contributing enormously to resistance (or immunity) to change. This feeling of 

necessity, or ‘it cannot be otherwise,’ or even ‘don’t yield,’ is a core way in which feelings 

                                                 
10

 I notice a similarity here with the conception of memes as carries of ideas and culture across society. 

There are also similarities to how the notion of 
v
memes is used in the work of Graves (1974) and Beck 

and Cowan (1996).  
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impact our immunity to change. If our big assumption implicitly says ‘don’t yield’ and is linked 

to an automatic set of reflexes acting outside of awareness, then how do we imagine affecting it? 

While part of the answer provided comes later, here Arbinger describes the distinction between 

feelings of deception and our moral sense being corrupted, from the liberation possible from a 

correct understanding (or coherence in Bohm’s terms) of a given situation. 

 

Moving deeper into seeing how the possibility of (or resistance to) change is perceived, 

Kegan and Lahey talk about change in terms of moving aspects of our meaning making from 

subject to object. According to Bohm, resistance to this comes from unpleasantness, 

identification and the reflexes around necessity. This necessity is also tied to the self-conscious 

identity produced by the system of thought, all happening outside of awareness. Arbinger adds 

nuances to this in that unpleasant emotions seen as are inherently dishonest and thus 

“intrinsically resistant” (1997, p. 9) to change. Both Bohm and Arbinger note that this is not a 

passive process, but that there is an active participation in creating deceptive perceptions from 

inserting representations of thought into perception or the projection of accusations. All of this 

points to change needing to come from somewhere deeper than thought, or self-consciousness.  

 

This kind of active process of creating reality is how Kegan and Lahey (2009) talk about the 

function of the immune system. However, this reality can be guided by “false belief” (p. 50). For 

Bohm, the most fundamental of those false beliefs is the one where the system of reflexes of 

thought creates images of reality then inserts them into perception while denying its active role 

in doing this. Extending and linking this to the domain of the self-image, Bohm (1992) also 

describes how the system of thought gives false information and “produces the thought that it is I 

who am doing everything” (p. 92) and that we have this feeling that we are the ones controlling 

thought. In this sense, the notion of self is a virtual construction of the system of thought.
11

 

Arbinger (1997) adds to this by describing how “we live a lie” (p. 8) that then takes the shape of 

an accusation, which directs attention away from this process and externalizes any problems by 

blaming others (also described as justifying ourselves).  

 

While Kegan and Lahey’s description of change in the immune system is framed in terms of 

subject object shifts, Arbinger describes this change in terms of making distinctions between the 

light and darkness as a way to know the difference between right and wrong. They show how our 

conscience can be deceived, since it is a faculty connected to cognitive functioning. From this it 

can be surmised that the place from which subject object shifts are made is not thought, but a 

place from which we can direct attention.  

 

For Bohm (1992), the result of directing attention is described in terms of coherence or 

incoherence. It is also pointed out that insight is something that has the possibility to be outside 

of the entire system of thought. This offers an opening to a place from which we can direct 

attention towards generating coherence in thought. Insight can improve coherence through its re-

hardwiring of the system of thought. The process of accessing or coming from insight results not 

only in greater degrees of coherence, but also of freedom understood as “the creative perception 

of a new order of necessity” (p. 220). This can be viewed as another way of talking about Kegan 

and Lahey’s notion of transforming our immune systems into a bigger better one, or even 

changing the big assumptions that govern the immune system. So even if this reality that the 

                                                 
11

 This theme of the virtuality of self is taken up at length in the discussion. 
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immune system produces is virtual, governed by what is taken as necessity, we can improve the 

nature of this virtual reality. 

 

Using the language Arbinger provides, we can describe this in terms of moving into the light 

or truth that life instructs us with. The lack of light is of course darkness, where we lose our 

capacity for discernment or the choice of where to direct our attention. If we wish to direct our 

attention in such a way as to gain freedom from the constraints and limitations of our immune 

systems, then we need the light of insight.  

 

Summary  
 

Kegan and Lahey (2009) are clear that we cannot think our way out of this immune system, 

which naturally tries to “save our lives” (p. 50). Following from the inquiry above a question 

arises: is this immune system actually trying to save the life of a virtual self-image that the 

system itself creates? They describe how it is necessary to use both a change of mindset through 

subject object shifts and behavioral change through action in order to effect lasting change that is 

transformative. This can result in fundamental changes to the structures of the meaning making 

that we are subject to. However, this investigation has aimed to explore ways to deepen and 

broaden our understanding of how to overcome this immunity to change. What can we say in 

addition to their prescription for change?  

 

From Bohm we can see that the resistance of the immune system is from the system itself, 

even to the electrochemical reflexes in the brain that precede conscious intention. Thus for 

change (at least change in the direction of coherence) to happen, it is imperative to be able to 

access a space or source outside this system and this is described as insight. At the same time 

there is a distinction between self-consciousness, or a self-image, and awareness. Bohm 

describes this kind of awareness as being proprioceptive in relation to the system of thought, or 

able to be aware of the functioning of thought as it is happening, and thus in a position to have 

insight or discernment in relation to the coherence or incoherence of the thought arising.  

 

From Arbinger it can be seen that all these cognitive processes are linked either to self-

betrayal (and the chain from there into self-deception and justification), or to perceiving the light 

of truth. The former is synonymous with propping up an idealized image of ourselves which is 

intrinsically embedded in darkness and the inability to use our conscience or moral sense to get 

ourselves out of the situations we are in. In the light of truth lies our hope. 

 

Kegan and Lahey want to transform the immune system and say that it even tries to “save 

your life.” Bohm sees this system as functioning in an incoherent manner, (at least left on its 

own); while Arbinger says it needs to die. Can Kegan and Lahey’s method be seen as trying to 

make the system of thought more coherent? Yet does this process itself become a dead end or at 

least give limited returns at some point? Is the next step to perceive the immune system and self 

it produces as a virtual entity, somehow of value and useful for our experience, but also in the 

end hiding something essential and critical? Does this self need to die in order for “sensitive 

human beings” (Warner, 2001, p. 77) to emerge? 
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The notion of necessity in relation to self appears to be a key link holding the fundamental 

resistance to change in place. This is also tied to how we conceive of identity. Bohm notes that 

an alternative orientation or conception could be the idea of moving to a creative rather than 

identified sense of being. This creative sense of being is also linked to proprioceptive insight, or 

awareness as something outside of the system of thought. This is also linked to “the light, or 

source of our understanding of right and wrong” (Warner, 2001, p. 133) as a source or space 

outside the darkness of the system of thought when it is incoherent. 

 

This summary has aimed to draw out the most essential points coming from the analysis of 

textual extracts from the three sources. It also represents the result of using the heuristic 

approach of trying to make tacit knowledge explicit through working with what stands out or 

resonates in these extracts and the results of analyzing them in relation to each other. From this 

phase of the project, it is now time to turn attention back to the starting points of this inquiry and 

discuss these findings in relation to a larger discourse.  

 

Discussion 
 

How can the lenses from Arbinger and Bohm add depth or even offer new possibilities to 

Kegan and Lahey’s descriptions of the immune system and how to change it? Some answers to 

these questions have emerged above. However, as noted above, the aim of this project is not to 

come up with answers, (although if some emerge that is ok), but rather to give a sense of feeling 

into a view. Thus the main goal of this discussion is to explore how this view can shine light on 

various aspects of the phenomenon under study. 

 

The second major question this article focuses on is about what can we learn about the role of 

awareness in leadership, change and transformation processes? In relation to these two questions, 

the discussion that follows is made up of two parts. The first section is around the findings just 

described and possible interpretations, implications and links for the ITC process itself. The 

second section is to broaden attention back out to the larger context of leadership development 

and see how the conception of awareness based practices can influence leadership development. 

In keeping with intention of bounding the scope of the current project I focus on two key 

elements for this; self-transcendence (and the implication of wisdom in it) and awareness in 

relation to leadership development.  

 

The Wisdom of Self-Transcendence 
 

In reflecting on the implications of all of the practice, energy and thought (by not only Kegan 

and Lahey but also by an ever growing number of practitioners), that has gone into the 

development and practice of the immunity to change process, I have the feeling that there is a 

generally held, even if implicitly, view that it is somehow wise to be able to overcome our 

immune systems and no longer be subject to limiting or incoherent big assumptions. Emerging 

from the inquiry at the heart of this project, the most central big assumption revolves around the 

identification with a sense of self.  
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The Virtuality of Self 

 

Bohm’s description of the system of thought as a set of electrochemical reflexes in the brain 

that precede conscious intention has been seen elsewhere, most notably in the experiments of 

Benjamin Libet (Libet, 1989, 2003; Libet, Gleason, Wright, & Pearl, 1983) who found that 

neural activity preceded conscious intention by up to half a second. This research reinforces the 

view that the self-conscious being that we experience as making choices is somehow functioning 

outside of (or at least in a limited domain relative to) an awareness of what is actually going on. 

Thus this perspective that the system of thought or immune system acts ‘outside of awareness’ 

continues to reinforce this distinction between awareness and self/self-consciousness. Can the 

conception of self as virtual that was alluded to earlier (Rowson, 2008; Varela, 1999) help us see 

other ways of relating to self? 

 

To explore this further, it is worth delving into Rowson’s (2008) description of the conception 

of the virtuality of self.
12

 Rowson describes what happens when we step beyond our 

conventional constructs in a way that is similar to what has appeared in the present inquiry: “I 

suggest that the structure we are stepping out of is our constructed and often limiting notion of 

our own self, and the ‘shock’ and ‘break’ we feel is a glimpse of our own virtuality” (p. 86). The 

roots of this concept have of course been with us for a long time. 

 

The idea, in essence, is the traditional Buddhist claim that selfhood is a powerful and 

functional illusion, but is ultimately groundless, and that in becoming aware of the ways in 

which our sense of self is constructed and maintained we free ourselves from some of the 

limiting assumptions that hinder the development of wisdom. (p. 4) 

 

If we take it to be generally true that we think it is wise to overcome our immune systems, then 

this perennial view about the wisdom of transcending a tightly identified sense of ourselves (see 

also for example Plato (1992) or Walsh (1999)) can play a key role in understanding how to 

work with the immunity to change process. 

 

To explore this further, it is worth taking another step along the line of reasoning Rowson 

(2008) presents. One element of this is that we need to get out of the system of thought itself to 

have direct experience of this place of awareness, light or insight. 

 

So even when one accepts that the self is some kind of persistent illusion or theoretical 

construction, you can’t just ‘snap out of it’, … The more challenging question is whether 

and why we might function more wisely if we became more fully aware of the nature of 

self, and not just in terms of comprehension, but experientially. (p. 179) 

 

It is this aspect of experientially that is crucial here. This experience would seem to be about a 

more coherent or direct awareness of reality, less (or not at all, but that is a larger discussion 

beyond the scope of this article) mediated by the inherently limited representations of the system 

of thought, or alternatively, creating more coherent representations. At the same time, as Rowson 

                                                 
12

 This is in the context of his Pd.D. work (2008): From Wisdom-Related Knowledge to Wise Acts: 

Refashioning the Concept of Wisdom to Improve our Chances of Becoming Wiser. 
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indicates, we do not suddenly ‘snap out of it’ and perceive reality in a radically different way.
13

 

It seems we need some representations to utilize in mediating our experience, and thus the search 

for more coherent ones.
14

  

 

Awareness and Insight  

 

In searching for examples of such representations, Deikman (1996) equates “I” with 

awareness. He distinguishes between I and self, saying that “this ‘I’ should be differentiated from 

the various aspects of the physical person and its mental contents which form the ‘self’” (p. 350). 

For Deikman, who we are is awareness, the ‘I’ that observes the contents of experience (yet also 

having its ground of existence independent of the contents of experience).  

 

From this and Rowson’s line of thinking above, I perceive that to be able to proprioceptively 

and coherently perceive the virtual nature of self appears to be the epitome of wisdom. “The 

realization that the self is virtual brings with it the balance of knowing and doubting, the 

openness to experience and the psychological mindedness that I have already suggested are 

central to wisdom” (Rowson, 2008, p. 194). This act of realization is “ontologically different 

from perceptual knowledge” (Deikman, 1996, p. 355). It could be said that it is one way of 

talking about feeling into a view. 

 

To access this kind of realization of awareness “experientially has a transformative effect” 

(Rowson, 2008, p. 192). In terms of Kegan and Lahey’s immunity to change process, the 

transformative effect comes from a combination of the subject object shift and taking action in 

the world. They say that this transformative effect is not “accomplished by just seeking 

‘insights,’ as empowering or clarifying as those insights might feel” (p. 222). They go on to 

show how “understanding more and more deeply what motivates us” (p. 222) is in itself 

insufficient for transformation. From this it seems worth investigating how they are using the 

term insight in relation to what has been found in the inquiry undertaken in this article. 

 

It appears that Kegan and Lahey’s use of the term insight is not the same as Bohm’s. It seems 

that their use allows for insight to be something that occurs within the immune system. This is in 

the sense that the ‘self’ has an ‘insight’ which Kegan and Lahey point to as insufficient, 

requiring action to supplement it in order for the transformative change to occur. Coming from 

Bohm’s view, this kind of insight, that is had by the self, is not the same as insight coming from 

beyond the system of thought and thus from beyond the self that system constructs. In this latter 

case, insight is more related to awareness, or maybe that it comes from awareness and the self 

merely receives it. However then, as noted by both Bohm and Arbinger, the self lays claim 

(incoherently, or as an act of self-deception) to the insight as being something that it generates 

itself.  

 

                                                 
13

 Although there are certainly many reported cases of such experiences, they are not the norm and 

beyond the scope of this article. 
14

 There is also an entire discussion about how any direct experience is at some stage interpreted by this 

system of thought according to our level of cognitive functioning, as well as cultural and other socially 

constructed influences. To what degree coherence relates to (or does not relate to) cognitive development 

stages is another matter, but that is also beyond the scope of this discussion. 
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How does this distinction between self and awareness impact the use of the term self-

awareness as noted in the literature review? There the construct self-awareness appears to be 

utilized without so much explication of the deeper ontological assumptions implicit in it 

according to the view laid out in this inquiry. In the way it is used in the literature reviewed 

above, the notion of self is more like how Kegan and Lahey use it, as an identity or entity. 

Awareness of self is linked to constructs like self-assessment, awareness of our emotional states, 

or of social relations. One definition given is that self-awareness “is an inwardly-focused 

evaluative process in which individuals make self/standard comparisons with the goal of better 

self-knowledge and improvement” (Ashley and Reiter-Palmon, 2012, p. 2). It is apparent that the 

deeper distinction generated from the present inquiry is not readily apparent in such uses of the 

term.  

 

Coherence  

 

From these reflections and explorations it is possible to give a preliminary description
15

 of 

awareness as the experiential realization of the virtuality of self. Along with the insight coming 

from such realization, awareness enables a different possibility for transformation than insight 

appropriated by a self that is part of the immune system. This also has to do with coherence, in 

contrast to the very fundamentally incoherent act of the constructed self appropriating insight, (or 

reducing insight to something reinforcing the system of thought and self-image), and then 

claiming to be the source of insight. 

 

This raises a question around ethics. How ethical can such a self-deceptive process be? There 

is a fundamental self-deception that comes from the system of thought keeping us tied to 

identifying with this virtual self. For Arbinger, the move from the darkness of such self-

deception into the light is characterized as an ethical move. We can see this in Varela’s (1999) 

thought when he claims that “ethical know-how is the progressive, firsthand acquaintance with 

the virtuality of self” (p. 63). This matches up very nicely with Arbinger’s view of the 

implications of an I-Thou relationship (Buber, 1958) being the fundamentally ethical basis from 

which to engage others. In particular, we are encouraged to focus on the transformative effect 

that comes from acting on the impulses we realize coming from the light of humanity in others. 

For Arbinger, the ethical use of cognition is in turning our attention to this light.  

 

Immunity to Change Revisited 

 

To bring this back to the examination of the immunity to change process, it is possible to 

frame the micro subject object shifts Kegan and Lahey describe in terms of dis-identifications. 

The move of dis-identifying with various aspects of a notion of an identified self that we have 

been subject to can then be seen as an ethical move, or even in terms of being more coherent. It 

can also be described as a process of chipping away at or deconstructing layers of illusion 

collected by our immune system (or the system of thought) in order to protect the identification 

with the self it has constructed. This process can even be viewed as opening a window (letting 

the light in) into the experience of the virtuality of at least some small aspect of self. 

 

                                                 
15

 I avoid the term definition as I prefer not to get into all of the limitations and constraints I perceive as 

inherent in the concept and practice of defining terms.  
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Bringing this part of the discussion to an even sharper focus, what can be gained by reframing 

what we are subject to at the levels of the socialized and self-authoring mindsets? The 

fundamental self-deception and big assumption in the socialized mind might take the form of 

identification with social norms, forms and roles in society being taken as ‘real’ rather than 

constructed.
16

 Peeling away one rather large layer like this enables the self-authoring mind to be 

the ‘operating system’ within the system of thought. Filtering incoming and outgoing 

information according to its own agenda enables a more complex and powerful stance in relation 

to the world. Yet Kegan and Lahey (2009) note that this improved, more complex version of the 

self “may also be a recipe for disaster if one’s plan or stance is flawed in some way” (p. 19). 

Incoherence can strike with any level of complexity of mind. This points to the importance of 

having more coherent conceptions (or beliefs) as content being used within any order of 

consciousness. Peeling away the structure implicit in the self-authoring mind can lead to 

operating from what Kegan describes as the self-transforming mind,
17

 yet the same issue of 

coherence of contents persists.
18

 

 

Coherence can thus be partly understood in terms of structures of consciousness in that the 

higher orders of this have a more flexible relation to the contents of the system of thought. 

However, it is also clear that the contents of consciousness play a role in this at whatever order 

of consciousness we are operating from.
19

 While complexity of meaning making will influence 

how we interpret the content of experience, the underlying and mostly implicit assumptions and 

worldview will also shape the content and how it is interpreted. At the same time, it has been 

noted that coherence also has to do with awareness as the experiential realization of the virtuality 

of self (and by extension and association, the virtuality of our perception of the world as a whole 

from within this virtual or identified self). This brings the discussion back full circle, to seeing 

the wisdom inherent in transcending the identification with self.  

 

The discussion thus far has highlighted the new possibilities Bohm’s and Arbinger’s views 

bring to the immunity to change process. This centers on a fundamental choice for self-

transcendence, or to use a belief, mental model etc. that is more coherent. The contents of this 

revolve around the virtuality of self and moving away from identification with self as a kind of 

ontologically real entity. The re-conceptualization of the construct self is essential to leverage our 

attempts to transform our immune systems. I now direct attention to the second focus of this 

article, the implications of this for leadership, its development and practices. 

                                                 
16

 This seems to make an easy and obvious connection to the central concepts of social constructionism 

(Gergen, 1994). Further links and thinking about how the findings and distinctions in this inquiry might 

inform social constructivism are for the future. As well, how these conceptions could inform our 

understanding of the self-transforming mind is also beyond the scope of this article. 
17

 I have heard that the ITC process is not really designed so specifically for the transition from self-

authoring to self-transforming. It would be interesting to see how utilizing the set of conceptions 

emerging from this inquiry could inform a process more targeted at that particular transition.  
18

 Suanne Cook-Greuter (2010) eloquently addresses the misconceptions around presumed advantages of 

higher order structures of meaning making in themselves being sufficient for people to function well in 

society. 
19

 As well, this is only examining this from the notion of using the construct of ‘inner operating systems.’ 

Fisher’s (1980) dynamic skill theory can offer another conception to examine this from, but given this 

article’s focus on Kegan and Lahey’s immunity to change process, exploring that lens would be for 

another time.  



Reams: Immunity to Change Revisited 
 

 

INTEGRAL REVIEW    January 2016   Vol. 12, No. 1 

83 

What can this View of Awareness Contribute to Leadership Development? 
 

The notion of the wisdom of self-transcendence has been described as fundamental in relation 

to (transformational) leadership (Carey, 1992). From this, what are the broader implications of 

this for leadership and its development as a whole? This is the question I turn to next. Here I 

revisit relevant aspects of the literature reviewed earlier, as well as other sources that appear 

relevant, to see what can be gained from applying the findings from this project to those ideas. 

 

In terms of looking at awareness based practices as a concept for leadership development, the 

conception of awareness is now more clearly articulated as the experiential realization of the 

virtuality of self. This is related to the source of insight and a “creative notion of being” (Bohm, 

1992, p. 169), or the light of being coming from others (Warner, 2001). This is in clear contrast 

to the functioning of the immune system/system of thought operating outside of awareness and 

generating a virtual self. The identification with this virtual self leads to self-deception and all 

that comes with it. From this, the concept of an awareness based approach to leadership 

development practices takes on a richer set of meanings and points to a deeply grounded sense of 

presence in a more coherent perception of events in life. 

 

Developmental Implications 

 

First of all, I note that there could be a further link worth exploring in relation to how Fisher’s 

work on dynamic skill theory could be connected to, or utilized in relation to this notion of 

awareness as being outside of the immune system, or any constructed sense of self. Fisher’s 

work never used the term ego, and in this sense, can be seen as somehow grounding itself, even 

if only implicitly, in this domain outside the system of thought. A future project could be to 

examine how tools built from Fisher’s theory (Dawson et al., 2005; Dawson & Stein, 2011; 

Stein, Dawson, & Fischer, 2010), especially as related to leadership development skills,
20

 could 

benefit from applying the conceptual view described here.  

 

Next, it has already been noted that there are new possibilities in how to approach the 

immunity to change process. At the same time, there could be implications for ego development 

theories in general. If ego development is implicitly oriented towards building ever more 

complex capacities in a self that is inherently virtual, it is possible to imagine it being ever more 

challenging to master such constructions of self.
21

 I do not view this as problematic in and of 

itself; simply that it invites consideration of how this complex, sophisticated and capable virtual 

self is kept operating in service, and not as the master. The implications of this for leadership are 

many. One consideration is how can a given population discern the subtle levels of fallacy and or 

incoherence that could creep into leadership coming from such a complex virtual self?  

 

 

 

                                                 
20

 In particular I am thinking about how to understand using the LDMA, or Lectica/Leadership Decision 

Making Assessment from Lectica. 
21

 It is also possible to link this to Vaughan’s (1995) (and others) notion of the inward arc, where we 

develop ego only to eventually transcend it.  
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Leadership Development  

 

Day & Dragoni’s (2015) review of leadership development research mentioned above 

identifies leadership self-efficacy, self-awareness and leader identity among the key indicators 

for leadership. It is easy to note that the first two items involve self and the third (of four in total) 

is about identity. In light of the present inquiry, it is worth taking a critical look at how those 

constructs are employed in leadership development work. While a thorough undertaking of this 

is for future projects, some initial considerations can be put forward.  

 

First, Day and Dragoni use the term self-awareness, mixing the two key terms that came to be 

seen in contrast to each other in this project. Various sources cited in the literature review also 

note the term self-awareness as central to leadership competency. It was noted above in the 

discussion that how self-awareness is used in relation to leadership development does not 

generally address the distinction between self and awareness highlighted here. What might be 

useful in light of this is to reflect on how the construct of self-awareness is held by the tacit 

views apparent in such discourse. Is it a self that is aware of its own nature, or is it awareness 

that is proprioceptive of the virtuality of self? Can making the distinctions noted here between 

the two terms bring additional clarity or even coherence to the discourse on self-awareness in 

leadership? 

