Self-developing leaders for self-developing companies

Introduction

This article describes how individual self development in business and
organisational leaders is a cornerstone to the realisation of full potential
of the organisation itself. The ‘potential’ of an organisation can mean
many things; but, in particular, it is leaders who are on a journey of
self development who can lead organisations which have ecological
priorities alongside profit: companies which contribute to their local
communities, and to global concerns such as reducing poverty or
protecting the environment.

Section 1 gives a brief overview of the development in psychology
from psychoanalysis through the humanistic and transpersonal models
to the integral model. It sets out the integral model’s generic process
of personal development - an ever expanding sense of 'I'; and how, in
this model, the inner and outer, personal and collective, highlight four
distinct, inter-related aspects of our experience.

Section 2 then applies this mode! to leadership. A case study illustrates
how a business leader can use the integral model to develop as a person
and as a leader; and how growth in a leader is connected to development
in the organisation.

Section 3 looks at how a company can evolve under such leadership
through an expanding sense of corporate identity which parallels that of
individual self development.

1:  Self Development as Expanding Sense of Identity

Psychology has gone through a number of waves of development since
Freud and his associates pioneered psychoanalysis in the early 20"
century.

Table 1 : Waves of Development of Psychology
. Psychoanalysis

. Behaviourism

. Humanistic

. Transpersonal

au A W N =

. Integral
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The fourth wave, the transpersonal,
was in fact present even as the first
wave of psychoanalysis was in its
infancy, in the persons of Carl Jung and
Roberto Assagioli. Jung and his split
with Freud are well known; Assagioli,
founder of Psychosynthesis, is less well
known. Like Jung, he split with Freud
in those early days because he believed
that Freud’s view of human nature and
potential was too limited.

The humanistic movement came to the
fore in the 1950s and 60s with the
person-centred approach of Carl Rogers
and the Gestalt approach developed by
Fritz Perls. Then, as Eastern spiritual
disciplines, particularly Buddhism,
became more widely known in the west,
the transpersonal model emerged as a
model in its own right, with
Psychosynthesis, and then the Integral
model, which is most closely associated
with Ken Wilber.

The transition from individual-centred
to transpersonal approaches is a major
leap, and one which a number of people
do not agree with. The integral
approach has made the case for the

Transpersonal

Self, or Soul
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transpersonal much stronger, by
showing how personal and
transpersonal merge seamlessly one
into the other. The integral approach
integrates all the preceding approaches
on one map. On the integral map,
psychology and spirituality are no
longer separate domains, but rather

different bands of colour on one
overarching spectrum.
In the integral approach, self

development is a generic process which
can be seen occurring through all the
different types of therapy: development
means an expanding sense of identity,
a redefining of 'I’, as Figure 1 illustrates.

This illustration is a version of the one
Ken Wilber shows in his ground breaking
book, No Boundary (Witber, 2001, pp.
14). There he also shows how the
different schools of psychology apply
to the different phases of development;
and how, at each stage, the boundaries
around the existing sense of self are
helped to dissolve, while creating a new
boundary around a wider sense of self.
Each phase thus transcends and
includes the preceding stages.

Kosmos, Spirit,
God, BuddhaMind
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It is important to realise that the
process of development is not a simple
linear process, as simplified, static,
diagrams such as Figure 1 might seem
to suggest. It is, rather, a dynamic
process of loops, leaps, progress and
regressions. Changes can occur on
different levels at the same time.

One of the features of increasing self-
awareness is that we come to see that
inner and outer are related. For
example, with a ‘Mr Nice Guy’ persona,
unconscious of any anger in him, ‘Jim’
sees, fears, and dislikes angry people
who seem to keep popping up around
him. He keeps finding himself in
situations where he has promised too
much, and someone else feels let
down, and (self-fulfilling prophecy) is
angry at Jim. As he becomes aware
of the part of himself that is angry, he
is able to say ‘No’ more easily. He finds
himself in situations where his ability
to deliver matches what he has
promised. There is less conflict, both
within and without; Jim feels more
powerful, more in control of his own
destiny.

This relationship between inner and
outer is set out in the four quadrants
of the integral model. The four
quadrants are based on the idea that
everything in the kosmos, as well as
having an inside and an outside, also
has both an individual and a collective
aspect. In particular, we humans are
both individuals, and, at the same
time, part of a greater whole - the
organisations and societies in which
we live,

Thus, in Figure 2, the top half relates
to the individual; the bottom to the
collective. The left refers to interiors,
the right to exteriors. This gives four
quadrants:

o Upper Left (UL):
individual’s interior

e Upper Right (UR):
individual’s exterior

e Lower Left (LL):
collective interior

e Lower Right (LR):
collective exterior

Figure 2: The Four Quadrants

Upper Left Upper Right
Interior Individual Exterior Individual
T ‘He'/'She'/It'
Interior Collective L.ower Right
“We' Exterior Collective
They'

The left hand quadrants, the
interior, refer to the subjective,
intangible. Thus, the Upper Left
is about the your individual
subjective experience: your
thoughts, feelings, physical
sensations. No-one can
experience them but you. Your
values, morals, the maps through
which you interpret and bring
meaning to experience also belong
here,
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The Lower Left quadrant refers to the
subjective aspects of the collective: its
culture, collective values, myth and
understandings. These are an invisible
yet vital component of social life.

