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Abstract of Dissertation

Personal Transformation: The Relationship of Transformative Learning
Experiences and Transformational Leadership

The purpose of this qualitative study was to examine the process and outcomes of
transformative learning experiences and their relationship to transformational behaviors
and characteristicsina group of 19 leadkts.z i r owds ( 1 Yv8léaningd r ansf or
theory describes transformation as a recon
based on a set of altered and more inclusive basic assumptions. Mezirow (1991) and
other theorists (Argyris & Schon, 1974; Kegan, 1994; Quinn, 1996) hagested that
deeplevel transformative change results in broader, more differentiated perspective,
increased personal autonomy and personal efficacy, and better decision making. This
study began to address how the outcomes of transformative learning telkegd
characteristics and behaviors associated with transformational leadership behaviors and
characteristics as described by Sashkin (1986), Rosenbach and Sashkin (1993), and
Sashkin and Sashkin (2003).
In this multiple case study, 19 participants waueposefully selected through a
preliminary qualifying interview and were asked to participate in atepth interview
designed to gather data about relevant and important learning events in their lives. They
were also asked to describe their leadersaimiiors and characteristics.
The findings describe how participants perceived the impact of transformative
learning experiences on their transformational leadership behaviors and characteristics.
Transformative learning experiences were related todheldpment of

transformational leadership behaviors and characteristics such as credible, principled,

Vi



confident, and visionary leadership. The conclusions from this study include how key
shifts in perspective not only yielded outcomes identified in teealiire, but also built
awareness about assumptions enabling development of a leadership frame of reference
that facilitated credible and authentic leadership, built visionary leadership capability,
built confident leadership, and enhanced openness tarlgahat enabled further

transformation in the leaders themselves and in others.
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CHAPTER 1:

INTRODUCTION

Overview of the Study

Businesséaders of today are called upon to lead in a turbulent and increasingly
complex economic environment. In this environment, organizations that undergo broad
and continuous change, sometimes in response to ambiguous and contradictory
influences, need leadetapable of enacting organizational change. Transformational
leadership the ability to perceive opportunities, to engage emotionally with individuals
in pursuit of higher goals, to inspire groups of followers, and to develop and articulate a
visiond has bem associated with the ability to enact organizational change (Burns, 1985;
Bass, 1985; Sashkin, 1988). Poised as a new paradigm for leadership in response to
todayods business climate (Sashkin & Sashki
transformational ladership has received much scholarly attention and focus. Yet little is
known about how leaders develop the characteristics and behaviors associated with
transformational leadership.

Though there are variances in how transformational leadership is defided
what it is called (transformational, charismatic, visionary, etc.), it is essentially
understood as leadership and/or leaders that can facilitate and guide organizations
through sometimes revolutionary change; who are able to develop and gain contimitmen
to organizational visions; who connect to followers, encouraging them to perform beyond
expectations; and who possess important behaviors and characteristics that support
organizational transformation (Bass, 1985; Kets de Vries, 1998; Kim, 1993; Sashkin,

1988; Yukl, 1998; Zaleznik & Kets de Vries, 1975).



With a strong focus on those being led, indicators for transformational leadership
(Burns, 1978; Bass, 1985) refer to ways in which the leader acts as a visionary and social
architect (Sashkin, 1986) attie ways in which the leader engages others in performance
beyond expectations, in being able to suspend personal goals in favor of organizational
goals, and in facilitating others in reaching their fullest potential (Northouse, 2004).

Visionary leadershipheory (Sashkin, 1986; Sashkin & Sashkin, 2003) is a
transformational leadership theory that includes four behavioral dimensions and four
personal characteristics that facilitate transformational leadership. The behavioral
dimensions are (1) communicat®leadershi® listening and giving feedback to ensure
clarity about the key issues, giving attention to feelings of followers, and being skilled at
using analogies and stories to make abstract ideas clear; (2) credible leéddership
engendering trust by aligmg actions and words over time; (3) caring leadeéship
demonstrating respect and concern for others and valuing and expressing value for
differences; and (4) creative leaderghipncouraging the acceptance of appropriate
challenges, creating conditions tipadmote achieving them, and viewing experiences,
especially failures, as learning opportunities.