 

Then what about self-efficacy? Given the distinctions made in this project, self-efficacy could 

be similar to how it is described above in relation to ego development; what if the self, with this 

fundamental incoherence limiting it, is so efficacious that it takes control and sees itself as the 

ultimate master of its world? This could lead to a subtle but deep flaw in how leadership is 

practiced, certainly a lack of humility. In light of notions of servant leadership (Greenleaf, 1977), 

seeing self as overly masterly could go against the grain of being of service to a larger sense of 

purpose. On the other hand, self-efficacy could be conceived in terms of awareness being 

efficacious in proprioceptively enabling the virtual self to be more and more coherent, and thus 

better able to serve a larger purpose.  

 

Finally, the notion of an identified sense of being has been understood as a problematic 

orientation to how we conceive of our beingness in the world. Leadership identity could suffer a 

similar fate as the previous two constructs. It could lead to a type of self embeddedness which 

Carey (1992) described as a fundamental option, but one that leads away from the practice of 

leadership. The other fundamental option is for self-transcendence, which is viewed as the key to 

practicing transformational leadership. All of this points to the importance of making implicit 

views, or fundamental big assumptions, sufficiently explicit, at least in relation to this key area. 

How the construct of self is tacitly informing the lens through which we are viewing leadership 

is, from the present inquiry, viewed as critically important.  

 

Above, I claimed that one aim for this article was to find how the conception of an awareness 

based practice could facilitate relevant developmental growth applicable for leadership. The 

question was raised above in relation to implications of the findings of this inquiry and the field 

of ego development theory as applied to leadership development. Here I want to breifly address 

some key points that I believe are worth examining. There are currently a number of ego 
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development models that have been utilized for the purposes of leadership development.
22

 

(While I believe that many creators of these tools and frameworks are mindful of the distinctions 

I am foregrounding in this article, I am not sure of the degree to which the implications of the 

distinctions and view underlying them permeates the everyday application of these frameworks 

among the broader community of practice). Above, I described some possible implications of 

dealing with ever more complex constructs of a virtual self. It could be said that a primary focus 

of these models is very much on developing the very self that has been viewed as problematic. A 

response I noted above is that from the view arising here, the challenge is to keep in mind a kind 

of ‘personal mastery’ (Senge, 1990) that maintains awareness (or ‘mindfulness’) of the virtuality 

of this self that is becoming ever more complex (and thus ever better at hiding its own virtuality). 

 

Mindfulness and the Presence of Awareness 

 

This brings up the topic of mindfulness and its relationship to the kind of awareness discussed 

here. The brief survey of mindfulness presented above desribed both some early sources of this 

orientation for my own thinking as well as some recent approaches characterized under the 

conception of presencing (Scharmer, 2000, 2007; Senge et al., 2004). The critical (as well as 

appreciative) review I did of Scharmer’s Theory U (Reams, 2007) highlighted what I perceived 

as some implicitly held limitations in the view behind how presencing was conceived. More 

recently Jaworski’s Source (2012) also addressed the issue of what is at the bottom of the U, or if 

presencing as a concept is actually a gateway into a deeper experience. This deeper experience, 

in light of the present inquiry, can be conceived of as the awareness itself in the form of the 

experiential realization of the virtuality of self. As noted above during the exploration of Rowson 

and Varela’s conceptions of this, maintating a degree of awareness is seen as the core of wisdom. 

Thus it is possible to think of mindfuness as maintaining awareness and realization of this 

virtuality, creating keeping the self in a coherent context or perspective.  

 

This kind of mindful awareness is perceived as central to leadership. This notion is also found 

in the work of Chatterjee (1998), who states that “leadership is not a science or an art, it is a state 

of consciousness” (p. xix) and that “we can now begin to grasp the phenomenon of leadership as 

the field of awareness rather than a personality trait or mental attribute” (p. 24). Conceiving of 

leadership in this manner, given the rich set of associations and connotations that have been 

found here in relation to awareness, allows for a clear connection to the distinction made 

between awareness and self. Here there is the addition of the term field to awareness, giving a 

nuance that can be utilized further in this discussion. 

 

                                                 
22

 A brief survey I did recently for another purpose revealed a surprising number of instruments. Some 

were values based developmental models such as Brian Hall’s, Richard Barrett’s and the Spiral Dynamics 

work. Ego development tools included Bill Torbert’s Global Leadership Profile, Susann Cook-Greuter’s 

Leadership Maturity Framework and corresponding Maturity Assessment Profile, Terri O’Fallon’s 

StAGES model, Otto Laske’s Leadership Development Assessment and Bill Joiner’s Changewise 360. Of 

course many consultants also use Kegan’s subject object interview protocol to support leadership 

development work.  
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A field has properties that come from what can be conceived of as initial conditions.
23

 These 

conditions are often stable, or not accessible to change without the capacity to directly perceive 

them. The effects of these initial conditions and the fields they create are also referred to in some 

discourses as culture in an organization, which is generally perceived as very difficult to produce 

meaningful changes in. This is visible in the phrase from Peter Drucker that Culture Eats 

Strategy for Lunch (Coffman & Sorenson, 2013). Owen (2000) talks about myth and storytelling 

in relation to culture and its transformation, pointing to the power that is available in a leader 

being able to shape the field or culture through the culture generating method of myth and 

storytelling. From this the ability to consciously (and coherently) perceive the initial conditions 

that generate these fields can be conceived as an act of leadership.   

 

Central to this is the how “high-energy seeing enables you to touch events or persons with a 

quality of awareness” (Chatterjee, 1998, p. 3). The quality of awareness referred to by Chatterjee 

can be interpreted here as the kind of self-transcendent, coherent and insight generating creative 

conception of being that came from the findings of this inquiry.
24

 This is further exemplified by 

Chatterjee saying that “there comes a time when an individual becomes irresistible and his action 

becomes all pervasive in its effect. This comes when he reduces himself to zero” (p. 51). This 

reduction of self to zero is the ultimate self-transcendence, a move away from being identified 

with not only a self, but any of the roles or even objects that become centers of identification.  

 

Concluding Reflections   
 

Here, near the end of the journey of this project and article, I find it useful to look back and 

try to summarize what has come from this inquiry. First, what can be said about the ITC process? 

The concept of overcoming our immunity to change has been examined by analyzing how two 

other lenses on this phenomenon can add nuance and distinctions. Given that big assumptions 

play a critical role in the ITC process as described by Kegan and Lahey, it is clear that the 

content of our beliefs and making them more coherent is central to success in this. The inquiry 

undertaken here focused on how the identification with self is held to be the central assumption 

limiting change. If we are embedded in an identified sense of self, we fall prey to a fundamental 

self-deception which darkens our perception of the world and leads to all manner of self-

justification that creates the problematic challenges in our lives. We end up living outside of 

awareness in the immune system’s constructed representations of reality.  

 

The antidote for this darkness or incoherence of perception is taken to be awareness, the 

experiential realization of the virtuality of this self. This is awareness as distinct from the system 

of thought and generating insight which can bring greater coherence. Achieving and holding this 

view is tied to being open to acting on the impulses for action arising in us from attending to the 

light of humanity coming from others. The immunity to change is thus rooted in self-

embeddedness, and its cure is found in self-transcendence.   

 

                                                 
23

 There is of course a well-developed discourse on how field theory can be applied to leadership that I am 

only briefly touching on here. For one of the more influential descriptions of this, see Wheatley (1992).  
24

 This can also be thought of in terms of quality of presence (Reams & Caspari, 2012). 
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Then what about leadership development? Self-transcendence is also seen as key to 

leadership, and is found in such popular conceptions as servant leadership. It is also apparent 

from this inquiry that reconsidering the construct of self-awareness in relation to leadership can 

be a fruitful area to explore further. Viewing awareness as the proprioceptive perception of the 

virtuality of self, enabling (through insight) the virtual self to be more coherent, can provide a 

key for leadership.  

 

The degree of this awareness present in leaders/leadership contributes to the overall quality of 

presence through the field of greater coherence it generates. This field of awareness can be seen 

as the deepest level of functioning of leaders/leadership, enabling others to engage in this process 

of using the events of life and work to foster their own and their organization’s as well as 

societies’ growth towards coherence. Leadership in this sense consists of the choice to attend to 

the light coming from others and engaging practices that support this. 

 

The larger aim of this project has been to lay a foundation for understanding awareness based 

practices for leadership development. While thoroughly applying the conceptions arising from 

this inquiry to a variety of aspects of leadership development is for future projects, some 

groundwork has been laid here. How awareness is conceived and distinguished from self helps to 

clarify what has been conflated, implicit or unclear previously. The wisdom in proposing the 

virtuality of self also provides a foundational conception for going forward. The understanding 

that the experiential field of this awareness generates spaces that can give a sense of purpose and 

alignment to others provides a direction for focusing development work in leadership.   

 

Limitations and Benefits 
 

Given what has been put forward here, there are some clear limitations to this article. The 

feeling into a view presented here is both enhanced and biased by my own experience of the 

virtuality of self.
25

 At the same time, this is the phenomenological lens that has emerged for me 

from the re-hardwiring of the system of thought that this experience generated. Thus the implicit 

lens (that I have worked to make as explicit as possible above) used here in a sense limits this 

work to first person validity.  

 

At the same time, the use of methodological processes to work through the textual accounts of 

what are perceived as related views of a similar phenomenon has been aided by the possibility 

that this tacit view could act as a tuning fork, to guide me in the selection of text to analyze as 

well as in helping me bring an appreciative interpretation that could open up possibilities from 

making this tacitness more explicit. It is up to each reader to determine the degree to and or areas 

in which the views put forward in this article resonate, or give voice to some tacit knowing. 

 

As well, this project was intentionally limited to drawing on a few sources chosen for their 

personal interest and perceived relevance to the topic. I did not draw on Kegan and Lahey’s 

(2001) earlier work on the immunity to change process. I also neglected to utilize various 

writings by David Bohm on the topics of implicate order and dialogue (1980, 1996). While I 

suspect that a more thorough analysis including these texts could have enriched the project, I also 

                                                 
25

 This came up in the course of my conversation with Jonathan Rowson (Reams & Rowson, 2015). 
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suspect that the outcomes might not have varied so much, as I had a sense of saturation of the 

relevant themes from the texts used here.
26

  

 

In the end I make no clear claims of empirical certainty from this project. I simply offer an 

explication of this view, aided by whatever degree of rigor I could bring to bear through the 

method, to a subject matter that has generated a significant interest.  

 

Reflections 
 

My first venture into the world of academic writing (Reams, 1999) asked the question “who 

do we think we are?” This subtitle was intended to imply that the self that thought constructs is 

not ‘who we are’ in reality.
27

 As I stated above, it is clear that there is a deeply tacit view around 

this that I have been working to articulate throughout the part of my life that has found an outlet 

in academic life. The application of this view to leadership development has also guided the 

direction of my work. This article is another step along that journey. 

 

I see that most of what I have done here is simply to make more explicit something that is in 

many ways obvious and apparent, at least given a deep sense of a tacit view that I perceive as 

having some degree of coherence. In aiming to unpack the distinctions here around awareness 

based practices for leadership development, my goal has been to bring these out for a more 

detailed examination. My hope has been that this will first of all build some basic foundational 

pieces for future work in this area. It is also a hope that this project will provide a basis from 

which to further unpack implications of extending the view these distinctions arise from in 

relation to other aspects of leadership and its development.  
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Appendix I: Methodological Considerations 
 

There are various ways in which I can categorize my sense of the methodological background 

that I have utilized in doing this work. In this appendix I will primarily address the main 

considerations behind my approach to and preparations for the project.  

 

The notion of bricolage might be the best starting place. Rowson (2008) notes that a bricoleur 

or “handyman” (p. 127) is well suited to address methodological issues raised in a post-positivist, 

socially construct aware research culture. His realization that the notion of ‘findings’ are less 

relevant “because on this sort of topic [wisdom] there is nothing to be credibly ‘found’” (p. 128) 

leads me to articulate that my goal is less to show findings in an empirical sense and more to 

reveal a sense of feeling into a view (although there are components of both intertwined). This 

can be linked to Gadamer’s (1993) perception that “all understanding is ultimately self-

understanding” (p. 260) indicating a need to have a strong heuristic (Moustakas, 1990) 

component in the mix. Thus in the methodological considerations for this research I draw on a 

range of handyman tools; 
28

 methodological components chosen as perceived to best fit with the 

different phases, components and needs of the research project. 

 

Gidley (2007) cites Denizen and Lincoln (2005) in describing a bricoleur-theorist as one who 

“works between and within competing and overlapping perspectives and paradigms” (Gidley, 

2007, p. 6). The tensions and challenges inherent in moving beyond disciplinary approaches 

towards transdisciplinary ones can be described in terms of complexity of cognition and “the 

epistemological structure of interdisciplinary validity claims” (Stein, 2007, p. 91). Thus working 

between and within competing and overlapping perspectives and paradigms requires adequate 

cognitive complexity to take perspectives on those tensions. It also demands sensitivity to level 

of analysis issues, or what I like to call attending to the ‘domain of validity’ of a given aspect of 

the inquiry at hand. It is in this sense that I find a bricoleur approach that enables the use of 

domain appropriate methods in a sensitive manner best suited to the current undertaking. 

 

I am also mindful of the difficulties in accomplishing this with a substantial degree of 

transferable recognition among a community of those who are an ongoing part of this discourse. 

In addition, given that an explicit aim of this work is to begin establishing theoretical foundations 

for developing an understanding of awareness based practices for leadership development, there 

is a wish for this work to also speak in an intelligible way to a broader audience possibly 

unfamiliar with some aspects of the territory covered here. Thus I aim to navigate between a 

complex and critical inquiry into this view and an articulation of it that meets a reasonable 

demand of general intelligibility.   

 

Given these orienting perspectives, I will now delve into the more specific and substantive 

issues appropriate within each methodological tool in my tool belt.  

 

                                                 
28

 I find this notion of bricoleur as handyman especially appealing. It enables me to draw on other aspects 

of my life experience as a way of understanding how a handyman works with different tools and trades to 

do things. Having a farming, construction and truck driving background, I have a very embodied sense of 

how to be able to do a bit of everything necessary in a given context. 
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Metatheory 
 

There is a clear sense in which this work falls into the category of metatheoretical research 

given that I am using the texts and theories of others as my primary source of data. My respect 

for the work of Mark Edwards (2010) in this field is documented elsewhere (Reams, 2011). Here 

I want to acknowledge and draw on elements of this approach I perceive as appropriate, without 

laying claim to doing rigorous metatheoretical work. In a rigorous metatheoretical method, 

Edwards would include: groundwork, domain specification, design, multiparadigm review, 

multiparadigm analysis, metatheory building, implications, and evaluation. I will briefly outline 

how I have or have not addressed these. 

 

For the groundwork aspect of this I can draw on decades of personal practice and inquiry into 

consciousness and awareness oriented practices and academic inquiry into consciousness studies 

and leadership studies. I also described in the introduction how I am focusing on the domain of 

awareness based practices for leadership development using ITC as a leading exemplar, 

providing a degree of domain specification.  

 

The design of the project within the domain specified is that I took literature from three 

sources and engaged in a textual analysis of elements that meet criteria I will lay out in the 

methodology section (Kegan and Lahey’s (2009) Immunity to Change, David Bohm’s (1992) 

Thought as a System, and the work of the Arbinger Institute (1997, 2006, 2010; Warner, 2001)). 

To a degree this diversity of focus sources addresses the call for a multiparadigm review, 

although the boundedness also clearly puts limitations on how well this step is addressed. These 

three primary foci will be partially supplemented in the discussion with relevant insights from 

other fields that are deemed pertinent to shed light on aspects of this project. These additional 

sources might also be considered to come from diverse paradigms, helping better address this 

component. 
29

 The aspect of multiparadigm analysis is part of the design in so far as the outputs 

from the textual analyses are presented. 

 

Metatheory building was then undertaken in the specified domain. This happened primarily 

by weaving the threads provided by the three theoretical lenses to find common themes as well 

as important distinctions and how those influence thinking about ITC in particular. The 

implications of this are linked to relevant literature. Finally, some brief evaluative reflections on 

the outcomes of the process are undertaken. In this limited manner I have aimed to bring a 

metatheoretical methodology to bear on this project. 

 

Heuristic Inquiry 
 

The nature of this research is such that it involves a good deal of ‘self as instrument’ in that as 

a researcher I was holding the question of inquiry while noticing and reflecting on my subjective 

experiences as I engaged in reading the various texts that are the focus of this project. In the 

background phase, I had some unarticulated felt sense of what this notion of awareness based 

practices for leadership development are, and of what each construct is about. This comes from 

                                                 
29

 The intention to build on this work in the future by engaging a broader range of relevant theory places 

the current article within the context of a longer term research and publication agenda. 
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my prior immersion in various experiences, reflections on them and trying to make meaning by 

connecting them to language and meaning I encounter in a variety of communities of discourse. 

There was also a phase of probing and testing for the utility of emergent ideas in various settings 

to see if the meanings forming bear up in different conditions and contexts. All of this points to 

drawing on heuristic inquiry as an aspect of the methodology. 

 

Moustakas (1990) tells how “underlying all other concepts in heuristic research, at the base of 

all heuristic discovery, is the power of revelation in tacit knowing” (p. 20). Tacit knowledge is 

described by Polanyi (1983) simply as “we know more than we can tell” (p. 4). It also “is 

personal knowledge embedded in individual experience and involves individual factors such as 

personal belief, perspective, and the value system” (Nonaka & Takeuchi, 1995, p. viii). Heuristic 

inquiry utilizes a combination of the subsidiary and focal elements of tacit knowledge. The 

subsidiary factors include those elements of experience that stand out in examination and attract 

immediate attention, are visible, part of conscious awareness, and can be described. The focal 

elements include the unseen and invisible, and make possible access to the wholeness of the 

phenomenon. The combination of elements facilitates the researcher’s task of making tacit 

knowledge of the subject explicit and communicable.  

 

In this project, part of the method or procedure used was for me to notice what stood out for 

me when reading the texts, being sensitive to how the perceived meaning in and between the 

lines lit up, or connected with some of the tacit knowing that I held as a sort of tuning fork. 

Using this criterion I had a means by which I could select elements of text from the whole. The 

main challenge was to maintain a degree of focus and mindfulness of my inner state while 

reading to keep the sensitivity to this ‘tuning fork’ quality in the foreground. I held this notion of 

my tacit understanding as a way to conceptualize the criteria by which I chose statements to 

highlight and analyze. 

 

My approach to this was informed by the concept of adequatio, or that “the understanding of 

the knower must be adequate to the thing to be known” (Palmer, 1993, p. 51). Similarly, Braud 

and Anderson (1998) note that “we can perceive and know only that for which our sensitivities 

have prepared us, and these sensitivities depend on aspects of our being” (p. 22). Osborne (1993) 

states that “we cannot inductively derive an essence from examples unless we can already intuit 

that essence” (p.171). In this manner I perceive the ongoing heuristic inquiry component of the 

project to be a kind of dialogue between my evolving tacit and explicit (Nonaka & Takeuchi, 

1995) knowledge with the texts and phenomenon encountered through experience. I conceive 

this in terms of a kind of ‘dynamic steering’
30

 where with each data point, clue, or piece of the 

puzzle, I made some form of course correction that helped navigate towards the subject of 

inquiry. 

 

Hermeneutics 
 

Using the texts of three sources as the basis for this work implies that within this bricoleur 

approach the element of textual content analysis is the most visible, tangible component of the 

methodology. Closely related to this is the use of a hermeneutic orientation, being explicit about 

                                                 
30

 I am borrowing this term from my encounter with the practice of Holocracy.  
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how I am interpreting the texts in view. Gidley (2007) outlines a four quadrant description of 

Ricoeur’s (1986) approach to hermeneutics from which I draw on the notions of the autonomy of 

the text itself (in that it stands for something), this in relation to the socio-cultural backdrop it 

was written in and with an eye to the intentions of the author (or trying to read between the lines 

into what is tacit in the author’s view). This hermeneutical approach to textual interpretation is of 

course grounded in the lenses available and chosen for this work. This depends on the heuristic 

aspects described above. 

 

One of the choices I faced was how to navigate the tension between a hermeneutics of 

suspicion (Ricoeur, 1986) or of a rational analytical “demystification” (Palmer, 1969, p. 44) of 

the text and a demythologizing, which “deals lovingly with the symbol in an effort to recover 

meaning hidden in it” (ibid. p. 44). While my preference is for the latter, leaning on an 

appreciative reading of the texts, I recognized the need to draw on a critical, rational analytical 

eye from time to time.  

 

Palmer (1969) points to a mode of understanding more fundamental than rational analysis. 

This can also be seen in relation to Nonaka and Takeuchi’s (1995) conception of tacit 

knowledge, or Gadamer’s (1993) prejudice or the hermeneutical horizon of our 

preunderstanding. It also points to a conception of a ‘trans-rational’ mode of knowledge (Reams, 

2002), in that the analytical function of rationality is secondary and where the notion of 

‘defining’ the focus of inquiry is considered to be ‘unwise’ (Rowson, 2008). It is in this sense 

that I aim to uncover, illuminate and describe what I perceive as emerging from this inquiry. 
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Appendix II 
 

Node generation results based on weighted percentages. (Most relevant results only).  

 

Exact 
Word Count Weighted % 

self 69 1.58 

thought 57 1.30 

change 43 0.98 

system 38 0.87 

others 32 0.73 

 

Stemmed 
Word Count Weighted % 

self 69 1.58 

thought 66 1.30 

change 56 0.98 

feelings  48 0.87 

systems 44 1.10 

make  39 0.89 

others 35 0,80 

immune 33 0.76 

 

Synonyms 
Word Count Weighted % 

make 172 2.25 

feelings 106 1.79 

thought 99 1.77 

self 69 1.58 

change 69 1.41 

 

Specializations 
Word Count Weighted % 

conscious 82 1.66 

cognitive 495 1.63 

thought 360 1.46 

change 394 1.17 

others 59 1.11 

 

Generalizations 
Word Count Weighted % 

conscious 82 1.65 

others 60 1.11 

make 412 1.09 

cognitive  495 0.94 

thought 360 0.90 

change 424 0.87 
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Appendix III 
 

Table of Theme Summaries 

Theme Kegan and Lahey Bohm Arbinger 

Self Notion of self as entity 

that is identity, tells a 

story and protects itself. 

Concept of self is linked 

primarily to incoherence 

or illusion. 

Conceptions of self 

related to underlying root 

cause of betrayal, 

deception, justification. 

Conscious  Primarily as conscious of 

self in relation to various 

aspects; identity, narrative, 

protective. 

Linked to either being 

aware and learning or of 

being deceived and not 

conscious. 

Notions of asserting a 

fictional self and 

deception and betrayal. 

Immune Central concept, both as 

an intelligent force that 

resists change and can be 

overcome and change into 

a bigger and more 

complex system. 

No direct mention.  No direct mention. 

System System occurs first as an 

immune, defense, anxiety 

management system. 

System occurs second as a 

mindset or intelligent 

force that can become 

bigger and more 

complicated. 