The Upper Right refers to observable
individual behaviour. It includes what
I say and do, tone of voice, body
language. The Lower Right quadrant
includes what is observable in the
collective. What the organisation or
community actually does: production
process, management systems, social
interactions and so on.

2. Integral leadership

The following case study of ‘Peter’
shows the integral model in action in a
business setting. Peter is mainly
expanding from the Persona to a fuller,
more accurate, Ego self-sense. But this
transition also means that Peter
becomes alive to his feelings and his
body - he is also moving towards the
more holistic BodyMind self-image.

In principle, it is possible to identify
stylised characteristics of a leader at
each level of personal development
shown in Figure 1. For simplicity, Table
2 contrasts two broad levels: a leader
who is identified with a narrow Persona,
and what we will call an Integral Leader
- someone who is in a process of
conscious self development, and has
begun to integrate split-off ego
constituents. This is not intended to
be a watertight definition, rather to give
a flavour of the contrast.

In his book, Inner Leadership (Smith,
2000), Simon Smith applies the
Psychosynthesis model to leadership
development. Psychosynthesis is a
model and development process that
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applies to the transpersonal
level, but it also applies to the
ego and bodymind levels. This
is how one senior manager
described his experience
following an Inner Leadership
training programme:

‘By understanding myself
and how I choose to interact
with my professional and
personal environment I am
better able to identify where
I need to adjust my
approach and view to better
achieve the business’
objectives. The Inner
Leadership programme
made me much more
receptive to the contribution
that others can make to my
thinking.’

As a leader becomes more aware
of her inner worid, she expends
less energy in dealing with inner
conflict. More time and energy
becomes available for creative
strategic leadership. Assagioli,
founder of Psychosynthesis,
gave the metaphor of the
conductor of an orchestra to
illustrate a centre of identity
which directs the orchestra ~ the
various constituents of personality
- towards harmonious co-
creation. The same metaphor
applies both to her self-
teadership - how a leader
skilfully harmonises the various
constituents of her personality -
and to her leadership of the
organisation with its various
constituent parts.
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Peter before coaching :

Need to be seen as

Superhero for self-
validation

No time for strategy -
firefighting
Interior Collectiv Exterior Collectiv

Superhero culture Work excessive hours
within team (to ‘prove’ commitment |
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Table 2 : Contrasting a Persona-centred and an Integral leader

Persona-centred Leader

Blames others or situation

Unconscious of own areas of
weakness, which she
unconsciously defends
(possibly through attack).

Treats people and situations the
same
Logical

Unaware of impact on others

Focussed on narrow needs

Either, or

Should

Either hierarchy, or egalitarian

Black and white, good or bad

Power over
Others should be like self

Fear based

3:  Corporate Development as
Expanding Sense of Corporate
Identity

Peter's example shows the
interdependence between corporate
change and individual change in
leaders. As Peter grew to acknowledge
and accept the Fearful part of himself,
expanding his sense of identity, so he
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Integral Leader
Takes appropriate responsibility

Conscious of own strengths

Differentiates within an overarching
picture

Logic, intuition, feeling all accessible

Aware of impact on others

Aware of multiple needs in self and
others

Both, and

Could

Holarchy' — both hierarchy (depth or
height) and heterarchy (breadth)

Shades of grey, appropriateness for
situation

Power to

Range of capacities and development
in others, as in self

Love based

engendered a new sense of identity
within his team. Peter’s Superman self
was his persona; in order to maintain
this narrow self-sense he had to
(unconsciously) cut himself off from the
more vulnerable side of his ego, and also
from the painful feelings associated with
it - grief and anger, which would be
experienced in the body. When he
includes them, which does mean
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embracing feelings that are painful
to the Persona self, his self-sense
expands to include more of his ego
and body-feelings. Although the
grief is painful, it passes; and Peter
finds himself more relaxed; he

becomes aware in hindsight of a
pervasive draining stress which he
was experiencing as Superhero.
Now, in its place is a feeling of
more relaxed flow.