Sashkin (1986) described transformational leadership as being based on enacting
behaviors while, at the same time, involving a more complex dynamic andonretomg
four personal characteristics as requirements for transformational leadership: (1)
confident leadershipb el i evi ng t hat one has control ov
personally make a difference; (2) followegntered leadershdpacquiring and using
power for the good of the organization and sharing power with followers; (3) visionary

leadership the ability to think through and clarify complicated chains of cause and



effect in an effort to bring about desired outcomes; and (4) principled leadership
devdoping and supporting key values that are fundamental to people in groups and
organizations including change management, goal achievement, teamwork, and gaining
consensus (Sashkin & Sashkin, 2003, pp).8

The ability to develop behaviors and charactesss a key assumption
embedded in Sashkindés (1986) work. Thus, a
acquire the behaviors and characteristics associated with transformational leadership?
Powel l 6s (2007) et hnogr aipgandanemsbershppyjnaof t r an
community of practic& in this case, 13 field cadétslescribed transformative learning
and | eadership devel opment as fAsymbiotico
competencies was found to be embedded within each indiGidual ] our ney of | ec¢
individuation. Using the lens of the workplace as a professional learning community,
Wi enerds (2007) examination of el ementary
described characteristics that are very similar to thuseare fundamental to
transformational leadership, including shared and supportive leadership, shared values
and vision, and shared practice. His study discussed the role of the leader as both a
learner and as a direct contributor to the kind of learamgronment that emphasizes
reflective dialogue that contributes to a number of outcomes related to transformational
|l eadership, including discovery and reinfo
consensus of mission and vision, high standards,ah e acher s as fAstudent
(p. 16). Other research has described transformational leaders as learners (Brown &
Posner, 2001) who are engaged in personal development, who react positively to learning

experiences, and who are inclined to ref(@tman, 1992). Transformative learning,



with its emphasis on examining, questioning, validating, and revising interpretations and
assumptions (Cranton, 1994a), may be an important adult learning theory connected to
transformational leadership (Marsick\&atkins, 1990) and to the development of
transformational leadership characteristics and behaviors. Transformative learning occurs
when individuals are Aled to reflect on an
granted and thereby change our viewp @ r s p e(€rantom, 4394h)which then

leads to effective actior{#lezirow, 1998)

Inherent in transformative learning is a type of highweter learning that results
in changes to individual frames of referelfitezirow, 1985). One might posit that
transformational leaders who have experienced transformative learning have progressed
to a subjective frame of reference (organizing process) (Kegan, 2000) where they define
themselves not in terms of their connectiomthers but in terms of their internal values
or standards; this is what Burns (1978) <ca
1987, p. 653) associated with transformational leadership.

Mezirow (1991) identified ten steps or phases that cotestitie process of
transformative learning: (1) a disorienting dilemma or series of events that serves as a
motivator for change; (2) seéixamination with feelings of guilt or shame; (3) a critical
assessment of an epistemic, sociocultural, and/or psygibal@ssumption; (4)
recognition that others have negotiated a similar change; (5) examination of options and
alternatives for new relationships and actions; (6) a planned course of action; (7)
acquisition of knowledge and skills for the new plan; (8jingsof new roles; (9)

establishment of competence and-selfifidence in new rules and relationships; and (10)



reintegration into oneod6s | ife based on the
nine to include relationship management as a partearamsformative learning process.

These ten steps represent a process for adult learning that may shed light on how
leaders learn to be transformative. In addition, the outcomes of transformative learning
may connect to behaviors and characteristicsceestgal with transformational leadership.
Common themes regarding the outcomes of transformative learning include the critical
assessment and reforming of preexisting assumptions (Argyris & Schon, 1978;
Brookfield, 1990; Mezirow, 1991); new sets of actibased on new frames of reference
(Brookfield, 1990; Mezirow, 1991; Kegan, 1994); increasedcatfidence and
adaptiveness (Cranton, 1994b; Mezirow, 1991); broader vision; and frames of reference
that are more inclusive, adaptive, complex, differentiaad,reflective (Argyris &

Schon, 1978; Mezirow, 1985; Boyd & Myers, 1988).