System is in relation to 

how thought is conceived, 

a single set of reflexes 

including thinking, 

thoughts, feelings, felts. 

Not mentioned in text. 

Others Opinions we need to 

defend against. 

Helping. Two main themes, 

around either resisting, 

accusing, blaming or 

diminishing others, or a 

mutual response to the 

light in others to enable 

change. 

Feelings Feelings as being 

intricately inherent in the 

problem, forming an 

ecology that resists 

change. 

Feelings as part of the set 

of reflexes making up the 

system of thought. 

Feelings as 

untrustworthy, justifying, 

misleading us. 

Also feeling related to 

generosity of spirit. 

Change Change conceived as 

mental development, 

changes in structures, 

developmental shifts i.e. 

subject / object, altering 

theories in use. 

Change as modifying 

reflexes, electrochemical, 

perception.  

Also as deception or 

moving away from 

awareness. 

Change conceived as 

both self-betrayal, 

shifting blame, taking 

offense and being open, 

affected by the light of 

others, responsive to 

truth, fundamental 

change of heart. 
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Make  Make generalizes into 

several concepts; creating 

things like anxiety 

management systems, 

warning systems, false 

beliefs, blind spots, 

constraining action, 

actively preventing 

change. 

Also a process of 

developmental shifting. 

Make shows up in relation 

to reflexes producing 

thought, separation and 

self-deception, 

unawareness / 

insensitivity, changes in 

perception, making traces 

and false information, 

affecting and determining 

action. 

Make as resisting what 

we have created,  

accusation and making 

wrong appear right, 

making justifications and 

projections. 

Also as making clear 

distinctions, allowing 

others influence, 

becoming receptive to 

truth. 

Thought Thought as meaning 

making, assumptions, 

opinions.  

Also as a warning system. 

Multiple conceptions; as 

the source of problems, 

deceptive, participating 

but hiding assumptions, 

giving false information 

and affecting perception. 

As a set of reflexes that 

automatically control, 

resist and defend. 

Identity as incoherence, 

creative perception and 

being, insights and truth, 

coherence (detachment).  

Thought as perception, 

judgment, understanding.  

Insight as notion of truth.  

Anxiety and resistance. 

Heart, change and peace, 

character. 

Cognitive Cognitive in relation to 

structure, mindset, 

intelligent force. 

As creating reality. 

Insights and respectful 

stance. 

Insufficient for change, 

creating blind spots 

Thought as a system, 

active, probing set of 

reflexes. 

Coherence and 

incoherence. 

Deception, resistance to 

insight, forgetting, 

participating. 

Produces an ‘I’.  

Insight, coherent 

perception, unconditioned 

capacity, creative being, 

perception of truth. 

Subtle and pervasive self-

preservation, resistance 

of truth. 

Making and believing 

judgments. 

Insecurity about filtered 

perception and moral 

sense, process of 

justification. 

Heart at peace, affected 

by the light from others, 

love, insight, 

discernment, responsive 

to truth, forgiving. 
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Appendix IV: Key Themes Illustrated 
 

This appendix is (mostly) made up of one paragraph describing the summary of each theme 

(related to the table in Appendix III) with varying amounts of quotes used to illustrate the use of 

these terms and provide a rich picture of key elements to be woven together. The order was 

decided by contemplating on the nature of each term and how I perceived the best narrative to 

unfold. Thus the ten terms are ordered first in relation to the concepts that seemed most obvious 

as well as those that were not as richly utilized, saving the less obvious and more referenced ones 

for later (these came mainly from the specialization and generalization query results). 

 

Self 
 

I began with examining how the concept of self was used. First, implicit in how I perceived 

Kegan and Lahey’s use of self was that they appear to treat the construct of self as a given, an 

identity or ‘entity.’ While this can be considered as a common or popular view in relation to the 

term, making this explicit here is important. This is because both Bohm and Arbinger utilize the 

construct of self in relation to terms like illusion, incoherence or the root cause of betrayal, 

deception and justification, implying a fundamentally different view.  

 

Kegan and Lahey talk about how someone “gradually rewrites the self-narrative” (p. 133) and 

how criteria for a good entry in column three of the ITC process “is that it is self-protective” (p. 

150). Bohm writes about how we are conditioned to resist seeing how thought is “infusing our 

imagination, our past, our knowledge into what we see” by itself and “that’s really where the 

self-deception arises” (p. 161). In terms of creating an image of self, he writes that “the system 

contains a reflex which produces the thought that it is I who am doing everything” (p. 92). This 

eventually works into the conception of having “the notion of a creative being, rather than an 

identified being” (p. 169). For Arbinger, is it clear that self is also linked to how “we cannot 

doubt that our judgment is true” (1997, p. 4) and this becomes so entwined in us that “self-

deception permeates experience” (p. 5). Arbinger even goes so far as to say that the self-betrayal 

that is the root of self-deception creates a “virtual reality, the product of the technology of 

defense inevitably employed by self-betrayers” (p. 9). 

 

Conscious 
 

When looking at the term conscious, it is used in similar ways as self is for Kegan and Lahey, 

as in being conscious of self in relation to identity, narrative and being protective. For Bohm it is 

used more as a distinction between being aware and learning or of not being aware and being 

deceived. For Arbinger, it occurs around notions of asserting a fictional self and from that again 

linked to deception and betrayal.  

 

Kegan and Lahey also talk about not being consciously aware: “Though you are not aware of 

it, you have created a very effective anxiety-management system … But neither of them 

experiences this anxiety consciously or constantly because the immune system is working 

beautifully to manage it automatically” (p. 48).  
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Bohm writes that: “We are producing these situations contrary to our conscious intentions 

because there is another resistance going on of which we’re not very conscious” (p. 11) which 

sounds very much like the description of immunity to change Kegan and Lahey use. Bohm also 

describes a type of resistance coming from the system of thought that avoids any unpleasantness 

and “is set up to move away from awareness of that” (p. 34). To counter this he proposes a 

stance where “we don’t try to do anything. We’re just learning – aware, attentive, learning” (p. 

84), again sounding a lot like the ITC process.  

 

For Arbinger, the assertion of this fictional self is described as; “constant self-assertion equals 

constant anxiety equals constant resistance” (1997, p. 6). The remedy or antidote for this is 

expressed clearly. “Self-betrayers do not comprehend that what they need is the destruction of 

this fictional self. … The phony self-image must die in order that they, as sensitive human 

beings, might live” (Warner, 2001, p. 77). Thus the notion of being conscious is somehow 

connected to being aware of and noticing the automatic operation of the fictional self to enable 

something more than self as a self-image to live. 

 

Immune 
 

Immune was the term that came up the least in the queries (see Appendix 1), however I 

wanted to include it because of its central place in Kegan and Lahey’s concept of immunity to 

change that is a focus of this project. For them it is used in relation to notions of an intelligent 

force that while it resists change, can be overcome. It can also change into a bigger and more 

complex immune system. Bohm and Arbinger did not mention it.  

 

Kegan and Lahey note that like this intelligent force, the immune system in our physical 

bodies is trained to reject new material. Sometimes “the body needs to heal itself or to thrive, 

[and] the immune system can put us in danger. In these instances the immune system is no less 

focused on protecting us. It is just making a mistake” (p. 37). In response to this, they do not see 

a need to eliminate our psychological immune systems. “The solution … lies in transforming this 

immune system, in building a bigger and more complicated immune system” (p. 49). In this 

sense immune is used as a direct analogy between how our physical bodies function and how our 

emotional or psychological bodies function.  

 

System 
 

Kegan and Lahey use the term system in two ways, first in relation to the notion of an immune 

system, characterized as a defense or anxiety management system. Second, they talk about it as a 

mindset or intelligent force which can gain in complexity and size. For Bohm, system is part of 

how thought is conceived, as a single set of reflexes (described in more detail in the section on 

thought). Arbinger does not refer to the term system in the text excerpts I had noted.  

 

Kegan and Lahey write “that every immune system is an intelligent force that seeks to protect 

you, even to save your life” (p. 47). The key to growth for them “lies in transforming this 

immune system, in building a bigger and more complicated immune system” (p. 49). Bohm’s use 

of the term is quite broad, using it to say “that system not only includes thoughts, ‘felts’ and 

feelings, but it includes the state of the body; it includes the whole of society” (p. 19).  
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Others 
 

All of the previous terms resulting from the queries were expected given the nature of the 

literature and focus of my extracting quotes from these sources. The term others was less 

anticipated. This was shown in that Kegan and Lahey primarily use the term in relation to self-

protection, or defending ourselves from others opinions. Bohm only mentioned others in terms of 

helping others by sustaining dialogue. For Arbinger, the conception of others occurred in relation 

to two main themes. One was related to resisting, accusing, blaming and even diminishing 

others. The second was in relation to mutuality and responding to the light in others to enable 

change. 

 

Kegan and Lahey talk about this self-protection as being “about protecting or defending the 

self we want others to see, or the way we want to see ourselves” (p. 150). Bohm notes that “once 

you have an insight into this, sustaining the dialogue in yourself will help the others” (p. 208). 

However for Arbinger, the notion of other plays a much more important role. For example, in the 

state of self-betrayal with others, “together we create and reinforce for one another the self-

deceived reality in which we each feel unfairly treated, and each are convinced that we alone are 

completely justified” (1997, p. 9). In addressing our way of being they note “the deepest way in 

which we are right or wrong … is in our way of being toward others” (2006, p. 57, italics in the 

original). In relation to how we can make changes in this, they note that “to the extent that we 

can come to see others differently, we can undergo a fundamental change, a change in our 

being, a change of our emotions and attitudes, a change of heart” (Warner, 2001, p. 46, italics in 

the original). This change of heart is enabled by us being able to let “ourselves be affected by the 

light coming from others, or, in other words, the truth concerning what they are feeling” (p. 151, 

italics in the original). This is very much linked to taking an I-Thou (Buber, 1958) orientation to 

others. 

 

Feelings 
 

Kegan and Lahey approach feelings as a central part of the ecology of our immune systems 

that resist change. Bohm sees feelings as another facet of the set of reflexes that make up the 

system of thought and can lead to a feeling of necessity. For Arbinger, there appear to be two 

themes; one around feelings as justifying, misleading and untrustworthy, while the other is 

around a generosity of spirit. 

 

Kegan and Lahey note that in order to make a successful immunity to change map, it is 

critical that our improvement goals are not merely rational, but that “we must also experience 

sufficient need or desire, visceral feelings” (p. 210) in order to “connect head, heart, thinking and 

feeling” (p. 31). Bohm describes how “feelings are tremendously affected by thoughts. And 

obviously thoughts are tremendously affected by feelings” (p. 7). This interconnectedness is also 

visible in the power of the feeling and “thought of necessity. It is much more than a thought. The 

word ‘necessity’ means ‘it cannot be otherwise,’ and the Latin root means ‘don’t yield’” (p. 68). 

Thus the resistance that has been described elsewhere can be linked to this feeling of necessity.  

 

For Arbinger, feelings have this polarity of deception or liberation. On the one hand, “self-

betrayers truly do have their accusing, self-excusing feelings. But this does not mean that the 
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feelings themselves are truthful” (Warner, 2001, p. 31). In this state of self-betrayal and not 

being truthful, these feelings can deceive us and “our moral sense or conscience becomes 

untrustworthy” (p. 110). Yet on the other hand, “a correct understanding of why we feel and 

think and act as we do helps to set us free” (p. xii). The key then is in the correct understanding, 

or as noted below, can be thought of as coherence. 

 

Change 
 

For Kegan and Lahey, change is conceived as mental development or changes in structures of 

meaning making or the altering of theories in use. For Bohm it is about modifying reflexes, 

electrochemical changes in the brain and perception, as well as deception and moving away from 

awareness. Arbinger again has a twofold use; one in relation to self-betrayal and shifting blame 

and the other is around being open to being affected by and responsive to the light in others, 

leading to a fundamental change of heart.  

 

The changes in the structure of meaning making Kegan and Lahey describe are not simply 

additive, but for them development is transformative. “This means that if we want to increase 

mental complexity, we need to move aspects of our meaning-making from subject to object, to 

alter our mindset” (p. 51). As well, the notion of immunity in relation to change means that “we 

are actively preventing the very change we wish to make” (p. 56).  

 

Bohm also noted this resistance in relation to change, as in when we encounter unpleasantness 

and there is a move away from awareness of it. This resistance is linked to the notion of identity; 

“because that gets in the way of the need to change our reflexes. Once we identify with 

something, our reflexes are that way – it’s very important, ‘necessary’” (p. 167).  

 

Arbinger note that “we resist changing the very emotions that make us miserable” because 

“these emotions and attitudes are accusing and inherently dishonest – and for this reason they are 

intrinsically resistant” (1997, p. 9). Echoing Bohm about how thought enters perception and then 

denies it, Arbinger state that “we participate in the creation of our emotional troubles and deny 

we’ve had any part in it” (Warner, 2001, pp. ix-x). They then point out that the “truth is, we 

change in the moment we cease resisting what is outside our box – others” (2010, p. 145). Above 

it was noted that this is connected to allowing ourselves to be affected by the light coming from 

others. It also comes down to a choice and following through on it. 

 

Make 
 

Make is a term I had not anticipated coming up in this list. However, it showed up as I queried 

stemmed words and at the synonym level it was the highest on the list. It turns out to be a very 

rich construct in this investigation. For Kegan and Lahey it generalized into concepts such as 

creating anxiety management systems, false beliefs and blind spots. It also was seen in relation to 

actively preventing change and as a process of developmental shifting. For Bohm, it showed up 

in relation to reflexes producing thought as well as in the process of separation, self-deception 

and unawareness. This was also around changes in perception that affected and determined 

action. For Arbinger, make was used in relation to resisting what we have created; making 

justifications that make wrong appear to be right, or making projections. However it was also 
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used in relation to making distinctions and allowing others to influence us and becoming 

receptive to truth. 

 

Kegan and Lahey see that they are “as it were, seeking to describe the structure of each way 

of meaning-making, why it created the reality it did” (p. x). Thus there is a creative activity 

going on. It also is clear that “you have created a very effective anxiety-management system” (p. 

48), in the form of an immune system which “has been giving us relief from anxiety while 

creating a false belief that many things are impossible for us to do – things that are in fact 

completely possible for us to do!” (p. 50). Then this immune system inevitably creates “blind 

spots” (p. 48). 

 

One of the central propositions in Bohm’s view is related to how the set of reflexes, or system 

of thought, fundamentally deceives us. 

 

Thought runs you. Thought, however, gives the false information that you are running it, 

that you are the one who controls thought, whereas actually thought is the one which 

controls each of us.  … That’s the difficulty. Thought is participating and then saying it’s 

not participating. (p. 5) 

 

As well, “thought is affecting what you see. The representation enters into the perception.” (p. 

110, italics in the original). Related to Kegan and Lahey’s notion of how our immune system 

keeps us acting against our best intentions, Bohm notes, “we don’t realize that it is our deeper, 

hidden intentions which have produced it, and consequently we keep on perpetuating the 

problem” (p. 12). The antidote to this is gaining some perception by making things explicit; 

“whereas if you don’t make it explicit you can’t see that thought is involved at all” (p. 82). 

 

For Arbinger, “to have that attitude is to be making and believing that judgment” (1997, p. 3) 

and that “we create what we resist by resisting it” (p. 6). However, like Bohm points out, thought 

moves us away from awareness of this, as it is uncomfortable. For Arbinger the outcome of this 

is that “we live a lie. This self-justifying lie takes the form of an accusation” (p. 8). The self-

justification comes from self-betrayal, which together create a “virtual reality, the product of the 

technology of defense inevitably employed by self-betrayers” (p. 9). Yet not all is so depressing.  

 

Warner (2001) notes that in order to answer these questions “we must draw a clear distinction 

between the light, or source of our understanding of right and wrong, and conscience” (p. 133). 

This light “continues always to stream toward us from the faces and voices and gestures of 

others” (p. 133) while conscience is one of our faculties that can be deceived. “To the degree that 

we become receptive and responsive to truth, life will keep instructing us” (p. 321).  

 

Thought 
 

Thought showed up in Kegan and Lahey’s text excerpts in relation to meaning making, 

assumptions and opinions, as well as a kind of warning system. For Bohm it is of course a central 

construct. He uses thought in relation to being the source of problems, deceptive, and affecting 

perception. It is also described as an automatic set of reflexes that control the system, resisting 

change and defending itself. He also uses it in relation to the concept of coherence (related to 
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insights and truth) and incoherence (related to participating in creating assumptions but hiding 

that participation). Arbinger uses thought in relation to constructs such as perception, judgment 

and understanding. They also see it in relation to insight as a notion of truth. Finally, they also 

use it in relation to a change of heart, peace and character.  

 

Kegan and Lahey point to the need to get beyond thinking to shift our immune system. “We 

can’t merely think or feel our way out of an immune system no matter how high our motivation 

is to accomplish our goal” (p. 217). They also imply something other than thought for this. 

“They all become keen observers of their own thoughts, emotions, and behaviors, and they learn 

to use these as information” (p. 244).  

 

Some of the key constructs around thought for Bohm are described in the previous sections. 

Here I wish to focus on a more specific aspect, coherence of thought.  

 

The criterion for coherent thought is that it is true and correct. But if you can get pleasure 

or pain from thought then coherent thought is no longer functioning. Rather, the criterion 

has become whether the thought gives pleasure or pain, consequently that thought becomes 

destructive. If thought can be determined by pleasure or pain, that’s already the beginning 

of a lot of trouble. (p. 49) 

 

This is reiterated in the phrase “it can deceive us about anything and everything. There is no limit 

to its power of deception” (p. 99). As well, there are layers of incoherence involved.  “We’re 

saying that there is a second order of incoherence which avoids facing the first order; this second 

order avoids facing evidence of incoherence” (p. 63). This deception comes from unawareness of 

thought’s participation in perception. It is Bohm’s conception of insight that is perceived to have 

the possibility of remedying this unawareness. “An insight or perception of truth may deeply 

affect the material processes, which includes all of the reflexes” (p. 148). The result of this 

unconditioned insight is that “freedom is the creative perception of a new order of necessity” (p. 

220).  

 

For Arbinger, “often we call our sense of right and wrong conscience, though that name 

doesn’t capture the way it arises from our living connection with other beings” (Warner, 2001, p. 

21). Yet in the state of self-betrayal, we lose this connection and “in the darkness of our self-

absorbed, suspicious thoughts and feelings, we cannot discern the way forward” (pp. 110-11). 

The remedy is described as a change of heart. “But even at its most profound, the change of mind 

and heart amounts only to a beginning” (p. 245). What follows from this is described in terms of 

forgoing. “If forgiving can be thought of as recovery from moral and emotional illness by means 

of a change of heart, forgoing is never falling morally and emotionally ill in the first place, never 

needing a change of heart” (p. 302). 

 

Cognitive 
 

The final of the ten terms coded was cognitive, which turned out to have the most uses when 

at the level of specializations and generalizations (495). Kegan and Lahey use the term in 

connection with structure, mindset and an intelligent force. They also connected it with creating 

reality and insights, but talked about it as insufficient for change and creating blind spots. 
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Bohm’s use was connected tightly to the notion of thought as a system, an active, probing set of 

reflexes. It was also linked to coherence (now also as unconditioned capacity, creative being and 

the perception of truth) and incoherence (deception, producing an “I” and resistance to insight). 

Arbinger linked cognitive to; a subtle and pervasive self-preservation, resistance to truth, making 

and believing judgments, filtered perception and moral sense and justification. They also used 

cognitive in a different sense, in relation to; having a heart at peace, being affected by the light 

from others, insight, forgiving, discernment and being responsive to truth.  

 

Many of the textual quotes relevant here are also represented above in relation to other terms. 

What stands out here is how Kegan and Lahey note that “we build an immune system to save our 

lives” (p. 50) and yet “we can’t merely think or feel our way out of an immune system no matter 

how high our motivation is to accomplish our goal” (p. 217). They point to the need for 

“changing both their mindset … and their behavior; rather than changing only mindset or 

behavior” (p. 224).   

 

For Bohm, many of the key quotes above are relevant here as well. However, he does describe 

cognition in a manner that illustrates the system perspective on how our ‘immune system’ resists 

change. In relation to moving away from pain or towards pleasure, he describes how:  

 

Now, by inference – by just thinking about it clearly – we can see that it makes no sense to 

keep on doing that and the result must be a real disaster. We could say ‘my intention is not 

to do it.’ But you will still find yourself doing it. You have a resistance coming from 

something else – from the system. (p. 34) 

  

This resistance to change appears to us as necessary, and so we ‘justify’ or rationalize our 

actions. It is also connected to the notion of necessity quoted above in relation to feelings. All of 

this is described in relation to “some electrochemical process in the brain that preceded your 

conscious intention. The impulse is coming from the whole system” (p. 72). Becoming 

proprioceptively aware of the system of thought in operation can lead to “an insight or 

perception that this is true” and that “an insight or perception of truth may deeply affect the 

material processes, which includes all of the reflexes” (p. 148). All of this points to the need for 

an awareness of cognition, thought, perception etc.  

 

For Arbinger, how the construct cognitive functions is described in this sentence about what 

happened to the author when succumbing to self-betrayal. “Having violated this truth [the basic 

call of his humanity upon me], my entire perception now raced to make me justified” (2006, p. 

94) and “My belief in my ‘goodness’ depends upon my belief in someone else’s ‘badness’” 

(Warner, 2001, p. 63, italics in the original). Inquiring into the roots of this self-betrayal process 

and all that comes from it, the critical choice point is identified. 

 

So the choice that can change our hearts is not a choice of either our behavior or feelings. 

The first does not affect our way of being and the second, which tries to affect our way of 

being, is impossible. … The choice point comes elsewhere. It comes when we decide or 

not to yield to the truth about ourselves, about others, or about what’s required of us and be 

guided by it in our actions. (p. 235) 
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This truth can then be seen. “We cleanse ourselves of insecurity and gain self-assurance when we 

do exactly as this love dictates, rather than constantly struggle to prop up a dubious, idealized 

image of ourselves” (p. 318).  

 

This is a summary of the key points in these texts that have arisen through the various layers 

of the methodological process described in the methodology section. It is neither comprehensive 

nor exhaustive, yet my hope is that through providing a rich picture of the core points of these 

texts, it will be clearer how the threads extracted and woven together in the findings point 

towards an emerging description of an awareness based understanding of the immunity to change 

process. 
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On the Archetypes Hermes & Hestia: 

Notes toward a Hermeneutics of Leadership Studies 
 

Nathan Harter
1
 

 

In 1995, both James Hillman and Charles Handy published books about leadership in which 

they used the imagery of archetypes or “gods” to describe types of leadership. Handy, for 

example, wrote about Zeus, Apollo, Athena, and Dionysus. Since then, other authors with an 

interest in leadership have turned to the language of archetypes, including Carol Pearson, whose 

books avoid naming the archetypes as gods, but instead use more generic personifications, such 

as the Warrior, the Sage, and the Magician (e.g. Pearson, 2001). Recently, Mark Chater (2005), 

Neil Remington Abramson (2007), and Karen Morley (2008) – to name a few – have found ways 

to use this language of mythology, archetypes, and the gods to talk about leadership.    