This change in Peter facilitates a
change of self-sense in his team.
They also are free to let go of the
Superhero self-image. The whole
culture of the team shifts, and
interpersonal conflicts and stress-
related illness both drop, as the
team’s identity also expands to
include more of its corporate ‘ego’
and ‘body’. More of Peter’s time
and energy are available for the
strategic planning he has been
wanting to do. This might well

include expanding his vision of his
team beyond its present limits.
More of the team’s time and
energy is available for creative
work instead of ill health and
conflicts. The organisation is more

likely now to be able to expand its
field of concern beyond itself to
its community and environment.

This example illustrates how we
can see different |levels of self-
sense within an organisation.
Ryuzaburo Kaku, former chairman
of Canon Inc., identified four levels
of expanding corporate identity
(Jaworski, 1998) . These are
shown in Figure 3 with one level -
the Holistic Company - added to
complete the correspondence with
the individual levels of Section 1.
Table 3 relates the sense of identity
at each level, and the ‘friction’, the
conflict, which generates pressure
for transformation to the next level,
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LEVEL ) T FRICTION CORRESPONDING
CORPORATE IDENTITY INDIVIDUAL
IDENTITY
Capitalistic Identity restricted to Conflicts between Persona
management and management and
owners. Employees employees
treated as ‘other’.
Shared Management-labour Overemphasis on ego- Ego
Destiny relations based on a shared driven goals - profit,
destiny. All people in competition, mean
company treated as equals. physical ill health
Holistic Shared destiny of Overemphasis on BodyMind
management and labour corporate solidarity
includes physical well- creates gap between
being of those within it. company and society.
Community Company actively Elimination of barrier
Care contributes to well- with local community
being of local provokes friction at
community. international level.
Global Care Company committed to Wider
serving humankind as a Transpersonal
whole Self

Note that a ‘global company’ in the sense of
Global Care does not necessarily have a
global operation. A small company operating
in only one country can have a concern
for global welfare. Likewise, a multi-national
corporation with global operations might
be motivated by narrow self-interest.

However, the two clearly can coincide, as
Canon’s corporate philosophy of ‘Kyosei’
described in the box illustrates.

Conclusions

Self development in an individual means
that she begins to see connections
between things that previously seemed
separate. She sees how her inner state,
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manifested in her behaviour, affects how
people relate to her, and the sorts of
situations she tends to find herself in.

A leader who is self aware in this way can
facilitate the unieashing of the full potential
of herself and the organisation she leads.
She responds to situations with ‘awareness,
aptitude and purpose’ (Smith, 2000, pp. 3).
Having been through an inner journey of
recognising the inner conflicts that block her
potential, she can see this at work in her
team members, and help them to achieve
their full potential. An individual realising
her full potential can lead an organisation to
realising its full potential.

As her sense of self and sphere of caring
continue to expand, this connection of inner
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and outer can also expand
to include the inside and
outside of the organisation.
Just as she has come to view
herself as an integrated
multiplicity - body, feelings,
mind, Persona, Ego,
Bodymind and beyond, so
she begins to see the
organisation she leads in the
same way. Just as she has
seen the interconnectedness
between her inner world
and the wider organisation,
s0 she can begin to see the
interconnectedness
between the organisation
and the environment and
community it lives in. She
can lead the organisation
towards a sense of itself that
transcends the people and
resources within it, to include
society and the natural
environment.

‘Kyosei’: Corporate Global Care

Whether or not it is walking its talk, Canon’s
Corporate philosophy is a good example of
Global Care.

“The corporate philosophy of Canon is kyosei.
A concise definition of this word would be
“living and working together for the common
good,” but our definition is broader: “all
people, regardless of race, religion or culture,
harmoniously living and working together into
the future.” ... True global companies must
foster good relations, not only with their
customers and the communities in which they
operate, but also with nations, the
environment and the natural world. They must
also bear the responsibility for the impact of
their activities on society.

—from the Canon homepage, www.canon.com, 24 March
2003

Individual :
Spectrum of development

I

Company :
Levels of development

Integral leader

!

Nation and world : towards
a sustainable economy
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An integral model of leadership is
not about ‘should’. Just as an
individual cannot leap from
Persona to Kosmos in one step, a
capatilistic organisation cannot
develop global care overnight.
There is clearly a need for
organisations with global care. But
rather than beating companies
over the head with responsibilities
that they may not be equipped to
meet, the integral approach offers
a path in which the next step is
made more clear, whatever stage
an organisation is at. And it sets
out a win-win development. The

fulfiiment of an individual - in
the form of an ever expanding
sense of identity, facilitates and
is facilitated by the fulfilment of
the potential of the organisation
they work for.

1 'Holarchy’ is a term first coined
by Arthur Koestler, and taken up
by Ken Wilber. A Holon is
something which is both a whole,
and a part of a bigger whole
(everything in the universe has this
characteristic). A holarchy is a
nested series of holons, each
transcending and including the
previous one. For example, atoms,
molecules, cells, organs, body.
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