The connection between transformative learning and transformational leadership
behaviors and characteristics could include, for example, motivating followers to connect
to a frameof reference that they had not originally thought possible, a behavior
associated with transformative learning and central to the concept of vision and
communication in transformational leadership (Sivanathan & Fekken, 2001).
Transformative learning illumates ways in which new modes of thinking and acting are
integrated by the learner within a changed context (Mezirow, 1995). Another example is
the way in which transformative learning frames new modes of thinking and acting that
are integrated by the leger within a changed context (Mezirow, 1995) and result in a
broader, more differentiated complex persp

(1989) transformational leadership theory, infers cognitive breadth and depth and the



capacity to identif)complicated chains of cause and effect applied to courses of action.
Action guided by complex thinking and perspectives is a hallmark of transformative
learning (Brookfield, 1994; Mezirow, 1991).

Though the question of what behaviors and characteretcassociated with
transformational leadership has been researched extensively, learning more about how
transformational leaders acquire those characteristics and behaviors will expand our
understanding of the relationship between learning and leadefshisformative
learning as an adult learning theory may hold some interesting possibilities for examining

transformational leadership with a specific developmental lens.

Statement of the Problem

In an era when transformational leadership is needed anizafions, little
research exists about how transformational leadership characteristics and behaviors
develop. In the past, leadership was framed in the context in which companies were
operating in a highly mechanistic and structured way with clear dhasthority.
Traditional leadership in this type of organization was meant to maintain the status quo.
In the mechanistic model, the lines of authority, architecture, and hierarchy bear the
weight of the whole organization (Youngblood, 1997).

Today, mosbrganizations are global, are in a state of continuous and often
dramatic change, and must operate in ways that respond to the degree of complexity and
variety that characterizes the environments in which they are embedded.
Transformational leaders resgbto change, complexity, and variety in ways that

influence and focus organizational change and employee behavior (Kets De Vries, 1998;

O6Connor, Gessner, & Connelly, 1995; Conge



authority, and traditional leadershipopide support for achieving organizational change,
transformational leadership includes providing employees with the skills, efficacy, and
empowerment to be transformational agents themsgBashkin, 1988)As a result of
distributingleadership across the employee population, transformational leaders are able
to influence many parts of the organization. The reach of the transformational leader can
be broad. Thus, transformational leadership represents an important organizational asset
in todayodos world, and the ability to devel
and behaviors could be a valuable asset to organizations. Yet there is little knowledge
regarding the development of transformational leadership characteristicshavebbe

Specifically, for example, while transformative learning and transformational
leadership involve thinking through events and consequences with an eye toward action,
the possible links between the two have not been explored. Transformationed leade
engage in envisioning and communicating the vision to motivate followers through
complex structures and chains of events (Kouzes & Posner, 1995; Sashkin & Rosenbach,
1998; Bennis & Nanus, 1985). Sashkin (1998) related vision to cognitive complexity,
noting that the function of this capability is to take actions that have certain anticipated
outcomes and effects. Transformative learning results in higlder thinking; a more
differentiated, complex, inclusive meaning structure is developed as a gaicteto
(Mezirow, 1975). There seems to be a connection, but it has not been explored.

Another example is a possible connection between intellectual stimulation (Bass,
1985), a concept that refers to behaviors of a transformational leader that inflaance h
followers view and solve problems, and rational discourse (Mezirow, 1985), in which

learners engage in a transformative learning process to examine and reformulate how



they view problems, issues, and/or events. Consideration, coaching, and supgort at th
individual level are associated with transformational leadership (Bass, 1990), and in
transformative learning, the ability to have rational discourse with a trusted other is a key
enabler of transformative learning (Mezirow, 1991). Rational discoutssfireed as
essentially a social and intellectual process focused primarily on the cognitive
examination and reformulation of problems, assumptions, and ideas (Mezirow, 1991).
Participating in rational di scodamsnstrammay coO
Bassods (1985) conception of intellectual s
both of which are embedded in Sashkinds (1
behaviors and characteristics.