 

For those unfamiliar with Archetypal Psychology, the personages or gods represent aspects of 

the psyche and not actual figures living on Mount Olympus. They are (to borrow a phrase from 

Patricia Berry) condensed knots of meaning correlating with the way we imagine. The premise is 

that the mythology about the gods persists because it fits the way our minds work. Certain 

features or attributes cluster in such meaningful ways that they deserve being named. These gods 

are products of our imagination – an imagination we do not entirely control (see generally 

Hillman, 1975). 

 

This article relies on the claim that the imagination is crucial to understanding leadership. 

Toward that end, it introduces two divine personages from ancient Greece, namely Hermes and 

Hestia. Their pairing signifies a psychological relationship of contrast and interdependence that 

leadership studies might consider in its investigations. For it is not my purpose to proselytize on 

behalf of pagan religion, but instead to exploit the mind’s capacity to populate its interior with 

vivid characters that reveal something about how humans imagine both the world and their 

places in it.  

 

How did Hermes Appear? 
 

The ancient Greeks recognized a god known as Hermes, whose identity was later found to be 

equivalent to the Roman god Mercury. Hermes had been a son of Zeus and therefore a half-

brother to Apollo. He was ordained to the tasks of bearing messages on winged feet and of 

guiding souls toward their fulfillment at death. Although he tended to operate at night, he 

brought the unmistakable glow of divinity with him. Given his restless energy and his mission to 

journey from place to place, rather than dwell on Olympus, Hermes was thought to be the god of 
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travel. His image frequently adorned intersecting roads in Greece. Homer called him the 

“Wayfinder” (Kerényi, 1986, p. 16, citing the Odyssey, book V). Thus, he was both a herald of 

divine announcements and a leader or guide of souls. 

 

Not coincidentally, Hermes’ night of conception had been what the legend referred to as the 

fulfillment of the mind of Zeus, the achievement of a divine purpose (Kerényi, 1986, p. 20). This 

language – strange though it might seem to describe a sexual act – is important. In this sense of 

the fulfillment of the intentions of Zeus, Hermes became the mediator of divine purpose to an 

unsuspecting humankind that otherwise would wander abroad in the darkness. He finds wayward 

travelers and makes disclosures for the journey. Other texts choose to describe him as the one 

who allows humanity to “see through” things – a divine gift! (Kerényi, 1986, p. 26).   

 

Unlike his half-brother, the remote and majestic Apollo, Hermes makes direct encounters with 

individual human beings. In these encounters, Hermes discloses something of the divine purpose, 

which it is his objective to accomplish by means of humans, creating a reality more attuned to 

the will of Zeus (Kerényi, 1986, pp. 51 & 54). As such, he governs a kind of in-between or 

middle realm: of a life underway and not yet brought to rest, of a project conceived and not yet 

finished, of non-being and being (Kerényi, 1986, p. 77). In these encounters, the illumination he 

brings causes an outpouring of the human soul to take initiative (Kerényi, 1986, p. 87).   

 

In his infancy, Hermes had stolen the cattle of Apollo, and for that reason was known as a 

herdsman, the one who drives, escorts, and otherwise guides those who would otherwise not 

travel. This power of deft guidance, as Karl Kerényi put it (1986, p. 45), parallels the belief that 

Hermes herds the flitting, dead souls toward their final destination, in a different kind of 

darkness. Thus, Hermes was both an ambassador and a psychopomp (or one who delivers the 

dead), revealing purpose and then leading onward toward the realization of that purpose. As 

such, he occupies an intermediate position, neither remote and wild nor intimate and 

domesticated, but instead bridging two realms (Kerényi, 1986, p. 50, quoting Otto, 1954). Of 

course his willingness and ability to encroach on his mighty brother’s territory shows him to be a 

master of stealthy border-crossings. Hermes is essentially liminal. 

 

Kerényi concluded that Hermes represents an understanding that exceeds or transcends 

ordinary practical observation we well as scientific investigation. He never stays still. He says 

just enough. He renders intelligible that which had seemed opaque, but only enough to give 

direction in the moment, at this intersection (Kerényi, 1986, p. 55). By means of his statue, the 

erect penis pointing where next to turn, pious Greeks indicated his value to the lost (Kerényi, 

1986, pp. 64f & 78). 

 

If the metaphors of a dark night and being lost are not enough, Kerényi indicated that Hermes 

can be found in another place of obscurity, specifically in that “innermost nook” we call the 

human soul (1986, p. 83).  There, his delightful incursion enthralls us in our “deep primordial 

darkness where one expects only animal muteness, wordless silence, or cries of pleasure or pain” 

(Kerényi, 1986, p. 88). The task of Hermes can be regarded therefore as “the conjuring of 

luminous life out of the dark abyss that each in his own way is” (Kerényi, 1986, p. 91). 
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Hermes is not without his liabilities. As a thief, he can be untrustworthy. As a messenger, he 

can delight in ambiguities. James Hillman viewed Hermes as the dominant archetypal figure in 

today’s interconnected, global, instantaneous communication networks such as cable television, 

satellites links, and of course the internet, though his power has grown out of all proportion to his 

rank. People are becoming more addicted to information – rapid and jumbled information – than 

to meaning (2007, pp. 259-275). In a manner of speaking, Hermes also can be associated with 

abstract time, the relentless progression of uniform units, the minutes and seconds. This 

hastening world had become “intoxicated” with Hermes, looking to him for news when there is 

nothing in particular for him to report from the other gods. Instead, we feed his vanity and cry 

out for the latest update, the looping weather radar, the scroll across the bottom of the screen, so 

he gives us what he has: i.e. data. Abstract time and a plethora of scraps of information – inciting 

us to live desperately for the future, never content to let the truth unfold at its own pace, in the 

fullness of time (Hillman, 2007, p. 273). We now separate the image of receiving information 

from the divine message such information is supposed to convey (Hillman, 2007, p. 280). We 

have become greedy for facts and disdainful of wisdom. 

 

All of which is to designate Hermes as a sympathetic messenger and guide for those who 

cannot otherwise find the way… swift and unpredictable, garrulous yet vague (Doty, 1980).  He 

is a wayfinder, illuminating the darkness and pointing toward the numinous. 

 

As it happens, the ancients understood that no god appears alone (Hillman, 2007, p. 278). The 

stories about restless Hermes in dark places were interwoven especially with another figure, the 

guardian of the hearth, Hestia. Their pairing suggests a kind of counterweight or 

complementarity, at opposite ends of a spectrum, in some respects, yet part of the same whole. 

Let us turn to Hestia next.  

 

How did Hestia Appear? 
 

Just as Hermes races against time to appear in many places and facilitate adventure, Hestia 

was assigned to one spot (Hillman, 2007, p. 237, quoting Paris, 2005). In fact, her place was at 

the epicenter of human habitation, “a symbol of permanence, of fixity, of immutability, of 

centrality…” (Goux, 1983, p. 92). Hermes flew just above the surface of the earth; Hestia’s 

power is entirely earthbound (Goux, 1984, p. 92). If Hermes suggests urgency and future-

oriented striving, Hestia represents “endurance” and “perpetuity” and “continuity” (Goux, 1983, 

p. 92f). If Hermes lapsed into abstraction and ambiguity, Hestia was affixed to a very specific 

place and kept a stolid vigil over the home fires – simple and concrete (Hillman, 2007, p. 238, 

quoting Paris, 2005). Whereas Hermes delivered light to darkened and wayward humanity, 

Hestia tended the light at the hearth. She embodies in her image the preposition “in” – interiors, 

indoors, insight, within enclosed spaces (Hillman, 2007, 230-241).  She represents the “idea that 

what is most sacred…is inside” (Goux, 1983, p. 98). 

 

Hermes without Hestia becomes free-ranging, spastic, happy to scurry about delivering 

pointless messages that have no other sanction, jerking his victims this way and that, living in 

anticipatory anxiety. He becomes, like humanity, a vagrant (Goux, 1983, p. 97). Hestia, on the 

other hand, keeps things at home tidy, grounded – in a word, focused, by which we mean 

“disciplined attention” (Hillman, 2007, pp. 235 & 269; Kirksey, 1980). There is a stillness there 
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… inside. While Hermes transgresses from the beginning, Hestia’s very name derives from the 

Indo-European “to abide” or “to inhabit” (Hillman, 2007, p. 235) – to stay or stand within the 

boundaries and preserve an atmosphere of welcome. In a word, Hestia counterbalances or brings 

to dignity the mercurial Hermes. 

 

It is instructive, I think, that as a goddess Hestia was tended more by political leaders than by 

religious leaders. Political leaders had a stake in preserving the polis, seeing to its perpetuation, 

the practical affairs of executive office (Kajava, 2004, p. 5). There was even a public hearth and 

not just the private hearths at home, and it was the duty of these civic leaders to maintain it – in 

homage to Hestia (Goux, 1983, p. 92). Plato and Aristotle advised that judges subject themselves 

to the presence of Hestia before they render a decision (Goux, 1983, p. 99). 

 

And though we are all familiar with the idea that Hermes delivers tidings, Ovid exclaimed 

that it was in contemplation of Hestia that “my ignorance was enlightened and my errors 

corrected without the help of an instructor” (Goux, 1983, p. 93, quoting Ovid’s The Fasti). The 

point is that she does not deliver a message. Her mere presence is enough. She even convinces 

the poet not to depict her in any way, which is consistent with her unique status as the divinity 

both Greeks and Romans were reluctant to portray in their art (Goux, 1983). She conveys no 

image. Presence has to be enough because she is not to be approached; she is inviolable (Goux, 

1983, p. 95). She is forever – by choice and by decree – a virgin. 

 

Barbara Kirksey speculates that it is by means of Hestia that we can imagine, which means 

that she is the light by which we see and not the object of our seeing; she is not unlike the 

spotlight for a stage. The audience does not turn and look at the light bulbs (1980, p. 109).  

 

Eventually, the myth leads to confusion if our purpose is to detect direct analogies. Is Hestia 

the essence of the sacred that is not to be touched, or the virginal composure of the soul as it 

awaits the impress of God? (Goux, 1983, p. 97f).  In either case, wrote Cicero, Hestia is the 

custodian of innermost things, where these profound encounters take place (Goux, 1983, p. 98, 

quoting De Natura Deorum). 

 

Kirksey offered several useful lessons on Hestia that are relevant to our purpose. If Hermes is 

the wayfinder by the side of the road, Hestia is the center, both home and hearth. By being so 

“inward” we would say that she is intimate, connected, at the place where the psyche encounters 

the cosmos – like the omphalos, a scar where we were attached (1980, p. 111). 

 

Hestia represents a gathering place or focus. But then, she remarked, focus requires 

adjustment, a kind of subtle shifting of the lens to bring convergence, which in photography we 

might call the “sharpness” of the image (1980, p. 111). It is we who must adjust, adapt, fiddling 

with the mechanism by which we see – or “bringing” it into focus. In this sense, Hestia not only 

illuminates and makes manifest, but also governs the delicate fine-tuning we must undergo to 

remain connected.  
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Why would it have been helpful to become acquainted with Hermes 

and Hestia? 
 

Perhaps the most obvious reason to consult mythology is that it shows the continuity of 

symbols over time. There were primordial analogues to philosophy, science, and the arts. 

Retaining this continuity, in one form or another, tends to strengthen the insights of an 

investigator, because if he or she had completely invented a new story, without any continuity at 

all to the prevailing culture, then the community would have been resistant to that message. The 

existing symbolizations make communication easier. A Sigmund Freud can find references to the 

story of Oedipus helpful in explaining his hypothesis. In this way, the myths connect us to 

tradition by offering a language which the people already understand.  

 

More than that, there is bound to be a convergence of symbols around the self-same 

experiences. (This is the contention of a Joseph Campbell who can find parallel stories in 

multifarious and far-flung cultures, from which he infers a commonality of experience. Similar 

stories, similar experiences). If you and I have an equivalent experience, it is likely that our 

descriptions will in some respect resemble each other. Myths are early attempts to explain 

something that we still need to understand, and it is possible that we can still learn something 

from these time-tested narratives.  

 

Plato for example was not exactly replacing one thought system (Homeric gods) with another 

and consciously overthrowing an entire tradition. He was differentiating something that had 

previously been compact. This is why he had to take something that already existed in the culture 

and reveal these differentiations as an advance on our understanding. Two thousand years later 

many of antiquity’s differentiations have not been improved since; if anything, they have been 

corrupted in the West, often grossly oversimplifying a complex reality. The myths offer us a 

compactness that in many cases we have otherwise lost.  

 

Archetypal psychologists will argue that the myths survived because they reflect or enact 

dynamics in the soul. There will be a kind of validity to a story that captures what happens in 

each of us. We can “relate” to the tale, and that is why it survives. These archaic images are the 

archetypes that shape human thought. Thus, whatever it is that we hope to understand will 

originate in a common reservoir of images derived from the polytheistic worldview of the 

ancients. “To study human nature at its most basic level,” wrote James Hillman, “one must turn 

to culture (mythology, religion, art, architecture, epic, drama, ritual) where these patterns are 

portrayed” (Hillman, 2004, p. 14). He continued, “The primary rhetoric of archetypal psychology 

is myth” (2004, p. 31). And the fundamental component of mythology for purposes of 

understanding the human soul are its images (Hillman, 2004, p. 26). When these timeless images 

are encountered, they frequently arrive as personifications bearing a message (Hillman, 2004, p. 

25).
2
 That is how we often understand them. Thus, we give them a name. And so we find 

ourselves encountering Hermes and Hestia. 

 

                                                 
2
 Hillman explicitly distinguishes a polytheistic account of the soul from a polytheistic religion (2004, pp. 

45-49).  It was not his purpose to demonstrate whether the cosmos is actually populated by divine beings 

bearing the likeness of Zeus, Apollo, and Athena. 
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One final observation about the relevance of Hermes in particular to our investigations into 

leadership. It is from the name “Hermes” that scholars adopted the term “hermeneutics” to mean 

interpretation – originally, the interpretation of sacred texts. They wanted to formalize their 

efforts to interpret texts that were notoriously difficult to understand. These texts were often 

partial and cryptic, recorded in an alien language, during a remote era, as part of a foreign cultus, 

such that interpretation was required to make sense of them. The goal was to adopt standards for 

conducting these interpretations. Out of the evolution of these standards a name for this effort 

emerged based on the Greek god Hermes, by way of herméneia for the English word 

“explanation” (Kerényi, 1986, p. 88). 

 

In like manner, leadership studies has been one long, sustained effort to interpret something 

that is not always directly accessible to observation, a looking past what is apparent to something 

behind it, into the interior of social actors – their fears and desires, their hopes and dreams. And 

to do this, of course, we have to interpret the scholarship of many writers – the scientists, 

philosophers, and historians who have tried to make sense of leadership, but also the dreamers 

and artists. Interpretation has been the name of this collaboration. You and I and leadership 

scholars (as observers) and leaders and followers (as participants) all engage in processes of 

interpretation en route to making choices about what to do in the world. It seems useful to say 

this openly and make it plain. Thus, we might say that Hermes represents the activity of 

particular interest to us.  

 

Hermes and Hestia, Together 
 

One could argue that – to one degree or another – each of us embodies the gods. We pass 

through phases or episodes in which they possess us: anger for Aries, love for Aphrodite.  

 

Hermes is a kind of leader, attracting attention from those in liminal spaces, uncertain where 

to turn, and pointing the way toward fulfillment. He even accompanies us, supplying hints and 

intimations as we go on the path we are meant to follow. He brings the boon of direction. His 

illumination draws our attention in the darkness and lights our footsteps. 

 

Hestia awaits us, keeping the home fires burning, tending the point of convergence, where we 

all are meant to gather and abide together. She is the steady attraction, a fixed point we must use 

to orient ourselves, lest our lives become unfocused. If Hermes lapses occasionally into 

exasperating, manic abstraction, whirling about on winged sandals, getting carried away by 

rumor and speculation, she is the most concrete thing there is … a touch, a warmth, a place to eat 

and rest. And so they work together, animating our choices about when to follow and whom to 

follow – the lively, gesticulating, charismatic Hermes, enlivening the imagination to venture 

forth, toward the feminine embrace of fulfillment at the place where we somehow know that we 

belong. 
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Stella Adler: You Have NO Expertise on Costume 
 

Al Erdynast
1
 

 

Opportunities for exchanges with persons of exceptionally high degrees of expertise and 

operating principles in their field are rare. This article is a study of Stella Adler. Unbeknownst to 

me when we first met, since we were in different fields, Stella Adler was the queen of acting 

teachers in the theater and movie industry, with whom Marlon Brando, Robert De Niro, Cybill 

Shepherd, Benicio del Toro, James Coburn and so many other legendary actors had studied.  The 

American philosopher John Dewey discusses various types of experiences in his book 

Experience and Education. Most of our experiences are benign – not constructive, not 

destructive and such experiences are transitory and often not remembered. A few rare 

experiences are formative and lasting – they deepen our future experiencing. The most 

transformative type of experience is the formative kind that lives on fruitfully in future 

experiencing. Stella Adler lives on in some of my analyses of Picasso’s works, thirty-five years 

after her own analysis of Picasso’s Bull Series. Thirty-five years! Precious few experiences have 

that kind of longevity. 

 

I met Stella Adler in 1982 in Los Angeles through Milton Justice who was working on Lee 

Grant’s documentary for HBO entitled “When Women Kill.” Lee Grant had selected six women 

convicted of murder, three of whom were in New York, and three likewise convicted in 

California. At the time I was teaching a class in a women’s prison. That class was one of eight 

classes I taught each year, two of which were at the prison. The class was part of a special B.A. 

program for incarcerated women, and was based on a study that found that the rate of recidivism 

was considerably reduced when inmates completed at least 3 college courses. An inmate in my 

prison class, referred to as one of the Manson Girls, was one of the women selected by Lee 

Grant. Milton and I met to prepare for the filming of my prison class. During our discussions, 

Milton frequently quoted Stella. The quotes were highly interesting positions she took on a wide 

range of issues. 

 

Milton asked if I would be interested in attending one of Stella’s class sessions while she was 

in Los Angeles. I was intrigued, so I answered, “Yes, I would.” The classroom was in an 

amphitheater. Milton and I sat in one of the upper rows in the back. Stella was seated at a desk 

with her assistant. The students had each prepared a 15 minute scene. Invariably, Stella stopped 

each performance within a minute or less, critiquing what the students were doing and giving 

them instruction. Her critiques were impressive and exceptionally astute. She was a master at her 

                                                 
1
 Albert Erdynast is Distinguished Professor of Business Administration and Psychology at Antioch 

University in Los Angeles. As a doctoral student at Harvard University he was on a research team for 
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Erdynast currently teaches courses on Social and Ethical Issues in Business, Adult Developmental 
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work. Some of her criticisms were unnecessarily harsh. A few acting students thought the 

criticisms were personal attacks and sometimes cruel. 

 

I was not previously familiar with who Stella Adler was. I did not know that she had been an 

actress and a director in the Group Theater. I did not know she was a legendary acting teacher 

and that she also infused social criticism and humor into her classes. I did not know she had had 

numerous adventures throughout her life. Nor did I know anything about her unique persona, her 

immediacy and that she could be a force of immense proportions. 

 

When class ended, Milton introduced me to Stella and I offered my compliments. Stella 

invited us for a late supper along with other former students. After some chit-chat from her 

former acting students about how well she had taught the class, Stella turned to me and asked, 

“And what do you do, young man?”  

 

Before I could answer, Milton, who had previously been one of Stella’s assistants, introduced 

me, rather theatrically, as a professor who teaches women who’ve been convicted of murder. 

 

His answer was an exaggeration. Most of the inmates in my class had convictions for other 

crimes. 

 

What happened next was striking. Stella turned to the person beside her, directly addressing 

the central issue about the topic that was brought up, which was very characteristic of her, and 

asked, “Could you ever kill?” Then she asked each of the other 10 guests the same question. Her 

forthrightness was not something to which I was accustomed. It was exhilarating. One dinner 

guest said, “If it hadn’t merely been a shoe that I had thrown at my former husband’s head, he’d 

be dead.”  The two individuals who declared they could never kill, under any circumstance, were 

perhaps the two most dangerous people in the room. Not even in self-defense? Not to protect the 

life of an innocent child from a homicidal maniac? 

  

The next morning I received a phone call from Stella’s current assistant, Eddie Weinbaum, 

who said, “Miss Adler would like to invite you to join her at a party she is having this weekend 

for distinguished actors, directors, and producers.” I was surprised and flattered. The invitations 

continued. I am a relatively busy person, someone who hadn’t the time to attend many social 

events. But time is made, not found, to be with Stella Adler. Every day when the call to my 

office came with an invitation, I made the time to join her. I was Stella’s companion at dinners, 

parties, and other social events. She was 82, but she lied about her age. She told me that she was 

81. I was 38. 

 

Once, Stella gave a dinner in honor of the writer Christopher Isherwood. As the guest of 

honor, he was seated to her right. For the first time since I was introduced to her a month earlier, 

I was seated to Stella’s left. Among the guests at the dinner were Isherwood’s partner, portrait 

artist Don Bachardy, and Dr. Ann Reynolds, who was the Chancellor of the California State 

University. Dr. Reynolds, who governed the University through 19 campus Presidents, had 

invited Stella to visit Russia with her for a tour she planned to make of universities there. Stella, 

who was born in Odessa, was tickled by the invitation, but was undecided about whether or not 

to go on the tour.  
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An hour of cocktails preceded the dinner. One of the guests arrived late and tried to give an 

explanation for his tardiness. Stella interrupted him, “Explaining why you are late because of 

traffic in Los Angeles is not worthy of adult conversation.” 

 

Fifteen minutes into the dinner Stella turned to me in a loud enough voice so that all could 

easily hear, “After these dinner events, Al, do you go home to your wife?” 

 

The entire dinner table immediately lost interest in whatever it was they’d been chatting 

about. 

 

I answered, “No, Stella, I am not married.” She paused for a few seconds. 

 

Stella then asked, “Al, after these evening parties and dinners, do you go home to your 

girlfriend?” 

 

“No, Stella, I don’t have a girlfriend at this time.” Stella pondered her next question while 

everyone else was very quiet. 

 

“Well Al, then what do you do for sex?” 

 

I had never previously been asked that question at a formal dinner. I have never previously 

been asked that question at an informal dinner either. But I had already learned enough about 

Stella Adler to know that questions of this sort can arrive at any time, whether expected or not. 

Her forthrightness was on par with the question, “Could you ever kill?” No question that Stella 

ever asked was one that could be avoided. 

 

“In those matters,” I answered, “I am of the same persuasion as the two philosophers 

Immanuel Kant and Mae West: “Work is the ultimate satisfaction and sex is the ultimate 

distraction.”  

 

Stella banged her fist into her other hand and said, “I am the very same way! On my bed in 

New York, instead of a man, I have fifty books.” 

 

It took me some time to realize that Stella was not really inquiring about my sex life. She was 

simply probing my availability. 

 

Stella’s marriage to Harold Clurman – director and producer in the Group Theater – had 

considerable turmoil, in no small part because Stella accepted dinner invitations from other men. 

Her mother-in-law pulled her aside one evening to educate her about proper marital etiquette. 

“Stella, when married you are not supposed to date.” Stella said, “Really?” But she continued to 

date. 

 

At the end of her summer of classes in Los Angeles, Stella invited me to join her on vacation 

in Italy and France, where she planned to visit art museums. I told her I was extremely flattered, 

but that I couldn’t go – I had a university to run. These days, no longer an academic 

administrator, I am simply the senior member of the petrified faculty at my university.  



Erdynast: Stella Adler  
 

 
 

INTEGRAL REVIEW    January 2016   Vol. 12, No. 1 

121 

A week later, after reconsidering her plans, Stella presented a different proposal – if she 

cancelled her trip to Europe, and if she postponed her nightly early dinner invitations with 

directors, producers and actors in favor of later suppers, would I tutor her for three hours every 

evening, from 5 until 8 p.m., on various areas of my studies? I very gladly accepted. 

 

So for the next three weeks I tutored Stella in some of the areas in which I taught, using 

mostly my course materials on Mark Twain, Picasso, and the Psychology of Adult Moral 

Development. Stella came to admire Mark Twain as a social critic and as an educator, which is 

how he understood himself rather than as a humorist. She was particularly impressed with his 

scathing critique of the Belgian King Leopold II for his colonial policies in the Congo. She was 

delighted with Mark Twain’s description of his meeting with George Bernard Shaw, who was 

one of Stella’s favorite playwrights and social critics. Stella had her own gift and courage of 

spontaneous humor, but she had not studied humor nor cultivated it into a discipline. She 

admired and respected power through writing, but she had never previously imagined that Mark 

Twain’s form and style of philosophical humor incorporates enormous power—“Under the 

assault of humor, nothing can stand.”  

We didn’t cover my course, Moral Psychology in the Dramatic Film, since it paralleled her 

course on script analysis. My class analyzed Casablanca, The Philadelphia Story, and Betrayal. 

We both taught about Edward Albee’s works. In Stella’s classes she covered his plays The Zoo 

Story and The Death of Bessie Smith. In my film course I analyzed Albee’s Who’s Afraid of 

Virginia Wolf? Because of the overlap of our two courses, Stella once asked me to be her 

teaching assistant to prepare teaching notes for George Bernard Shaw’s Major Barbara. Not 

uttering a word was a novel experience for me as a professor as I sat with her during the class 

session. I later received a letter from Stella, letter writing for which she was also famous, 

expressing her appreciation for succinctly condensing Major Barbara for instructional purposes. 

She also humorously expressed her gratitude that she did not have to suffer George Bernard 

Shaw’s excessive wordiness that evening.  

How clever of Stella to get a professor to be her teaching assistant. Why didn’t I previously 

think of that for myself? But I am a quick study. The last time I submitted a several hundred 

thousand dollar research grant proposal to the Templeton Foundation, I asked the President of 

my university to please review the proposal before signing off for our university. The President 

found a typo. Presidents, with a Ph.D. degree, are good at this. Actually they are the best. No one 

can surpass the presidents of universities in locating typos in research grant proposals. And they 

are deservedly proud and happy when they locate a typo, and have it corrected before the 

proposal’s submission. 

Stella overcame her objection to what she had previously, and mistakenly, referred to as 

Picasso’s “abstract art.” She understood Picasso as a vehicle for better understanding the 

aesthetic universe. In a parallel way, Stella taught script analysis as a vehicle for understanding 

the human condition. We discussed Picasso’s Pink Period paintings, particularly Woman Ironing 

(1904) for its depiction of the state of resignation. We discussed The Blind Man’s Meal (1903) 

and several other Blue Period paintings as well. We analyzed Picasso’s Weeping Woman (1937) 

for its depiction of the intensity of distress and unavailing grief.  The emotional issues in these 

Picasso paintings were ones addressed by the playwrights about whom she taught. 
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Stella Adler, who was the master teacher to many prominent actors, suddenly was my student. 

She was obviously the brightest student I have ever taught. 

 

Stella invited me to visit her in New York, to her apartment on the Upper East Side, and also 

to her house in Southampton, where she said I would have my own room to do my research 

writing. During my visit to New York City, she invited Lee Grant and Michael Moriarty to a 

dinner party, along with other guests as well. After the dinner, Michael asked Stella’s permission 

to rehearse a scene from the Caine Mutiny – in which he had the starring role on Broadway – for 

her opinion and critique of his interpretation. It was impressive to listen to Stella’s astute, critical 

review of his performance and to listen to her generous opinions about how Moriarty could 

improve his interpretation. I was enthralled by his honest and sincere request and by Stella’s 

thought provoking response.  

 

After Stella and Michael had completed their work, while everyone was chatting, Stella 

boomed, “Well, Al, everyone in New York wants to know, do we or don’t we sleep in the same 

bedroom? What should I say?” 

 

“I hope you have answered, ‘Yes,’” I said, “because I don’t know any instance in history that 

saying ‘No’ makes any difference in what people think.” Stella and the others smiled. 

 

Once, on our way to Southampton, Stella instructed me to turn right at a fork in a particular 

intersection. I turned left instead. Stella said others would have turned right because they loved 

her. I replied that her acting students, whom she employed to chauffeur her, would have turned 

right not because they loved her, but because she refused to acknowledge that slavery was 

against the law. She grinned. I then informed Stella that a road sign at that particular intersection 

had instructed drivers to turn left to get to Southampton. 

 

Back in Los Angeles, Stella and I once attended “Zorba the Greek, the Musical” with 

Anthony Quinn, one of her former students, starring in the lead role. We were seated in the house 

seats – ones that Anthony Quinn had personally provided at the Dorothy Chandler Pavilion. 

Shortly after the performance began, Stella suddenly wanted to walk out. Stella had undoubtedly 

been influenced by her father Jacob Adler, king of Yiddish theater, who lived by the principle 

that the playwright, and the director, decide on the moral content of what was presented.  Her 

father told audiences that if he did what he thought he should do they would then learn about 

Yiddish theater, but if he did what the audience wanted him to do, it would lead them both 

straight to the whorehouse. So that night, while watching Zorba the Greek, Stella saw that 

Anthony Quinn was pandering to the audience’s desires. And she wanted no part of it. Stella 

stood up in her seat to exit, but I told her that we could not leave the theater just yet. She said, 

“Of course.” She understood that the issue was one of public decorum. The spectacle of Stella 

Adler leaving her front-center seat before an audience of several thousand would have been 

scandalous. She and I suffered more of the musical, but only until the intermission. Then we 

emancipated ourselves. 

 

Stella, who had once been on the teaching faculty at Yale University and the New School for 

Social Research wanted to meet my former mentor, Professor Lawrence Kohlberg, with whom I 

studied while at Harvard University. I said it was not a good time to meet him, that he was 



Erdynast: Stella Adler  
 

 
 

INTEGRAL REVIEW    January 2016   Vol. 12, No. 1 

123 

terribly depressed. Stella immediately wanted to know why he was depressed. I said, “He is the 

world’s leading expert on moral development, his books have just come out, and the critics have 

been harsh.” “That's normal,” said Stella. “What else?”  

 

“He is in the middle of a bitter divorce and says his wife is suing him into poverty.” “That’s 

normal,” said Stella, “What else?” 

 

“He is not on speaking terms with either of his sons.” “That’s also normal,” said Stella. We 

never managed to make the trip so she could meet my professor. 

 

Stella and I visited the Norton Simon Museum in Pasadena one day. Stella wanted to only 

view the French and Italian painting exhibits. As we entered the museum, however, I fortuitously 

happened to spot Picasso’s Bull Series.  I asked if she would mind giving me her opinion about 

whether the series of bulls was beautiful or not, since I teach about that sequence. She said, “Yes, 

I would mind.” Her analysis of Picasso’s Bull Series was superb, despite her protestation that she 

had no interest in “abstract art.” I found her analysis more interesting than either of the only two 

published analyses, one of which is by a former Curator of the National Gallery of Art in 

Washington, D. C. I told her that Picasso denied he ever painted any abstract art, declaring that 

everything he painted came from reality. Stella’s analysis of the Picasso Bull Series had an 

influence on my own analysis, and more recently, 35 years later, on a research study that 

involves the analysis of Picasso’s Les Demoiselles d’ Avignon. 

 

I invited Stella to my class in prison once so that she could present her analysis of the Bull 

Series. Stella told the inmates that Professor Erdynast had “forced” her to analyze the Picasso 

lithographs with the question, “What do you think?” A question that, according to Stella, “no 

self-respecting intellectual can ever avoid!”  

 

Stella told the inmates that her expertise in the discipline of script analysis was related to the 

discipline of art analysis. She also told them that twice she’d come close to finding herself at risk 

of being sent to prison. During World War II, Stella illegally tried to take displaced persons on a 

train to freedom described in detail in Sheana Ochoa’s excellent book “Stella!!!” She was also a 

member and a gun-runner for the Irgun, a militant Jewish underground organization in Israel. 

Stella told the inmates that one of the Irgun’s leaders was Menachem Begin, a friend of hers who 

eventually became the Prime Minister of Israel. Stella additionally talked about having once been 

caught arriving in London with two different passports. 

 

Stella made an indelible impression on the inmates and the “free-world” Antioch University 

Los Angeles students who had come to the prison for the day. Making an indelible impression 

was a common feat for Stella in all settings. Stella was an intellectual magnet who attracted the 

interest of exceptionally talented and highly motivated actors as well as that of beginning acting 

students. She was a true genius. And true genius does not limit itself exclusively to a single field; 

it manifests and extends itself pervasively. 

 

One of the inmates in the class, who was featured in Lee Grant’s documentary, made a 

particularly good impression on Stella. Stella said she would like to take her shopping one 
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weekend. I had to educate Stella that an indeterminate life sentence does not come with weekend 

shopping privileges. 

 

Stella’s third husband, Mitchel Wilson, was the most popular Western scientific writer and 

novelist in the Soviet Union. He had been a research scientist assisting Enrico Fermi and had 

taught physics in universities. Science, invention, and the ethical problems of modern atomic 

physics were topics he routinely addressed. One day, while he was reading a book in their living 

room, Stella came up behind him, looked over his shoulder as he was reading and asked, “That 

looks terribly complicated. Can you understand all of those formulas?” Mitchell answered, “Yes, 

Stella. I wrote this book.” She once told me to stop playing tennis, that it was unbecoming for an 

intellectual to be chasing a tennis ball. 

 

On one occasion we had cocktails with Harold Williams who was the president and chief 

executive officer of the J. Paul Getty Museum and the Getty Trust. During the conversation 

Harold Williams said that the Trust had let it be known in art circles that it had so much money it 

could offer $1 more than any other bidder, outbidding any and all rivals. Stella boomed out at 

him, “There is no museum art for sale.” Several years ago, Italy sued the Getty Museum to return 

its illegally procured art. In my course on Picasso, I take students on several field trips – to the 

Norton Simon Museum, the Los Angeles County Museum of Art, and the Weitzman Museum in 

Holmby Hills. I announce to the students that I could also take them to the Getty Museum, but 

won’t, to show them where some Italian art used to hang.  

 

In Palm Springs one weekend, one of her former students, Misty Rowe, came to visit. Misty 

had a lead role in the television series Hee-Haw. After dinner, Stella wanted to go into the 

swimming pool, but she didn’t have a personal assistant along to help her get into a bathing suit. 

She asked if it was ok with me if she went skinny dipping. I said, “Of course.” And the three of 

us went for a swim. Had I not been so agreeable, I could easily have come into criticism for 

having what Stella referred to as “middle-class Puritan attitudes and values.” 

 

It was almost always Stella who invited me to her social events. Occasionally, I invited her to 

one of mine. As the Director of the B.A. Program at Antioch University Los Angeles, I once had 

to give a short graduation speech at the California Institution for Women, the state prison where 

Antioch’s Bachelor of Arts for inmates was being provided. I invited Stella. 

 

It was a delicate speech to deliver. Most of the women in the program were there for a single 

– but major – crime in their life. They were ashamed that their paths had taken them to prison. 

The inmates’ families were present as the graduating women received their diplomas. The 

parents and husbands were ashamed that their daughters, or wives, were in prison. The inmates’ 

young children were bewildered by their mothers’ circumstances. My short speech addressed the 

inmates’ achievement in pursuing their formal education while they were “doing time” and not 

“letting time do them.” Shame was temporarily suspended and substituted with pride of 

accomplishment. 

 

On the drive back from the prison, Stella, who was renowned for her course on script analysis, 

retraced the sequence of points I’d made in my speech. I should have expected it. We talked 

about the particular influence of violent, imperious men in the lives of the inmates that had led 
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some of those women to prison sentences. Some were serving 15 to 25 years. Some were there 

for indeterminate life sentences. 

 

Stella had worn a black blouse and a black corset underneath to the prison graduation event. 

At this time in her life, at least while in Los Angeles, she usually wore only a thick black or red 

ankle-length slip that her personal assistant, Eddie, had thoughtfully arranged to be made for her 

at Trashy Lingerie. The slips, which she wore as dresses for teaching her classes, were 

comfortable, convenient, and eminently practical. After a hip replacement surgery Stella no 

longer had her previous physical flexibility. With those thick slips, worn with a jacket, she didn’t 

have to put on a cumbersome bra underneath. A couple of times I teased that I would publically 

let it be known that her entire wardrobe had been obtained not at Saks, but at Trashy Lingerie. 

The preposterousness of the possibility, and her confidence that I would never execute that 

threat, made Stella grin with abandon.  

 

It was an extremely hot day at the prison on the day of the graduation and there was no air 

conditioning. I don’t ever complain about excess heat. I could in fact be called “an optimist who 

hasn’t quite arrived.” I look on the positive side of things. I think of excessive heat as 

preparatory for my eventual destiny. Stella didn’t complain about the heat either. But on the long 

ride home she was visibly uncomfortable in her ensemble and asked if it was okay if she could 

make herself more comfortable by unbuttoning her blouse. I said, “Of course.” I was not 

bothered at all. Had I objected I could again easily have come into criticism for “middle-class 

Puritan values and attitudes.” 

 

When we arrived back in L.A. after the long drive, I offered to take Stella out for coffee at the 

Farmers Market. She said she would like that very much. But Stella’s blouse was still 

unbuttoned—all the way. I asked if she would mind re-buttoning her blouse. I thought of it 

merely as a matter of public decorum. The moment I made that request I immediately knew there 

was going to be trouble. Stella was rarely at a loss for words. Her temporary silence confirmed 

that trouble was being prepared. The queen of acting teachers, with whom so many legendary 

actors had studied, only gave instructions. The queen of acting teachers took instructions from no 

one. Throughout her personal history, in any situation with rival interests, Stella almost always 

prevailed. And she could be fierce when necessary. Stella answered that she “would indeed 

mind” re-buttoning her blouse. 

 

I had to decide whether she was serious or not serious. Stella had previously forewarned me 

with, “Always remember, Al, that I am an ‘actrissa’ (her affected aggrandization of the word 

‘actress’) and that an actrissa is always acting except when she is on the stage.” After brooding 

for a bit, she complained that the previous week I had voiced no similar objections when we had 

gone to the fashionable restaurant The Ivy with Misty Rowe, where Misty Rowe wore a camisole 

top. She then thundered: “You have NO expertise on costume!”  

 

Her indictment was compelling and dispositive. Not previously, nor since, have I been told in 

such a straight-forward, dignified and civilized way, in the heat of intense anger, and without 

character attack, to mind my own business. Not only was I no professor on costume, in my entire 

life I had never impressed anyone serious about style in dress in any way that would even qualify 

me as being a worthy student in that field. 
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Stella was undressed in only a most minor way. It was I who was exposed – I had been caught 

with my credentials down. I had taken a position on an issue with no expertise on it whatsoever. 

Mine was the conventional point of view. Stella challenged my request, in a realm where she had 

considerable authority and I had none at all. 

The defense had no rebuttal.  

 

The impasse in the parking lot was a private spectacle – the queen of acting teachers who 

objected to a simple request and a professor at a loss for words. For a considerable length of time 

Stella and I continued to sit in silence in the parked car. I had been rendered completely and 

utterly speechless – a fine predicament for a professor who taught courses in five different 

disciplines, with not a helpful word arriving from any of them. Stella was reverberating from the 

infernal presumptuousness of a blandly attired professor, wearing an innocuous button-down 

shirt and tie, a sport coat, and grey slacks, who had given her – Stella Adler – an instruction on 

dress!  

 

The tension had to do with decisions about matters of attire.  Unbeknown to me, Stella had 

intense views about professional and public attire. The A&E documentary on Stella Adler, which 

is part of its American Masters series, illustrates this intensity. Stella is visibly enraged by a 

young student who dressed for his own comfort when he performs a scene from Shakespeare. 

Stella interrupts him and criticizes him severely, telling him that wearing a casual robe is 

incongruous with Shakespearian period costume. And she states that she refuses to be subjected 

to self-indulgence, which she abhors. She mentors him – affirming his considerable talent but 

adds that if he doesn’t select his wardrobe to suit whatever role he is portraying that he will 

professionally undermine himself. 

 

The young student whom she berates in the documentary is Mark Ruffalo.  

 

Stella swore she would make me pay for my insistence about re-buttoning her blouse. When 

we eventually came out of the car, Stella was fully buttoned, and behaved in a manner fitting a 

famous acting teacher, greeting all those who recognized her and rushed to meet her. But they 

would have greeted her equally well if she had been unbuttoned because she had considerable 

poise, presence and carriage no matter how she was dressed. Stella was born to parents who were 

royalty in the Yiddish Theater and, in her adulthood, she certainly became an intellectual 

aristocrat in her own right.  

 

No experience with Stella was ever benign. Experiences with Stella Adler always resulted in 

more profound experiencing. 

 

It was her graciousness that prevailed. She never did carry out that threat.  

 

Of course! 
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Subject Object Poem 
 

 

Imagine a world with no mirror, 

no camera, nor lake without haze. 

How would I know what I look like? 

Where would I look for my face? 

 

Would I be fair like the maid in the story? 

Or hideous, a walking disgrace? 

I could try and feel with my fingers, 

or I could tell from the look on your face. 

 

But all that I meet, they are different. 

Some adore me, some run in detest. 

Some want me to tell them what I see, 

some say that not knowing is best. 

 

Now, picture me finding a mirror. 

At last I can see who I am! 

I see tears rolling down on my cheeks as I 

admire the face I will damn. 

 

Now I’m travelling the world with the truth in my hand 

showing everyone who they really, truly are. 

Soon I’m hated, haunted and crying, 

but not from loneliness, isn’t that bizarre?! 

 

No, I’m crying because I just realized, 

that the face in the mirror I see 

is yet another part of my body. 

If I see it I know it’s not me. 

 

 
1
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Orange Capitalism – and then what?  

A review of two books on the future of economy and 

society 
 

Dawlabani, Said. (2013). Memenomics – the next generation economic system. NY: 

SelectBooks, Inc. 

and 

Scharmer, Otto and Kaufer, Katrin. (2013). Leading from the Emerging Future: From Ego-

System to Eco-System Economies. San Francisco: Berrett-Koehler Publishers, Inc.  

 

Reviewed by Kristian Stålne
1
 

 

What caused the 2008 financial meltdown and where is capitalism heading after that? Or 

maybe we should rather ask where we as global society as a whole are heading, since economy is 

such a fundamental part of our lives and societies. This complex topic has been widely discussed 

with many analyses and speculations on the nature and development of economy and money. But 

what would economic development look like through an integral or developmental lens? I have 

found two such analyses of interest that seem to qualify and that are mostly compliant yet 

complementary with each other, but still very different in style and focus. 

 

The first one is Memenomics – the next generation economic system, by Said Dawlabani 

(2013) who employs Clare Graves’ double helix or Spiral Dynamics model as a developmental 

framework (Beck and Cowan, 2006), and the second one is Leading from the Emerging Future: 

From Ego-System to Eco-System Economies by Otto Scharmer and Katrin Kaufer (2013) that 

introduces an own developmental framework for socio-economic development. One of my 

research foci is on stage theories in adult development psychology that typically takes the 

individual, and to some degree the culture, as a study object, but I also have an interest in 

connecting adult development and integral perspectives with sustainability and societal 

development. Therefore my main interest in these books is whether and how they make this 

connection. Do they give a view on the stages on socio-economic development that are consistent 

with each other? How do they view the current and prevalent structures and state of affairs? Is 

there a problem and if so, what comes next and how do we make the transition? 
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I will start by giving an overview on Dawlabani’s analysis on the economic development and 

view on the financial crisis, and then compare and contrast with Sharmer’s and Kaufer’s 

perspective on the same. As said, my main focus is on the developmental frameworks they 

employ and how these can help us understand the grand challenges we are facing and some of the 

limitations of the current capitalist economic system. With help mainly from the second book I 

will map out some of these challenges and proposed ways of addressing them. Sustainability is of 

central concern in these and I will also relate the proposed developmental frameworks with other 

frameworks used in mainstream discussions along with some own suggestions for further studies 

on this vast topic. Finally, I will refer to a brief description of what a Turquoise economy would 

look like, according to Spiral Dynamics and Dawlabani. 

 

Memenomics – Spiral Dynamics Applied to Economic Development 
 

Dawlabani’s book takes the Spiral Dynamics model as a framework for analysing the 

economic system. Spiral Dynamics maps out eight value systems or vMemes, where each of them 

has as its purpose to solve the problems of existence that it perceives. By doing so it creates a 

new set of problems that will trigger the emergence of and will be addressed by the next value 

system. The rise and fall of each value system is described in terms of six phases: Inquiry, 

Introduction, Growth, Maturity, Decline and Entropy, although the vMeme will still be present as 

the next higher stage emerges. The values systems, or vMemes, are commonly referred to by 

colors and here very briefly introduce along with approximate time when they first emerged in 

human history (Beck and Cowan, 2006): 

 

Beige (100 000 BC), focusing on physiological survival needs in the dawn of humanity; 

Purple (50 000 BC), associates with magical thinking in hunter gatherer tribes; 

Red (7000 BC), affirming own needs and will to exploite and dominate others; 

Blue (3000 BC), traditionalistic absolutism and self-sacrificing obedience; 

Orange (1000 AD), modernistic and industrial with rationality and scientific objectivity; 

Green (1850 AD), postmodern with pluralism, multiculturalism and human connection; 

Yellow (1950 AD), a functional integration of the previous levels’ healthy aspects; 

Turquoise (1970 AD), identifies with the world as a holistic organism. 

 

According to the Spiral Dynamics lens, the economic system can be seen as a consequence of 

our worldviews and our value systems, which in turn is a function of life conditions, and vice 

versa. Thus, the way the economy functions is a fundamental part of how we organize our 

societies. Another characteristic is that one level transcends and includes the previous one and 

that levels cannot be skipped, or rather should not be. This means that one should not try to 

impose a more complex economic system, or governance, on a culture than what is consistent 

with the life conditions and vMeme distribution of that culture. 

 

The book focuses on the economic aspects of cultural development up to today’s capitalism 

and market liberalism, followed by a detailed description of the development of the US economy 

leading up to the financial meltdown of 2008 and finally a discussion on a solution and next step 
economic system referred to as functional capitalism. 
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The first part gives the economic historic background according to the Spiral dynamics, 

beyond the first Beige value system or vMeme: 

 

Purple – the gift economy of the hunter gatherers 

  

The earliest form of economic activity took place in the form of bartering or gifting, which 

was an important if not necessary means of creating a peaceful existence between different tribes 

instead of pillaging and waging war against each other. The goods that were traded were food 

(from hunting and gathering as well as grain from early agriculture), artifacts, jewelry and 

precious metals. 