However, there is a lack of understandaigput whether and how transformative
| earning experiences are connected to tran
characteristics. Empirical studies attempted to understand how leaders view
transformative learning (Henderson, 2001), how chief executiveedsflearn (Sherlock,
1999), and how action learning is connected to perceptions of change in leadership
behaviors (Lamm, 2000), but none of them have addressed the relationship between
transformative | earning expeaiomsmandes and tr
characteristics.

As a result of this lack of research on the relationship between transformative
learning experiences and transformational leadership behaviors and characteristics, it is
unclear whether there is a relationship and if ther@és what the nature of the

relationship is.



Purpose of the Study and Research Question

The purpose of this case study is to understand the relationship between
transformative learning experiences and transformational leadership characteristics and
behavias from the perspective of 19 leaders who led change in their organizations.

In order to fulfill the purpose of the study, the following research question will be
investigated: What is the relationship between transformative learning experiences and

transbrmational leadership behaviors and characteristics?

Significance of the Study

The theoretical and practical significance of this study is threefold. First, it adds to
the growing research on transformative learning theory by focusing specifically on
trarsformative learning experiences of leaders whose focus is on transformational
leadership and who are responsible for championing and implementing change in
organizations. Second, it explores an area that has not been well researched; it addresses
whether ad how transformational leadership characteristics and behaviors are connected
to transformative learning experiences. Third, from a practical perspective,
transformative learning may be an effective way to develop behaviors and characteristics
present irtransformational leaders. Rather than wait for transformational leaders to
emerge, organizations and individuals would benefit by being able to specifically foster

the development of transformational leadership behaviors and characteristics.

Conceptual Framework

This research has been guided by the theories of transformative learning and

transformational leadership that form the conceptual framework of the study. These



theories show a potential relationship between the processes and outcomes of
transformatve learning experiences and transformational leadership behaviors and
characteristics (see Figurel)l. Commonalities between transformative learning and
transformational leadership seem to exist. For example:

1. Atthe basic assumption level, change inradividual and organization is often
associated with the changes a transformational leader must enact. Being aware of
the need to make changes in basic assumptions and making them are hallmarks of
transformative learnin{Schein, 1995; Mezirow, 1998; Quinn, 2000)

2. The wish to regain order from disruption, regardless of the cause, is a primary
motivator for activating change by transformational leaders in organizainmhs
for transformative learninfConger & Kanungo, 1988; Tichy & Devanna, 1990;
Mezirow, 1998)

3. Selfconfidence and se#fficacy are both outcomes of transformative learning
and are asxiated with transformational leadership characterighit=zirow,

1991, Sashkin & Rosenbach, 1993)

4. Helping people to understand and focus their ideas is a behavior associated with
trangormational leadershifSashkin, 1988and is similar to the use of rational
discourse in transformative learning, whksarners examine their assumptions
and potentially reframe them (Mezirow, 1985).

5. Communication (the ability to listen and give feedback in transformational
leadership) is connected to what Mezirow (1998) posited as a critical requirement

of transformatie learning.

1C



Transformative Learning Transformational

Experience Leadership
|:> Behaviors/Characteristics
Process Behaviors
Stimulating event Communications Leadership
Self-examination Credible Leadership
Examination of assumptions/discourse Creative Leadership
New knowledge and skills :> Caring Leadership
Building confidence and competence
Reintegration Characteristics
Confident Leadership
Outcomes Visionary Leadership
Broader, more differentiated perspectivg Follower-Centered Leadership
Increased personal autonomy Principled Leadership
Informed actions; newess of actions
Openness to learning

Figure 1-1. Conceptual framework of the study.

6. Consistency as defined by Sashkin (1988) concerns reducing dissonance in words
and actions, permitting others to view a more consistent reality; the process of
transformative learninfpcuses on objectively examining assumptions that may
be dissonant with current reality and coming to a renewed alignment of actions
and thought¢Mezirow, 1991)

7. Providing intellectual challenges and opportunities for achieving them is
fundamental for transformational leadersf@onger, 1998)The process of

transformative learning implies that tlearner and a trusted other engage in
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creating conditions for resolution, increased efficacy, and increased confidence

(Mezirow, 1991)

Summary of Methodology

This qualitative study was conducted in the multiple case study tradition. Multiple
case study methods are well suited for this study, ag#earcher wished to emphasize
and describe the complexity of each case and its embeddedness as well as gain a deeper
understanding across the cases (Stake, 1995). Interviews were the primary means of
gathering data, and a semistructured set of questionswal ended wi th t he

emerging questions to gain deeper insight and understanding. In addition to interviews,

r

organi zational documents and the researche

methods of data gathering in this study.