 

Red – the first civilizations and the emperor’s coin 

 

As civilizations were born and grew to be complex and stratified, organized economic systems 

were created that allowed for exchange of goods and labor within the empire. The emperor would 

create money in the form of coins made of gold or another metal accompanied by laws to force 

the subjects to accept them as means of payment. We could refer to this as concrete money since 

they had an inherent value in the metal itself. 

 

Blue – nation states and national banks  

 

Along with the birth of nation states, national banks and industrialization, the use of banknotes 

or paper money backed by gold became wide spread (although banknotes first were used in 

periods in China already one millennium before). Despite some initial bank runs, when people 

lose their confidence in the banknotes and want to trade it back for gold, this new and more 

complex abstract form of money was established in society (the complexity aspect is not 

discussed in Dawlabani’s analysis). With a stable currency that everyone trusted the new 

industrialized economy could flourish. Hallmarks of the Blue value system are trust, order, justice 

and stability, which are required preconditions for a functioning economy where you exchange 

goods, wages, and you can borrow and repay money, which paved the way for capitalism. This 

economic system was a huge step forward for society, but still one that showed several 

limitations, e.g. that the wealth of a state was dependent on the size of its gold reserve. 

 

Orange – market economy and capitalism 

 

Gradually the western mindsets and economies shifted towards an Orange mode of thinking, 

meaning more individualistic, with less centrally controlled and regulated economies, and 

positivistic towards scientific and technological progress, and towards economic growth. In the 

USA in 1971 the currency was shifted away from the Bretton-Woods framework, thus releasing 

the dollar from its connection to the gold standard and making it a fiat currency, i.e. one where 

the government guarantees its value. The mindset was to a great deal captured by Ayn Rand’s 

objectivism, where man is (or should be) driven by reason and self-interest, and where the 

economic system in greatest extent should be removed from its constraints. In the beginning of 
the 80’s the Reagan administration started a long-going trend of deregulation towards a laissez-

faire market economy where all trust was placed in Adam Smith’s invisible hand. This means that 

the individual’s self-interest is assumed to be good for the system as a whole, a trend that was 

continued by the head of Federal Reserve and Rand-disciple Alan Greenspan. 
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One reflection I make here is that the economic system seems to be lagging after the 

philosophical, scientific and technological revolutions. According to Dawlabani the Orange 

economic system starts to dominate first in late 20
th
 century, several centuries after the industrial 

revolution and enlightenment, which is typically associated as being Orange in integral settings. 

Still, this may be accurate since also value systems dominating in a population do lag behind this 

way, and that the economic system should be at least somewhat aligned with this. 

 

The period from the 80’s to 2008 can be characterized as a gradual shift away from the Blue 

regulatory, stable and industry and work output-related Main street economy to an Orange, 

market-driven, growth-oriented and speculative Wall street economy. Here the brightest minds of 

the country were busy, not curing cancer or inventing new clean energy sources, but creating 

innovative financial instruments that had less and less to do with the real economy of Main street, 

i.e. with creating jobs and relating to the real value of e.g. houses. One of the above mentioned 

deregulation was the abolition of the Glass-Steagall Act that made it possible for commercial 

banks insured by the taxpayers to take part in risky speculations. When the housing bubble burst 

in 2008 it threatened to make the entire economic system collapse, which was avoided by the 

great bailout of the banks by the new Obama administration. But since then no real revolution or 

transition to a new system has been seen. 

 

Green – equal distribution and democratization of information 

 

So what is Dawlabani proposing as a solution and way forward for the American economy 

after this Orange collapse? Perhaps an economic system based on the Green 6
th

 level value 

system?! Well, not really. The characteristics of the Green value system are introduced quite 

briefly in accordance with two themes: 

 

Human bond and equal distributions, which is obviously about the unequal wealth distribution 

and the 99 percent that has been frequently discussed after the financial crisis. The theme is not 

very elaborated and is dismissed by Dawlabani rather sweepingly:  

 

The European Union is a good example of a system that champions Green economic 

policies as evidenced by their bloated social welfare programs. Green vMeme corporate 

practices have helped bring equality in pay to the worker, but that same system has taxed 

those corporations at such a high rate that innovation is often stifled. This system can 

unfairly burden a whole culture and bring it to the brink of financial disaster. (Dawlabani, 

2013, p. 61) 

 

The democratization of information, the second theme, is given considerably more attention 

and contains an interesting discussion on how the internet of things and the non-scarce nature of 

information have connected us globally and given us access to free information and paved way to 

open source collaborations. This has had consequences for the economy, e.g. in the media 

industry, where newspapers and magazines have gone out of business, peer-2-peer sharing of 

media, new business models such as crowdfunding have emerged and even gift based models 
(which could possibly be seen as purple mode economics). 

 

Still, there is no consistent and functioning Green vMeme economic system described or 

discussed here. Shouldn’t the Green economic system, whatever that is, have its cycle with all its 
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phases? Shouldn’t stages not be skipped?! Instead of elaborating on a green system as a solution 

to the orange problems, Dawlabani moves on and proposes a Yellow system, which he refers to 

as Functional Capitalism. 

 

Yellow – functional capitalism 

 

This value system is often characterized as being a synthesis of the healthy versions of all 

previous value systems, such as Orange emphasis of progression and applying scientific 

advances, Green concern for fair distribution and the environment, and Blue order and stability 

and so forth. Here one strives to integrate all perspectives rather than to see them as being in 

conflict with each other.  

 

No such system exists yet on a national level. However, Dawlabani gives some concepts or 

design principles such as Natural Design, a Yellow concept based on insights from previous 

value systems adapted to the life conditions at hand, and Distributed Innovation, an application of 

Natural Design in the knowledge economy, that are practiced by the two companies Whole foods 

and Google that can serve as inspiration and example of economy at the Yellow level. The notion 

of Conscious Capitalism, as stated by Whole foods’ CEO John Mackey, is described as 

integrating healthy aspects of Orange and Green values after an elaborate version of the triple 

bottom line: People, passion, purpose, profit and planet. And fueled with renewable energy. 

Dawlabani also discusses key politicians, economists and media personalities that are at that level 

in order to support the transition from Orange to Yellow. 

 

Concluding, the struggle between the Blue and Orange value systems in the American 

economy I see as the most detailed and initiated part of Dawlabani’s analysis. The previous two 

value systems, Purple and Red, are only briefly discussed and serves as a historic background, it 

would be great to have that more elaborated and related to other sources than the Spiral Dynamics 

framework itself. The Green value system, however, is in my view oversimplified. In order to 

integrate values at a higher level, the lower ones need to be accurately understood and described. 

And the key to do that, I believe, is to acquire a deeper understanding of the life conditions and 

problems that are associated with the Green value system and created by the Orange systems. 

Here I find the second book more elaborate. 

 

Leading from the Emerging Future: From Ego-System to Eco-

System Economies 
 

In order to get more attuned with the challenges we face on a global level and beyond the 

economic system I find Otto Scharmer’s and Katrin Kaufer’s book Leading from the Emerging 

Future: From Ego-System to Eco-System Economies closer to reality, to the current challenges 

and the limitations of the current capitalist economy. The book comes out with a flying start: 

 

Finance. Food. Fuel. Water shortages. Resource scarcity. Climate chaos. Mass poverty. 

Mass migration. Fundamentalism. Terrorism. Financial oligarchies. We have entered an age 
of disruption. Yet the possibility of profound personal, societal, and global renewal has 

never been more real. Now is our time. (Scharmer and Kaufer, 2013, p. 1) 
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Scharmer and Kaufer are both economists and have their main focus in the lower right 

quadrant in AQAL terms, i.e. on systems, institutions and on global problems. They take a wide 

scope and list eight structural disconnects relating to nature, labor, capital, technology, leadership, 

consumption, coordination and ownership, which need to be addressed. But they argue that the 

disconnects and the challenges can be seen as symptoms of three major fault lines or divides on a 

psychological and cultural level; in our relationships with ourselves, in our relationships with 

each other, and finally in our relationships with nature and our planet.  

 

The Developmental Framework of Scharmer and Kaufer 
 

As Dawlabani, and this can also be seen as an integral theme, Scharmer and Kaufer present an 

evolutionary economic framework, a stage theory for socio-economic development. This has 

much resemblance with the Spiral dynamics framework, although it seems not to be related to 

psychological development according to the field of adult development. The stages are, however, 

associated to a certain mindset or core belief and mode of technology. They refer to the stages as 

Economy 0.0, 1.0, 2.0, 3.0 and 4.0 that seem to be in good correspondence with the Purple, 

(Red)/Blue, Orange, Green and the Yellow value systems, respectively, as briefly follows up to 

3.0: 

 

Society 0.0 is referred to as pre-agrarian, which seems to correspond to the purple value 

system in Spiral Dynamics where man is embedded in “mother nature”. The corresponding 

mindset is premodern awareness, typical of indigenous tribes. 

 

Society 1.0 is seen as state-driven society with stability as its main focus. The description of 

the logic corresponds to the blue value system (the previous red value system seems to have no 

correspondence in Scharmer’s and Kaufer’s framework, or could be included in this 1.0 stage). 

This stage corresponds to a traditional awareness. 

 

Society 2.0 is associated with the industrial revolution, the rise of business with competition on 

a de-regulated free market (laissez-fair) and mass-consumerism. The main challenge of the 

system is growth, clearly corresponding to Orange in Spiral Dynamics terms. Scharmer and 

Kaufer refer to this mindset as ego-centric awareness, which gives a hint that they see this as a 

non-desirable stage in itself, being main responsible for the above mentioned crises. 

 

Society 3.0, or stakeholder-capitalism, is described as dealing fundamentally with negative 

externalities of the previous stage, such as poverty, exploitation of low-income workers and the 

environment. Examples are European style regulated social-market economy. Technological 

advancement is characterized by the second industrial revolution with oil, combustion engine and 

chemicals. The 3.0 mindset extends from the 2.0 self-interest to a stakeholder-centric awareness 

and the main logic of this society can be seen as being a reaction towards the previous 2.0 and 

dealing with its limitations: 

 

Measures to correct the problems of Society 2.0 include the introduction of labor rights, 

social security legislation, environmental protection, protectionist measures for farmers, 

and federal reserve banks that protect the national currency, all of which are designed to do 

the same thing: limit the unfettered market mechanism in areas where the negative 

externalities are dysfunctional and unacceptable. […] Stakeholder capitalism, or Society 
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3.0, as practiced in many countries, deals relatively well with the classical externalities 

through wealth redistribution, social security, environmental regulation, farm subsidies, and 

development aid. (Scharmer and Kaufer, 2013, p. 54) 

 

Before going into the limitations of society 3.0 and moving on to the next stage, I will take a 

closer look at the most central problems that this stage is trying to address. It will be addressed in 

more detail due to its central importance to the question on the limits of the current economic 

system and of capitalism, and on possible ways forward. 

 

The Challenges of the 3.0 Society or the Postmodern World 
 

In Dawlabani’s analysis the Green value system is only elaborated on with respect to one 

theme, the knowledge economy, but gives only brief attention to the second theme that I think is 

of greater importance here: the distributional or social aspects. A third theme, perhaps of even 

more importance and also not more than briefly mentioned by Dawlabani, is the environmental 

concern and focus on sustainability. Both these themes can be described in terms of being in 

conflict with the modern Orange value system and with its most fundamental premises of 

economic growth. Here follows a description of the two latter themes and challenges according to 

Scharmer and Kaufer, but also with some other sources that I find useful and illustrative. 

 

Sustainability 
 

Beginning with the aspect or theme of environmentalism or sustainability, the perhaps most 

fundamental premise of an Orange economy is that it should grow and the most obvious critique 

from an environmental or sustainability perspective is that there are limits to growth on a finite 

planet (Meadows, Meadows, Randers, Behrens III, 1972). In terms of ecological footprint we 

currently overshoot the planet’s carrying capacity with 50 percent. This shift in perspective is 

sometimes referred to as going from an empty world to a full world (Costanza et al., 1997), where 

an Orange view of the world is one of abundance but Green views it as limited with a scarcity or 

recourses and a limited ability of the planet to absorb waste.  

 

A common critique of the current market economy is that it fails to take into account 

externalizations, meaning that the environmental impact is not included in the price of a 

commodity such as an airline ticket that doesn’t include the cost of the CO2 being emitted or the 

many ecosystem services that we take for granted. An ecosystem service is something that nature 

produces that is of value to us, such as fresh water, soil, the air we breathe or bees pollinating our 

plants. A response according to the Orange value system is to assign an economic value to these 

ecosystem services, which would also allow the economy to continue to grow since more things 

of value are added to the economy. Giving the ecosystem and its services a value would mean 

that they can be taken into considerations when we make decisions on whether we should exploit 

such a resource.  

 

This commodification of nature and attempt to subordinate nature into the economy, which 

can be seen as an Orange or Society 2.0 logic, gets heavily criticized from many environmental 

activists and proponents, one such I find in George Monbiot (2014). Monbiot argues that giving 

things an economic value also means that it will be treated as any other exchangeable commodity 
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instead of a necessity for our survival. It can also be argued that we reinforce the view of nature 

as instrumental, i.e. as something that is there for the sole purpose of being exploited by us. It is 

meaningful to talk about financial capital and natural capital, but they should be seen as non-

commensurable – you can’t eat money. 

 

Other examples of insufficiencies in the 2.0 mode of business to adapt to life conditions of a 

full world are manufacturing and material flows. This was succinctly summarized by Robin 

Wood in his keynote speech at the IEC 2014: 

 

Linear economy: We dig holes on one side of the planet, we extract resources, we pump 

them through supply chains, then we go to the other side of the planet and in two years we 

deposit 98% of these precious resources in another hole. (Wood, 2014) 

 

A typical 3.0 response to this this linear economy is to regulate and reduce the material use. 

Another alternative to the linear economy, a circular one, will be discussed in the description of 

Society 4.0. 

 

Another aspect of sustainability of interest is energy, and using renewable energy is something 

almost everyone pays lip service to, but a transition from a society currently where roughly 85 

percent of the global energy consumption comes from fossil fuels may be harder than one first 

could expect (Heinberg, 2009). In his Crash Course Chris Martenson (2014) emphasizes the 

close connection between increased energy consumption and economic growth, and where global 

oil extraction during the 00s has been at a constant level. Kjell Alelkett, president of ASPO, 

Association for the Study of Peak Oil and Gas, argues that the spike in oil prices in 2008 was a 

trigger to the financial crisis (Aleklett, 2012). In terms of energy we are possibly not only 

approaching a full world but one that is shrinking. 

 

Fair Distribution Between and Within Cultures 
 

After these examples of how the Orange system fails to address sustainability challenges and 

the planet’s limits to growth, let’s turn our attention to the distributional or social aspects of the 

economy. With Scharmer’s and Kaufer’s global outreach they give emphasis to what they refer to 

as the socio-economic divide. An obvious illustration is that the richest 1 percent own 40 percent 

of the world’s wealth, even 48 percent according to more recent data (Oxfam, 2015), while half 

of the world’s population own just 1 percent. Often it is described that capitalism and globalism 

implies that the wealthy world externalizes its real costs to the poor. Starvation is not a sign of 

lack of food, but rather of poor distribution. 

 

Other arguments of the benefits of striving towards a more equal distribution, but within 

cultures, are found in The Spirit Level by Richard Wilkinson and Kate Pickett (2009) who 

investigate the relation between GDP and other variables that they argue are of more relevance, 

such as life expectancy, health and happiness. They all increase with increasing GDP up to a 

certain point when the relation gets weaker and the curve levels out. In the industrial world, 

dominated by the Orange value system and above, economic equality then becomes a better 

predictor of these indicators of a good life.  
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For these problems capitalism and market liberalism appear not to be positive forces. Rather, 

they produce larger gaps Scharmer and Kaufer argue with support from studies made by the 

International Labour Organization in 2008. This is also in line with the arguments made last year 

by Thomas Piketty in the widely debated Capital in the Twenty-First Century (2014), where he 

discusses the inequalities in income and wealth that has increased after 1975, refuting the claimed 

effect of the Reagan era’s “trickle-down economics” with deregulations and tax-breaks for the 

already wealthy. Capitalism is great at producing new wealth but not at distributing it, Piketty 

argues as he proposes a global wealth tax to counteract this. 

 

A way of dealing with the material and economic inequalities and a system where profit has 

become more important than creating jobs, basic income has been discussed in greater extent, 

although it being an old concept. And the concept of a sharing is not limited to information and 

knowledge, a sharing economy with couch surfing, sharing of tools, car rides and different 

services have been discussed and practiced more, not least due to the new possibilities of 

connecting on the web. 

 

In conclusion, Scharmer and Kaufer show that the 3.0 economy of the Green value system is 

much about opposing and transcending the limitations of the Orange 2.0 market economy. It does 

so by problematizing economic growth as an intrinsic goal in itself and by stating that the 

economy should be of limited and subordinate nature instead of the opposite. And that it should 

also act as a means towards satisfying social needs and increasing economic equality.  

 

Still, Scharmer and Kaufer do not consider it to be enough to deal with the current crises: 

“There are three essential limitations of Society 3.0: It is biased in favor of special-interest 

groups, it reacts mostly to negative externalities, and it has only a limited capacity for 

intentionally creating positive externalities” (Scharmer and Kaufer, 2013, p. 54). They dismiss 

what some argue, to go back to a 2.0 society, 1.0 or even 0.0 state of economy, and proposes a 

way forward, to a 4.0 society. But what would that look like and how would we reach it? 

 

Society 4.0 
 

Society 4.0, is characterized by co-creation and as being human- and life-centric. Money and 

the economy should serve the real economy and the well-being of all, and to be means to positive 

social change. Technological development, and more specifically the third industrial revolution 

(with renewable energy and information technology), is seen as a prerequisite to the 4.0 society. 

However, just as the economy, the information technology should be seen as being human-

centric, i.e. means toward human well-being, growth and social creativity.  

 

Where 3.0 can be seen as a reaction towards the problems of the previous stage and dealing 

with them separately, 4.0 offers a systems view and shift in perspective where the described 

problems are seen as symptoms of the divides described the introduction of the book. The shift in 

perspective is from problems to the underlying causes, to the system and inwards to ourselves. 

Thus, they argue that the challenges need to be addressed first on a personal/spiritual level, then 
on a relational and finally on an institutional level by creating social and cultural movements. 

When they go into the psychological processes necessary for change to take place they refer to 

Theory U, described in previous work by Scharmer (2009). 
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 Sharmer and Kaufer gives several examples of how different interests are needed to be 

addressed and to work together instead of competing, for instance by addressing poverty and 

environmental issues at the same time. Here is a characterization of the 4.0 stage: 

 

In the emerging 4.0 stage of our economy, the natural self-interest of the players extends to 

a shared awareness of the eco-system. Eco-system awareness is an internalization of the 

views and concerns of other stakeholders in one’s system. It requires people to develop the 

capacity to perceive problems from the perspective of others. The result is decisions and 

outcomes that benefit the whole system, not just a part of it. (Scharmer and Kaufer, 2013, p. 

56) 

 

When it comes to material flow, the natural response to the limitations of a linear economy is a 

circular one, where material flows are kept in closed loops, either in a natural cycle and totally 

degradable or in technical cycles where they can be processed and reused. This is referred to as 

the Cradle to cradle design principle by Michael Braungart and William McDonough (2009) or as 

circular economy, and is taken as an example by Scharmer and Kaufer as a way forward. 

 

In conclusion, I think the strength in Scharmer’s and Kaufer’s book lies in its rich description 

on cases and way of overviewing the current challenges and limitation of our current system. 

They don’t back down from the big challenges. The book has as its main broad focus the socio-

economic issues of the lower right quadrant in AQAL terms, but aims for making the connection 

to the other quadrants in its emphasis on taking action (upper right quadrant), in organizing and 

doing it together as a culture (lower left), and on the personal, psychological and spiritual aspect 

(upper left), and that these aspects are interdependent: “The matrix suggests that the evolution of 

economic structures follows the evolution of human consciousness – or, to be more precise, that 

they are highly interdependent” (Scharmer and Kaufer, 2013, p. 239). However, the book does 

not refer to any theory from the field of adult development or integral theory in further 

elaborating on what they mean by evolution of consciousness, a connection that needs to be 

further addressed. One first step is to relate it to and compare it with Spiral Dynamics, which will 

be done in the following section. 

 

A Comparison between the two Developmental Frameworks and 

with other Perspectives 
 

Generally speaking, the two frameworks show a significant consistency in their description, 

but there are some differences in how they interpret and order historic and economic events. It 

may sound like an academic detail, but how things are ordered can have an effect on and be seen 

as a reflection of one’s view on e.g. the financial crisis. Dawlabani sees the development of the 

US economic system in the last decades as in transition from blue to orange while Scharmer and 

Kaufer argues that it has moved from 2.0 (orange) towards 3.0 already after the great depression 

in the 1930’s and then regressing during the Reagan years. “In the 1980’s the neoliberal Reagan-

Thatcher revolution began to move the country backward from 3.0 to 2.5, so to speak, by 

reshaping the institutional design in favor of deregulation, privatization, and tax reduction, 
particularly for the rich and super-rich” (Scharmer and Kaufer, 2013, p 58). Thus, their view of 

the current market oriented system as being a result of a regression is more problematizing than 
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Dawlabani’s as they refer to 2.0 as an ego-system economy (although Ayn Rand herself would 

probably be ok with such a characterization). 

 

Another inconsistency is that Dawlabani views the information revolution as belonging to the 

Green value system while Scharmer and Kaufer sees it as corresponding to Society 4.0 (the 

reverse relation holds to Google as a company that Dawlabani considers to be Yellow while 

Scharmer and Kaufer sees it as 3.0). 

 

The examples above can be seen as illustrations of the difficulties of classifying different 

systems, economies, companies or design principles, at being at different stages. The Spiral 

Dynamics framework was firstly based on the study of individuals’ values but is mostly 

employed in studying cultures. And Scharmer’s and Kaufer’s framework is not that stringently 

defined. Trying to classify concepts and systems, which can be seen as artefacts from a culture’s 

certain value system, is all but simple and straightforward.  

 

Scharmer and Kaufer offers, in contrast to Dawlabani, several case studies where they employ 

their framework in different cultural settings in addition to USA, such as Europe, Africa, China, 

Indonesia, India and Russia. Although it would be interesting to hear if Dawlabani or other 

proponents of Spiral Dynamics would agree with those descriptions, such as the interpretation 

that China can be seen as a 3.0 society and even on a path towards 4.0. Scharmer and Kaufer are 

also broader in their scope and see the economic system as very limited part of our society. 

Dawlabani’s book seems to be more detailed and accurate regarding the description of what lead 

to the financial crisis, but I find Scharmer’s and Kaufer’s description of the grand challenges we 

face and the path forward as more useful. 

 

I would also like to make a further connection between the developmental frameworks 

presented by Dawlabani and Scharmer and Kaufer, and a framework for sustainability that is 

more commonly referred to in mainstream discussions. Given these challenges and issues, an 

economy according to Society 4.0, or the Yellow value system, could be described as a synthesis 

and coordination of different spheres or dimensions, the most important being the economic, the 

social and the ecological. The most obvious framework to do so has been around since the 80s, 

the Brundtland commission’s definition of sustainability (1987), where the economic, the social 

and the ecologic dimensions are taken into consideration and coordinated so that the needs of 

present generations are met without jeopardizing the needs of future generations. How this 

coordination is performed has long been discussed, in terms of whether they should be seen as 

three pillars (weak sustainability) or nested with the economic dimension subordinated the social 

dimension which in turn is subordinated the ecological (strong sustainability). 

 

A few of my own suggestions on what could be regarded as Yellow economic systems are Tim 

Jackson’s description of Prosperity without Growth (2009), where he proposes a route towards a 

sustainable economy. In academia the transdisciplinary subject of Ecological Economy (Costanza 

et al, 2007) has grown rapidly in interest, where it is argued, or rather demonstrated, how the 

economy needs to be subordinated to the ecological dimensions and to a full world of resource 
scarcity. Another good and balanced orientation and broad view on sustainability is also offered 

in Garden Earth – From Hunter and Gatherers to Global Capitalism and Thereafter by Gunnar 

Rundgren (2012). 
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Concluding, I find both books worthwhile reading and would recommend them to everyone 

who are interested in the future of economy. Although they differ in some details, I see them as 

consistent to each other and complementary, and they can aid for example those who want to 

broaden their interest from adult development or integral theory to a focus on the development of 

our societies and economic systems. They represent important steps towards a truly integral 

perspective on sustainability and the future of capitalism and our economic systems. 

 

What about a Turquoise Economy? 
 

Finally, a few words on what would be regarded as a Turquoise economy according to Spiral 

dynamics. Scharmer and Kaufer haven’t proposed any society 5.0, but Dawlabani’s gives some 

brief characteristics of what this might look like: 

 

When all the stakeholders identified in it are treated as holistically interdependent, a whole 

different set of values that is far more conscious begins to rise. Suddenly every stakeholder 

is meshed into an interwoven web that regards the planet as one ecosystem. This is the 

singular organism that all stakeholders plug onto to insure its long-term health. (Dawlabani, 

2013, p. 257) 

 

An underlying assumption in the definition of the Brundtland commission, as well as the basis 

for most discussions on sustainability in general and economy in particular, is that they are 

anthropocentric. Possibly, a Turquoise view would rather be based on a view on nature and the 

biosphere not as something out there for our purpose or something to take care of and to save, but 

as something we are. 
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Review of Integral Development 
 

Schieffer, Alexander and Lessem, Ronnie. (2014). Integral Development. Realising the 

Transformative Potential of Individuals, Organisations and Societies, London: Ashgate Gower. 

 

Reviewed by Wendelin Küpers
1
 

 

We are living in a transformative time facing radical challenges of and in urgent need for a 

more integral understanding of development, conceptually and critically that are opening up 

genuinely new pathways for thinking and acting. In their book Alexander Schieffer and Ronnie 

Lessem offer a contribution which does this excellently, and in detailed ways. 

 

For quite some time the authors of this comprehensive book have been engaged in developing 

and putting into practice and what they call “Integral Worlds approach,” articulated in several 

books, articles and projects. Their Integral Worlds is a much to be welcomed project for 

understanding and consciously designing evolving human systems. 

 

In this timely and useful publication they show how a more considered and complex 

comprehension of development, qualified as an integral one, looks like. 

 

Offering multiple entry points into the book and approaching integral development they invite 

the reader to a journey, for which they offer rationales, maps with compasses as well as 

orientating contents, guiding questions and illustrating cases as well as conceptual tables and 

figures. 

 

Accordingly, their presentation of integral development is systematic and principled, 

methodologically and normatively, and this integrating style of thought exemplifies itself what 

the book is all about.  

 

Starting by contextualising and problematizing non-integral development and the need for 

more integrative understandings and realisations of the same, they are setting the scene for the 

following detailing chapters, organised in distinct but interrelated main parts.  

 

While the first part problematizes the divided worlds we are in and the need for renewing 

human development, the second part presents new integral perspectives on human development. 

The subsequent parts outline in detail the four directions and realms of an integral development 

(ranging from restoring life in nature and community, regenerating meaning via culture and 
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spirituality, to reframing knowledge via science, systems and technology up to rebuilding 

infrastructure and institutions via enterprise and economics. In particular, the authors invited to 

travel through the ‘Southern’ realm of relationship (Part III), the ‘Eastern’ realm of inspiration 

(Part IV), the ‘Northern’ realm of knowledge (Part V) and the ‘Western’ realm of action (Part 

VI). 

 

The final part reviews the integral development journey and while following the idea of a 

‘unity in diversity’, outlies perspectives on an integral university. 

 

For the authors the book and its framework are responding to what they call “profound 

civilisation crises,” marking a comprehensive shift of individual and collective experiences. 

 

What the book offers is an “understanding-learning-research-education-action-journey” that 

claims to support the evolution and co-development towards a more integrated paradigm. Thus, 

it provides a comprehensive overview on significant dimensions for a more integral 

understanding and enactment of development. 

 

Re- and deconstructing and diagnosing critically disintegrative patterns of past and current 

developments (and its underlying assumptions) and mono-cultural dominances are revealed. 

 

Integrating design principles brings together all those important realms, rounds, rhythms and 

realities on local and global levels, from self, organisation, societies, and world, to approach and 

process development issues and capacities that need to be built into future development work. 

Accordingly, their differentiated explored, comprehensive fields of developments are ranging 

from self-development, organisational development, societal development up to, ultimately, 

integrated practice, allowing various synergistic crossings.  

 

For them whatever the particular calling and challenge a reader might experience or face, 

developmental issue can be approached integrally. Consequently, their Integral Development 

framework helps to move starting (a) from a particular reality; (b) via all key realms; (c) 

adopting a fully integral rhythm; and (d) adopting individual, organisational and societal rounds, 

and thereby ultimately contributing to new global perspectives. 

 

However, this starting point and logic as well as the implicit status of responsibility tends to 

underestimate the same of collective actors/agency and institutions/systems (overburdens 

individuals and local communities).  

 

The responsibility in an Integral Development paradigm lies not any longer primarily with 

abstract political systems, economics, science and technology. Rather the responsibility for 

development lies with the people living within a particular context who see a need or 

follow a desire for development. The process, we are proposing, increases the ‘response-

ability’ of each individual development agent. (p. 128) 

 

This specific focus on humans and humanity, appears as a revived humanism. Such humano-

centric perspective might be seen as inclining towards a certain ‘anthropocentric’ orientation, 
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which is in danger of not considering sufficiently that development is not (only) for human 

flourishing, but involves other living beings, animals, and even anorganic materialities.  

 

As we are living in and coming to grips with the unprecedented challenges of the era of the 

Anthropocene, and for facing the ecological crisis and its underlying anthropocentrism, a anthro-

de-centred orientation calls to re-situate the ‘anthropos’ and its development in a relational nexus 

co-constituted not only by its humans (who are in fact ‘humanimals’). Rather development is 

always already and need to be more mindfully related to ‘other  – than-human-beings’, including 

all those material dynamics of ‘physicalities-cum-culturalities’ involved, and vice versa. 

 

What is needed are integral understandings of the embodied nexus of the in(ter-)between of 

‘materio~socio~cultural’ phenomena, ‘contextures’ and expressions of corresponding relational 

practices and its ‘non-/other-+-human’ meanings (Küpers, 2016; Ingold, 2000).  

 

Moving beyond naturalism and constructionism as well as physicalist empiricism and 

metaphysical idealism, we need to integrate an inter-corporeity of ‘self-other-things’ also in and 

of defracted organizing with an ethos of engaged letting-go or “Gelassenheit” (Küpers, 2016). 

 

An integral development in this extended sense becomes even more relevant as the potentially 

catastrophic and irreversible circumstances for human and non-human nature due to non-integral 

progress and growth-dependencies that become increasingly evident.  

 

Conceptually and methodologically the ordering of contents to categories might be seen as 

contingent or different. What about overlaps between, for example inspiration – relationship, 

culture-community or knowledge / action? 

 

With regard to starting point, their plea for progressing inside out, step by step might be 

complemented by out-side in moves and non-linear unfoldments. 

 

What is dialectically appealing for readers are their guiding questions, clear illustrating tables 

and figures, providing overview and summary as well as inviting the reader to reflect and process 

the thought-provoking and action-inviting contents!  

 

Their generic design is different from other representations, (e.g. compared to Wilber as they 

place action/behaviour or culture and systems differently) and in term of discourse they call for 

developing even more connectivities to existing integral models. 

 

Critically, some claims are less developed than one might wish and some more reflexive (self-

) critical discernments could have been elaborated. What are limitations and problematic aspects 

of their presented approach? How could development be understood differently? What is or 

cannot be integrated in their conceptualisation or realisation of integration? Basically, the authors 

are optimistic that the move beyond the prevailing disintegration and imbalanced approach 

towards a new integrating and balanced understanding of development is possible. But what 

about developments that are not progress along the outlined principles? What about liminalities, 

conflicts, incompatibilities between sub-developmental moves? How can creative tensions 

between the outlined areas and realms be used for a transformative re-evolution that also moves 
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via leaps, discontinuous processes? What would a “bounded integrality” (Küpers et al. 2010) 

mean for development? 

 

How can an non-objectifying ethos of careful and ‘engaged letting-go” (‘Gelassenheit’) be 

connected to the envisioned Integral Development that is realizing the “Transformative Potential 

of Individuals, Organizations and Societies?” 

 

Which habitual, representational and appropriating orientations as well as corresponding 

projection and totalizing closures of enframing and actions need to be abandoned, for 

accomplishing the aspired integral development?  

 

What role may a receptive waiting and listening, thus more an ‘active non-doing’ in relation 

to things and what ‘matters’ play, rather than a willing and controlling business, including if this 

claims to be an integral one? 

 

 How can modes of poetic relations, intermediated via a presencing, atmospheric sensitivity 

and proto-meditative tuning and possibilities for the be(com)ing of an ‘Othering’ be cultivated? 

 

One area or link for future research on integral development may be practical wisdom. How 

can an integral development be qualified as a wise one? What role might a critical poetic 

phrónêsis an embodied, wise and artful practice (Küpers, 2013) mean for future integral 

developments? 

 

Altogether, Alexander Schieffer and Ronnie Lessem have provided a richly insightful and 

highly readable look at how an integral development can be not only per- and conceived, but also 

put into practice. 

 

Overall, this book is in a way a culmination of what the authors have done and an aspirational, 

programmatic and practical agenda what needs to be done to better conceptualize and enact more 

integral forms of development. 

 

In this way and in the proper spirit of ‘Gelassenheit’ they contribute to the r-evolutionary 

unfoldment of integral thinking and acting, for which I hoped that it will find a wide appeal, and 

resonant readership. 

 

Readers’, including me, are certainly looking forward to the next iterations and descriptions of 

their project, whose value, as consists in integrating contents, program and style his book calls 

for and itself exemplifies. 

 

Their work is offering real hope for a proactive orientation and constructive response to the 

enormous and unprecedented challenges of our age and for a more integral future to come.   

 

More information about the book, the prologue, and a chapter can be found here:  

http://www.ashgate.com/isbn/9781409423539 

 

More information about the authors and their initiative are here: 

http://www.ashgate.com/isbn/9781409423539
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http://www.trans-4-m.com/ 
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Reviewed by Jonathan Reams
1
  

 

Introduction 
 

In reviewing a book like this, I realize there are many challenges. It is a business book, yet 

there is extensive theory incorporated into it. Written for a mainstream business audience, it also 

brings anticipation to those looking for adult development work to get a stronger foothold into 

society. The authors aim high, intending to set a new benchmark for leadership development 

work. So there can be intense scrutiny of how the argument is put together. In this review, I 

attempt to give voice to all of these tensions as I weave my way through conveying my 

impressions of it. 

 

To begin this review, I take an overview of some academic work as a way of contextualizing 

how such an integrative move can be approached. There have been many attempts to create an 

integrated framework for first understanding leadership, and then from this, to be able to do 

something about developing it. For example, Rost (1991) stated that “no one has presented an 

articulated school of leadership that integrates our understanding of leadership into a holistic 

framework” (p. 9). Subsequent scholars have taken up the challenge with varying perceptions of 

the results. Goethals and Sorenson (2006) undertook The Quest for a General Theory of 

Leadership, without coming to a consensus. Harvey and Riggio (2011) explored Leadership 

Studies: The Dialogue of Disciplines, examining how diverse disciplines such as political 

science, psychology and history among others can give insights into leadership. Kellerman 

(2012) talks about The End of Leadership as a way of trying to get us past the chaos of our 

multiple conceptions. She estimates 1400 definitions of leadership, along with 44 theories about 

it.
2
 It appears that scholars are not coming to an integrated framework anytime soon. 

 

If all these scholars have struggled to do this, what can this tell us? It might be that 

approaching it from the academic orientation comes with inherent limits. One of these limits 

could be from being more immersed in observing and analyzing than doing and reflecting. It 

could come from the type of training one receives to be an academic, with the disciplinary, 

rational and analytical enculturation of the profession. The postmodern demand to give equal 

                                                 
1
 Jonathan Reams is Editor-in-Chief of Integral Review, holds a position at the Norwegian University of 

Science and Technology, is co-founder of the Center for Transformative Leadership and the European 

Center for Leadership Practice, and does consulting and leadership development work for a variety of 
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2
 Russ Volckmann presents a good overview of this in his article on Integral Leadership and Diversity in 

Integral Leadership Review (June 2012). 
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voice to diverse perspectives could play into it. It could even be that the deeper one looks and the 

more granularity in the focus, the forest can get lost for the trees.  

 

From this it can be worth looking to see if something new, at least a step in the direction we 

are looking, can come from beyond the academic world. Being outside of the constraints of the 

academy has its advantages. While many of us have encountered casual, popular attempts to 

bring good ideas into practice, we have often been disappointed. However, at its best, being free 

of academic constraints allows for a freedom of expression that can generate breakthroughs of 

expression, enabling complex, post-conventional ideas get a foothold in the conventional 

consciousness of mainstream society.  

 

The challenge here is that it can be rare to find a sufficiently reflective practitioner (Schön, 

1983) who can give clear enough voice to his or her experience in order to share that with others. 

Few business leaders are sufficiently well versed in theory to describe their experience in terms 

that would meet the scholar’s desire for conceptual rigor and clarity. Among consultants, Bill 

Joiner (Joiner & Josephs, 2007) comes to mind as someone who has aimed to present an integral 

view of leadership and its development. Bill Torbert (2004), as an academic and consultant 

practitioner, has also done a great deal to bridge the gap in this area. Doing a simple search on 

Amazon for ‘integral leadership’ generates plenty of results (including the book under review 

here), with most appearing to my view as either being the usual suspects, specialized or related 

topics. However, my perception is that none of these works has penetrated deeply into the 

mainstream business discourse. 

 

It is in this context that Anderson and Adams (2016) have come forward with their version of 

an integrated framework for mastering leadership. As consultants with a reflective turn and a 

strong capacity for theoretical integration, they have put together a book that explicitly takes on 

the challenge to come up with an integrated framework for leadership. The questions that I wish 

to address in this review are primarily about how this book makes its case for this framework. 

 

Context 
 

My own study of leadership has been much more in the academic context, although in recent 

years this has translated into practice at facilitating its development in others. With an aim at 

transparency and disclosure, much of this practice has come in conjunction with the use of the 

framework and tools described in this book. I first encountered Bob Anderson in 2003 on a 

conference call and then in 2005 through an interview with Russ Volckmann in Integral 

Leadership Review. This led to taking the certification in The Leadership Circle that year and 

beginning the long journey of learning how to make good use of it. Part of that journey has also 

included becoming associated as well with Bill Adams and the Full Circle Group (a consulting 

business built on the TLC framework) in 2010. 

 

I should also say that I have been using the main assessment instrument from the framework, 

The Leadership Circle Profile (TLCP), in the classroom for a continuing education leadership 

course and with various client programs over the past seven years. I have also in the past year 

begun to lead certification programs for consultants and coaches wanting to be licensed to use 

TLCP in their work. This leads to two things relevant to this review. One is that I am deeply 

http://integralleadershipreview.com/5672-a-fresh-perspective-developing-leaders-and-ourselves-an-interview-with-bob-anderson/
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familiar with the framework and tools in a variety of contexts (I have seen something like 300 

profiles and coached dozens of leaders with it) so I can speak from experience in relation to 

many of the descriptions and claims in the book.  

 

The second is that while on the one hand I might be biased in favor of the book for a variety 

of practical reasons, I also come with high expectations. Nothing that is in this book is new to me 

and I was not expecting it to be. This book is a combination of many of the arguments, stories, 

research and implications that have been the core fabric of the TLC business and community of 

practice as long as I have been associated with it.  

 

Before getting to a brief summary of the contents of the book, it is important to make some 

remarks about who is the intended audience for the book. This book is not meant to be an 

academic treatise on the subject, even though it is backed by extensive theoretical sophistication. 

This book is written for practitioners of leadership, “for leaders swimming in complexity, 

wanting and needing to thrive, knowing it could be different … also for leaders who are thriving 

in complexity and are hoping to teach others how to do the same” (pp. xxi-xxii). From this it 

appears to me that the aims of this book are primarily pragmatic. Thus the tone, tempo and 

structure of the book have this aim and audience in mind. For my review, I aim to examine a 

variety of issues around how this pragmatic approach shapes the book. 

 

Another positioning that Anderson and Adams take in their introduction is to call their work 

“the first Universal Model of Leadership to emerge in the field” (p. xxii, italics and capitalization 

in the original). This is a bold claim and the authors acknowledge as much. Some of the opening 

references in this review hint at the breadth of other considerations possible when the term 

“universal” is invoked. Within these two contexts, the academic search for a comprehensive, 

integrated, framework for leadership and the pragmatic needs of organizational leaders, I will 

also examine how this book makes its case for this claim.    

 

I want to reflect further for a moment on this claim and the positioning of the book as an 

integrated framework. This is related to the issue of integrative moves per se. One of the authors 

(Bob) describes how he “decided to meet, learn from, and work closely with many of the leading 

thinkers and researchers in the field of leadership” (p. xxiii) and from this saw that “the field 

wasn’t integrated” and so “set out to integrate it” (p. xxiii). Any such integrating move is subject 

to a number of constraints. Anderson (2006) discusses the tension between the synthetic nature 

of such integrative theoretical ventures and the need for humor, humility and openness to 

surprise. There is also the challenge of an unspoken set of hermeneutic horizons of 

preunderstanding (Palmer, 1969) that, when not acknowledged or reflected upon as constraints, 

can contribute to a totalizing orientation where contrary data can be filtered out or re-interpreted 

to fit the model.
3
  

 

At the same time, any (vertical) developmental move aimed at taking a diverse set of 

constructs and conceptions and weaving them together in a manner that helps to illuminate a 

field of experience and phenomenon from a higher level of development so that it makes it 

accessible for a conventional audience can be considered as integrative.  

                                                 
3
 This critique has been aimed at Wilber’s AQAL integral model in particular. It is a natural enough 

tendency that many of us have been conditioned to take as a given aspect of such work. 
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Overview 
 

Anderson and Adams begin with an introduction aimed to contextualize their work. It is a 

nice mix of stories, personal reflections and journeys with some orientation to the purposes and 

theoretical background supporting the book. They even have made a free version of the TLCP 

available for readers (self only, no evaluators included) to help anchor some of the concepts and 

examples to personal experience.  

 

The book is laid out in two parts. The first few chapters set out to make a business case for the 

framework. Once this has been established, the second half then outlines the nature of the 

journey to greater leadership effectiveness. This is done over 13 chapters briefly described here. 

 

Chapter one, The Promise of Leadership: Meeting the High Bar of Expectations, sets out the 

agenda for leadership and the related expectations. It notes the explicit expectations such as 

specific outcomes that roles bring, as well as the implicit expectations like competence, 

commitment and providing meaning and direction. Together these create a very high bar for 

leadership. They describe four ‘universal’ promises around leadership; setting direction and 

giving meaning, engaging stakeholders and holding them accountable, ensuring focus and 

execution, and leading effectively. Together these make up the leadership agenda.    

 

Chapter two, Leadership Effectiveness and Business Performance: The Primary Competitive 

Advantage lays out a research project undertaken by TLC to determine the relationship between 

these two key constructs. An additional set of survey questions was constructed and added on to 

the TLCP survey that measured business performance. They show that the top 10% of leaders, in 

terms of this business performance index, scored on average in the 80
th

 percentile on leadership 

effectiveness, while the bottom 10% of leaders scored at only the 30
th

 percentile. (They also note 

comparable results from the research of Zenger and Folkman (Zenger, Folkman, & Edinger, 

2009)). Having established the impact of leadership effectiveness, they then show how they can 

measure a leadership quotient by dividing leadership effectiveness by ineffectiveness.
4
 This 

simple formula can provide insight into the competitive advantage effective leadership can 

provide. The chapter also goes into the collective leadership effectiveness as being critical for 

business performance. 

 

Chapter three, Mastery and Maturity, Consciousness and Complexity: The Leadership 

Development Agenda begins to describe the field of adult cognitive development and how it 

relates to the agenda of leadership. They introduce this by talking about the outer game of 

leadership being made up of processes and competencies, while the inner game is about 

consciousness. They also give a long list of examples of literature that emphasize the view that 

the inner game runs the outer game. They then give a list of premises, that; structure determines 

performance, you are a structure, consciousness is the operating system of performance and that 

to achieve higher performance, you must be restructured. These are linked to the relationship 

between consciousness and complexity, the basic theme being to lead in the face of growing 

                                                 
4
 In this section of the book they focus on using only the leadership effectiveness scores for this. There is 

also a further relationship between the upper and lower halves of the TLCP related to this formula. I also 

make some comments on the leadership effectiveness survey in my discussion. 
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complexity you need to have an adequate complexity of mind to do this. This then forms the core 

argument of their view on the essence of leadership effectiveness and its development.  

 

Chapter four, Stages of Development: The Backbone of the Universal Model of Leadership 

takes this a step further. It goes into Robert Kegan’s (1982, 1994) model of adult development 

and shows how it relates to the TLCP. The labels are adapted to the profile, with the socialized 

mind becoming the reactive half of the profile, and the self-authoring mind becoming the 

creative upper half of the profile.
5
 Figure 4.4 shows the relationship between stages of 

development and leadership effectiveness, making a curve that is utilized later as well to show 

parallels with other facets of the framework.
6
 The chapter also places identity at the core of the 

consciousness development framework.  

 

Chapter five, Five Levels of Leadership: Structures of Mind and Performance goes through 

more detailed descriptions of the conception of vertical development stages and how they look in 

relation to leadership. They spend a lot of time showing how the socialized/reactive mind is 

linked to a set of beliefs that are measured in the TLCP and then how these reactive tendencies 

are negatively correlated with leadership effectiveness. In a similar manner, the self-

authoring/creative competencies are linked to the upper half of the profile and shown to correlate 

very positively with leadership effectiveness. Brief descriptions of integral and unitive stages of 

consciousness are also included.   

 

Chapter six, The Universal Model and Metrics: Global Leadership, Cross-Cultural, and 

Gender Application goes into the full range of application of the framework, research and 

relevance to questions of cultural diversity and gender. The chapter describes the dynamics that 

are woven through in the profile between the different dimensions.
7
 There is also some 

interesting data on gender differences, with women being seen as significantly more caring than 

men, as well as generally scoring higher on the upper creative dimensions. They also present the 

research done on the relationship between stage development and TLCP that indicates a clear 

correlation between higher stage development scores and higher creative competency scores. As 

well, this chapter provides the data that the authors base their use of the term universal on. Their 

examination of how leadership effectiveness is described in diverse cultural settings supports the 

view that this framework translates around the globe.   

 

Chapter seven, The Leadership System: The Central Organizing System describes the larger 

set of six systems that are relevant for organizational effectiveness, with leadership sitting in the 

center of this system. This chapter also contains some extended case studies that help flesh out 

how the application of the framework looks in practice. One in particular is an extended 

description of a leader and his team over a number of years and through significant changes in 

conditions. This is a very illustrative case, showing the ups and down over time and the impact a 

                                                 
5
 It should be emphasized that TLC is very clear that theirs is not a developmental measure. The upper 

and lower halves of the profile are designed to be grounded in these distinctions of Kegan’s, without 

making any claims to be measuring them.  
6
 It occurs again in relation to the stage development research. As a note, I have had access to the data set 

used for this and was able to replicate this figure. 
7
 I can say as a practitioner that these dynamics are very useful and insightful for clients to see the impact 

of certain limiting beliefs and behaviors.  



Reams: Review of Mastering Leadership  
 

 

INTEGRAL REVIEW    January 2016   Vol. 12, No. 1 

151 

leader can have on business performance. They also use this to introduce the larger leadership 

system built on the framework. 

 

Chapter eight, Reactive Leadership: An Insufficient Triumph of Development begins a section 

of chapters that go into more depth and detail about the leadership journey. This chapter 

describes the nature of this stage of development, through a number of examples of how leaders 

came to realize that their behaviors were based on limiting assumptions based on safety rather 

than purpose. This is characterized as an anxiety management system where a problem or threat 

generates a fear, which leads to a reaction, which aims to alleviate the problem. The limitation of 

this structure is that once the problem goes down, so does the fear and thus the reaction. In the 

end, equilibrium is maintained and performance is limited.  

 

Chapter nine, Reactive Leadership at Work: From Patriarchy to Partnership continues the 

theme set out in the previous chapter and links it to more in depth descriptions of the three main 

personality structures used in the reactive styles part of the TLCP. Based on Karen Horney’s 

(1945) work, the TLCP framework describes complying, protecting and controlling orientations. 

The gifts or strengths of these are labeled heart, head and will. How these gifts get hung up on 

reactive operating structures is the key distinction they make. They also show how the natural 

outcomes of these reactive tendencies are to create patriarchal organizational systems and 

cultures.  

 

Chapter ten, Creative Leadership: Fulfilling the Promise of Leadership moves on to the next 

stage of the journey. The journey to this stage is framed in terms of Joseph Campbell’s (1991) 

description of the hero’s journey. Once there, the process driving behavior is contrasted with the 

anxiety management system of the reactive mind as starting with purpose and vision, leading to 

passion and action. This virtuous cycle can enable sustainable growth. The restructuring of 

identity beliefs is shown to fuel this shift. This is also described in relation to how distinguishing 

the reactive elements and undertaking the practices described in the next chapter, a leader can 

move to the related area of the upper half (e.g. controlling can move to achieving).  

 

Chapter eleven, Six Leadership Practices: Spiritual Bootcamp for Leaders does just as this 

title suggests; laying out six practices that all aim at supporting the developmental journey laid 

out in the previous chapters: Discerning purpose, distilling vision, knowing your doubts and 

fears, engage in authentic, courageous dialogue, develop intuition, open to inspiration and think 

systemically.   

 

Chapter twelve, Integral Leadership: Built for Complexity, Designed for Transformation 

takes into account that a small but hopefully growing cadre of leaders are actually entering into 

this next stage, where they shift their relationship to not only leadership, but also to their sense of 

identity and understanding of the journey of development itself. Reference is made again to the 

stage score research, showing an aggregate profile of leaders who scored in this range as being 

highly in the upper creative half of the circle. Harvesting shadow elements of our identity is 

described as a key part of how the hero’s journey shows up in this transition.  

 

Chapter thirteen, Unity: Journey’s End, development Turned Upside Down closes the book by 

questioning some of the very foundations upon which the framework is built. At the same time, it 
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points to the authors’ sense of purpose and meaning behind all of the work they have done. 

Grounding in various spiritual traditions is referred to as a way to describe this stage where ego 

is not developed, but surrendered. Two arguments are made for development despite the 

description of unity consciousness as making all of this irrelevant. One is that you still need to 

live in the world and need to use a structure of mind compete with competencies etc. to do this. 

The second reason given is that only a mature ego can be surrendered.  

 

Two appendixes close out the book, one listing all of the definitions of dimensions in TLCP. 

The second shows a long list of theorists whose work contributed to this integrated framework. 

 

Discussion 
 

Kudos  
 

Given this brief and basic description of the book, what can be said about it? The claim of 

being an integrative framework is justified. My belief for this comes from thinking about what 

theories and practices are worth including in such an integration, if as noted in the introduction, 

there are 44 theories of leadership. After spending 20 years studying the field, I find that the 

theories covered in this book tend to address perspectives on the topic that I view as worthy of 

inclusion (although I can imagine some differences in emphasis of course). Given the pragmatic, 

practitioner orientation the book is aimed at, the framework does indeed integrate a great number 

of theories, models and research from both academics and practitioners in the field of leadership 

in a very elegant and useful manner. (The appendix mentioned above describes the work of over 

50 theorists whose work has been integrated into this framework). A good description of this is 

found when they write that TLCP  

 

and Universal Model integrate the best of Cognitive and Rational Emotive Psychology, 

within the Type framework at various Stages of Development, and relate all of this to what 

we have learned from the field of Leadership and Organizational Development about what 

works and what does not. (p. 198. Capitalization in the original).  

 

One thing in particular that I want to give credit for is that Anderson and Adams do not fall 

prey to the typical tendency present in so many books in the field of creating a simple contrast 

between an old, bad version of leadership and a good new one we should all aspire to. Instead 

they lay out a clear developmental trajectory, how it applies to leadership and how each stage has 

its place and role in our growth and functioning as leaders. While this is not new, (in addition to 

the work of Torbert (2004) and Joiner and Josephs (2007) there is a growing body of leadership 

books based on developmental frameworks), they do a very good job of deeply developing and 

illustrating each stage, the transition processes and how they are relevant in a business context.  

 

They also do a good job of presenting practices aimed to provide a good balance of challenge 

and support for leaders inspired by the vision and journey laid out in the book. While at first 

reading these practices can appear to fall prey to the critique Kegan (1994) makes of leadership 

literature by assuming a self-authoring mindset in order to achieve them, a closer reading shows 

that they are contextualized to actually help leaders use them as practices rather than as 
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prescriptions. As practices, they can be used as a tool for growth rather than a measure of a 

standard with implicit requirements.  

 

As a package for business leaders and consultants, the book gets the core message across 

clearly. The development of leadership effectiveness, and with it improved business 

performance, is linked to personal growth and development. Not just development as a generic 

term, but as a specific path of maturing the structure running our meaning making capacity. 

Getting this message across so powerfully is, in my view, the core achievement of this book.  

 

Critiques 
 

The critiques that arise for me need to be placed in context. As noted above, this book is 

written with a pragmatic lens. Not only that, I believe it is written primarily for an audience who 

the authors believe will read it with a conventional mind. The issues I have with the text are 

things that are more likely to appear relevant for a post conventional mind and or those with 

domain specific knowledge of adult development theory.  

 

Along with this is a tension that I see goes along with the choice of writing style for the 

intended audience. I believe there is a desire to have greater market penetration for the core 

message of developmental growth being at the heart of leadership effectiveness than has been 

achieved by others. While I am happy to see this happen, I recognize that it comes with these 

certain tensions. 

 

The primary framing for this tension for me is related to what Sara Ross (2008) wrote as the 

casual use of formal theories. Reading this text, there are sections of it where, to the 

knowledgeable eye, it could appear that the authors use theory casually. What I believe is more 

the case is that they use it implicitly and by not making sufficient acknowledgements of the 

tension that comes with simplifying for the intended audience, they leave themselves open to 

appear to the post conventional and domain knowledgeable mind that they use theory casually.   

 

My first critique comes from tripping over some math when the authors begin describing their 

stage development research (p. 107). They use the work of Zenger and Folkman (2009) as a 

comparative set of research that also aims to understand the link between leadership 

effectiveness and business performance. The basic claim from both sources is that increases in 

leadership effectiveness as measured by a good 360 feedback instrument correlate powerfully 

with bottom line results, or increased profitability.  

 

The question that arose for me was to what degree do “extraordinary leaders” (defined as 

performing at the 80
th

 percentile or better on leadership effectiveness scores) actually bring these 

better results? Anderson and Adams claim a six-fold multiple for this. Digging around, I came to 

see that Zenger and Folkman (2014; 2009) talk about doubling profits. This difference of degree 

caught my attention and led to some extensive detective work to find its source. What I found 

was that Zenger and Folkman’s data on financial performance was reporting on the average per 

leader. This was only made explicit in their 2014 article, while in the earlier presentation of their 

research it was implied. Anderson and Adams interpreted the financial performance data as being 

an aggregate of the leaders’ performance in the lowest, middle and highest performing 
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categories. Thus this difference between average and aggregate led to the differences in degree I 

noted above. I am sure that the reality is even more complex, with many possible factors 

influencing business performance. However, it is clear, and makes sense, that increased 

leadership effectiveness translates into increased business performance. 

 

Moving on to a second critique, I was also confused by some of Anderson and Adams’ use of 

developmental labels and statistics on the distribution of leaders across developmental levels. 

One issue I had here is how the authors have presented claims around findings from “the field of 

Adult Stages of Development” (p. 107. Capitalization in the original), as if there is clear 

consensus among theorists in the field.
8
 This makes it simple and clear for the conventional 

business reader for sure, but it also misrepresents the actual diversity and ongoing dialogue about 

how stage models are actually related to each other, where stages can be sliced and for what 

purposes, etc. The authors have done their homework and thought deeply about these issues; I 

know this from personal experience. A simple acknowledgement in the text that they have made 

decisions and judgment calls on how to put this diverse body of theories together instead of an 

appeal to the authority of “the field of adult stages of development” would have been nice and 

explicitly acknowledged their implicit role in the presentation of this material. 

 

I have some smaller critiques as well. The degree of repetition in the book became a bit too 

visible for me at times. Not only were phrases and sections of text repeated, but many figures 

appeared more times than I felt were necessary to get the point across. In the end, I believe that 

the book could have been cut by one third and made all the points necessary to present the 

framework and journey in a comprehensive manner.  

 

A critique can also be made around how they support their claims in relation to leadership 

effectiveness. In the broader field of leadership studies this construct has been researched 

extensively (see for example the work of Fiedler, Bolman, Hogan, Yukl and others). In the TLC 

framework, leadership effectiveness is constructed as a measure based on five questions that are 

part of every TLCP. A description of the sources drawn on for this set of questions is not 

included in the book, and something around how this key measure was constructed would have 

been helpful to support the core argument.  

 

My final point of critique relates to the label “integrative framework” presented in this model. 

It is really an integration of two key elements; leadership effectiveness and consciousness 

development. Beyond this it also integrates a host of other theoretical influences. So it is 

integrative. Using the term universal goes beyond this. While Anderson and Adams do point to 

how cross cultural results lead them to claim this universality, the scope of work referred to in 

                                                 
8
 They list their creative label as comparable with Cook-Greuter’s individualist level and Kegan’s self-

authoring stage. My understanding is that Kegan’s self-authoring is his 4
th

 order, and that Cook-Greuter’s 

(as well as Loevinger, Torbert, Joiner and Josephs, although with different labels) individualist level is 

equivalent with Kegan’s 4/5 order. Kegan’s 4
th

 level is equated with the achiever stage in Cook-Greuter, 

Torbert and Joiner and Joseph’s research.  

In regard to the statistics of 20% being at the creative level or higher, again, I have seen diverse statistics 

around this, which are very much dependent on exactly where a person is deciding to slice things. I 

believe that the key is related to the above, the implicit choice that Anderson and Adams have made about 

how to position their creative dimension is key, yet how it is expressed could lead to confusion. 
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the opening remarks, along with a sense of American style of self-promotional language, 

(rubbing the wrong way on my Canadian and European sensibilities), give me the impression 

that the claim is a bit of a stretch. 

 

Conclusions 
 

This book is clearly designed as a pragmatic approach for a mainstream practitioner market of 

leaders, those who want to be leaders in business and the coaches and consultants who work with 

them. For this audience, the claim to have found the “universal” model for leadership 

development will be on target. I believe it is a clear step up from the vast majority of approaches 

to leadership and its development on the market today. However, for those who are aware of the 

larger field of leadership studies, the claim to universality could irritate. 

 

If I had been an editor for this book, there are some key things I would have strongly 

recommended to the authors. One would be to tone down or better frame their use of assertive 

language claims. A second involves the desire to see more polishing on the text in terms of 

clarity and better support for key aspects of the argument. Along with this, some explicit 

acknowledgment of their own judgment calls would help make the book that touch more solid it 

could use in places. The degree of repetition, while possibly helpful for some readers, could get 

tiring for others. I believe the same case could be made with only two thirds of the text and 

figures in the book.  

 

None of these critiques take away from my perception that the book does manage to do what 

it sets out to; integrate key themes of leadership effectiveness and business performance with 

how they relate to the journey through maturing structures of cognitive development.  
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Response to Reams Review  
 

Robert Anderson
1
 and William Adams

2
 

 

We would like to thank Jonathan Reams for his balanced and thoughtful review of Mastering 

Leadership. We think you capture well the intention and the challenge of this book. This book 

was written for business leaders and the practitioner audience with the intention to make 

complex theory and research business relevant through practical application. We endeavored to 

make this knowledge accessible to those not steeped in developmental theory and research, while 

also doing justice to the underlying complexity of the theory. At the same time, we want to bring 

home the significance of this body of work in a way that moves a developmental approach to 

leadership development to the center stage. In our opinion, vertical development is not yet 

mainstream (far from it), and it needs to become best practice. 

 

We feel you did a very accurate job of summarizing the major focus of each chapter and the 

book as a whole. We especially appreciated your acknowledgement (from your 20 years of 

reading the field) that our theoretical framework integrates well the frameworks and research you 

find most relevant and useful. You also acknowledge, as the core achievement of this book, how 

we have integrated all this leadership and psychological theory into a well-described 

developmental framework.   

 

Your critique of our interpretation of the Zenger-Folkman research is spot on. We made a 

mistake. In reading from their book, it is not specified that the middle percentiles are average 

performance. We mistakenly believed these to be aggregated performance numbers. Two-fold 

outperformance is correct, not six-fold. The argument we made is directionally correct. Leaders 

who measure in the top 10 to 20 percentile groups on a good 360 assessment are likely to 

significantly outperform the average. 

                                                 
1
 Robert J. Anderson is the Founder, Chairman and Chief Development Officer of The Leadership 
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2
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corporations to start-ups across multiple industries.   

Bill authored The Whole Systems Approach: Involving Everyone in the Company to Transform and Run 

Your Business (with his wife and co-author, Cynthia Adams) and The Quest for Quality: Prescriptions for 

Achieving Service Excellence (with co-authors Phil Wexler and Emil Bohn). Bill holds a Master’s Degree 

in Interpersonal and Organizational Communication from the University of Montana. 
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You also raise the question of how we arrived at the conclusion that 20% of leaders are 

operating at Creative or higher. In describing how we came to this, let us set some context:  

There is a difference between thought leadership and practice leadership. We are practice 

leaders, not thought leaders, in the area of developmental theory. Our work serves as a bridge 

between theory and application, with the focus being on application. We profoundly value the 

contribution of Bob Kegan, Lisa Lahey, Susanne Cook-Greuter, Bill Torbert, Josephs and Joiner 

and so many others who are pioneering this most important research. We are not doing primary 

research and theory creation in this area, and do not represent ourselves as such. We are practice 

leaders who are working to faithfully integrate and apply the seminal work of developmental 

thought leaders. This book is written from that perspective. We reserve the right to get smarter 

and we believe very much that we have to be directionally accurate in all of our models and 

work. We consider ourselves learners who, through application, move the field forward.  

  

As practice leaders, we have years of experience attempting to explain and apply these models 

in ways that gain traction with business leaders and that are experienced as business relevant. 

While very relevant to this audience of integrally and developmentally informed readers, an in 

depth discussion of theory would distract many business leaders from getting the full import of 

understanding their leadership through the lens of a developmental framework. Therefore, in our 

work with leaders, and in our book, we make core distinctions. The key distinction we make 

(relevant to the business leader audience) is the movement from being primarily authored by 

others to being primarily authored by self. In other words, the shift from Reactive to Creative is 

to become self-authored. We also equate the move into self-authorship as the primary work in 

shifting from conventional to post-conventional leadership. From our experience, venturing any 

deeper into the complexity and nuances of developmental theory becomes a trap with most 

business audiences and takes away from the development agenda we are working for them to 

adopt. Mastering Leadership is written from this perspective. 

 

We have always conceptualized Creative Leadership as inclusive of levels 4 and 4.5. At full 

maturity it is green, Individualist, Pluralist, Catalyst. It evolves through Level 4 (Achiever, Self-

authoring) and becomes fully Creative at the first post-conventional stage. Mature Creative 

leadership, therefore is early post-conventional. Levels beyond that are Integral and Unitive in 

our model.  We see this as consistent with various adult development theories and accessible 

framing for a business audience, as well as for practitioners who are applying this work in their 

practice. We also think it is consistent with our practice experience and the emerging research. 

 

Experience: We have a great deal of experience coaching and consulting to Achiever level 

leaders. While there is a marked increase in their perspective taking capacity (over the Expert), 

we find that this is still very much maturing. Many/most are still quite subject to the kind of 

Reactive identity assumptions we describe in the book (my relationships, results and/or intellect 

define my sense of worth, security and value). This often drives behavior that limits their 

effectiveness. In that sense, Achievers are growing into and are still very much maturing the self-

authoring capacities that usher in higher levels of effectiveness. We agree with Bill Torbert: 

“Our research specifically points to a link between the post-Achiever frames and the manager’s 

tendency to propose collaborative rather than unilateral action in response to problems” (Torbert, 

2004, p. 109).  
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Research: There is a lot of solid research establishing the various stage models and the ability 

to measure distinctions between different levels of meaning making. The research on how this 

relates to leadership effectiveness and business performance, however, is a young and emerging 

field. Much more research is need to firmly and more conclusively establish how the various 

stages relate to business metrics, leadership effectiveness and to the leadership literature. The 

early research is encouraging and shows significant positive correlations. The research we 

present in this book is consistent with current studies. We hope it contributes to the body of 

research and calls forth much more research. 

 

On pages 54 and 55 of our book, we present our findings on the correlation between 

Leadership Effectiveness and Stage of Adult Development (measured by the MAP). The pattern 

in this data is interesting for a number of reasons. First, there is a strong positive correlation 

(.65). Second, while we do not call this out in the book, there is no difference in effectiveness 

scores between Experts (3.5) and Achievers (4). The average scores are so close as to be 

identical. Third, there is a significant jump in effectiveness scores that happens at post-

conventional levels (4.5 and beyond). This pattern is consistent with the research Kegan and 

Lahey (2009) reported in their book, Immunity to Change. On page, 24 they summarize Eigel’s 

research on the relationship between “Individual mental capacity and business effectiveness.” In 

this graphic we see a similar pattern to the results we report. There is a significant and obvious 

positive trend and some, but not a large, difference in measured effectiveness scores from 3/4 

and 4. However, at 4/5 there is a significant jump in scores. This pattern also lines up with 

Torbert’s well-known findings from the longitudinal study of the relationship between CEO 

action-logics and organizational transformation efforts.  

 

In all 5 cases where the CEO was found to be at a post-conventional action-logic, the 

organization transformed in a positive way… these 5 CEO’s supported a total of 15 

organizational transformations…. Conversely, the 5 cases with pre-Strategist [Diplomat, 

Expert and Achiever] CEOs yielded no organizational transformations on average. 

(Torbert, 2004, p. 112) 

 

Various developmental theories have a different number of stages and draw the lines between 

stages in different places. It is interesting to note that the Torbert research mentioned above, 

when it was first reported in an article did not include an Individualist Stage. He now includes 

this stage between Achiever and Strategist (although the names of stages continue to be 

updated). This suggests that the field (how the levels are defined, where the lines are drawn, and 

how the various theories and measurement methods relate) is still evolving.   

 

We needed to make a judgment call about where we draw the line between Creative and 

Reactive in the most business relevant way. We did so in light of our best interpretation of the 

theory and research, and in light of our application experience. For these reasons we describe 

mature Creative leadership as post-conventional. We think this is consistent with the research 

and with the way the literature is describing extraordinary leadership—Authentic, Purposeful, 

Visionary, Emotionally Intelligent, Self-Aware, Change Catalyst, etc.  When we claim on page 

55 that the average Leadership Effectiveness score of Creative level leaders is 65
th

 percentile, 

compared to our norm base, we include all managers in our sample that were assessed on the 

MAP at or beyond 4.5. 
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To arrive at the figure that 20% of leaders are fully functioning at Creative or higher, we draw 

on a weighted average of the sample populations presented in Susanne Cook-Greuter’s paper, 

Nine Levels of Increasing Embrace in Ego Development. Here the weighted average percentage 

of adults at post-conventional stages is 22.8. For the convenience of our reader we round this to 

20%. We think this is a good estimate of the percentage of leaders functioning at the mature 

Creative level or higher. 

 

In our book we do not make all of these theoretical distinctions apparent. Consequently, as 

Jonathan points out, we describe the work of developing Creative Leadership as the work of 

becoming more and more self-authoring. We link this to Kegan’s model at level 4, Self-

Authoring, because this is a very apt description of the primary work at this stage, and of the 

development from conventional into post-conventional.  

 

Jonathan suggested it would be useful to mention how we derived the five question 

Leadership Effectiveness scale. All of the dimensions on the Leadership Circle Profile were 

developed in collaboration with the Industrial Organizational Psychology department at the 

University of Bowling Green in Bowling Green, Ohio.  They developed and provided this scale. 

 

Everything discussed in this response to Jonathan’s review, we believe, is a wide-open area 

for further research. There is more research needed about how the various developmental models 

and their different methods of measurement relate to one another. More importantly, there is 

relatively little research on how all this relates to leadership effectiveness, business performance 

and the practice of developing more effective leadership. Early research is encouraging, but there 

is a long way to go. As this body of work expands, and we better refine these important 

distinctions, we expect to be both contributors and learners on this journey.  

 

Our hope in writing this book is that we can help to bring developmental frameworks center 

stage and best practice in how we go about developing leaders. We further hope that this will 

stimulate much more research into the relationship between leadership effectiveness, 

competency and Stage of Development. 

 

We thank Jonathan Reams for his review of Mastering Leadership, and for providing us the 

opportunity to respond. 
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