The sampleselection process began with networking to existing contacts to yield
candidates who held leadership roles at the department, function, or organizational level
for at least 5 years and who had led or championed change in their organizations at the
structual, process or cultural level. A short qualifying interview was conducted by the
researcher with the recommended candidates in order to ensure that these criteria had
been met and to elicit the participation of up to 20 leaders in the study.

The data weranalyzed using content analysis and conceptual mapping at the
individual level and across the cases. For each participant (i.e., each case), the researcher
constructed a conceptual map and profile; then a-oass analysis was completed to

derive findirgs of the study.

12



Delimitations

The boundaries of the study are finec
(Creswell, 1994, p.105) and include the following as delimitations:

1 This study was meant to be descriptive.

1 This study focused on understarglthe experiences of leaders who had at least 5
years of experience in a leadership role at the department, division, or company
level.

1 This study was not meant to drive learning, only to describe it.

1 The individuals in this study were working in the téui States, and none were
working in other countries except as a part of their assignment as a leader in the

U.S.

Limitations

The data were derived from individuals relying on their memory to reconstruct
events and report them. Thedepth interview tealique was meant to help recreate
experiences in the mind of the participant, but ultimately there is no way to verify
whether the individual accurately described events, triggers, and learning. Further
research that would address transformative learniitgsaiappening would address this
limitation and may reveal different views of the relationship between transformative
learning and leadership frameworks. Similarly, additional research that would focus on
events as they occur in early life would heightederstanding of these experiences as
viewed though the lens of the individual framework that exists at the time of the
experience; changes to the framework would likely be more transparent and definitive in
a Nbefore and aftermee. assessment of the

13
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In addition, the number of participants was small, and although they were sourced
in a way that provided a degree of diversity, a variety of experience, and enough
information, broad generalization is not possible.

There was only one interview exc¢édpr the qualifying interview, and although
this design enabled the involvement of a broader group of participants, the amount of
time for reflection on the questions was necessarily limited. Future research could include
more in depth threstage intené wi ng t echni ques, such as Sei
engage the participants in deeper reflection and enrich and/or refute the findings noted
here.

The nature of the questions and how they were framed, although necessary to
develop a consistent protocol awdidcus the interview, were derived from the
researcherdos framework and worl dview. Thou
the researcherds experience in interviewin
dimension to the inquiry and theent vi ew, and the addition of
journal and the completion of it after each interview helped to account for and iterate the
researcherdos perspective and thinking, ult

without the influence fathe framework of the researcher.

Definition of Terms

To clarify terms used throughout this research, these definitions are provided.
Behaviors (visionary/transformational leadership)set of developable skills and

actions that is important to effectiness as a transformational leader; these

include communications leadership, credible leadership, caring leadership, and

creative leadership (Rosenbach & Sashkin, 1996, 2000, 2002, 2004).
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Characteristics (visionary/transformational leadershipgrsonaldctors that are central
to behaviors; these include confident leadership, follevestered leadership,
visionary leadership, and principled leadership (Rosenbach & Sashkin, 1996,
2000, 2002, 2004).

Critical reflection.Bei ng abl e t o -théldaviewsandgssumptorsés | ong
(Mezirow, 1990).

Dialogue Communication with an aim to deeply understand meaning and to reach
understanding (Mezirow, 1991).

Discourse The process of exploring assumptions, especially in the form of challenge to
existing assuntpns and rationale (Mezirow, 1994).

Disorienting dlemmaAn experience that i s incongruent
creates dissonance (Mezirow, 1975).

Early careereventA st i mul ati ng event that occurred
jobsand roles where the frame of reference was acquired from others and was
then challenged and/or mitigated.

Frame of reference/framewort®ne 6 s way of | ooking at thing:
dimensions: (1) meaning perspective and (2) meaning scheme.

Leadership frameworkOne 6 s parti cul ar and personal ori

Learning.The process of renewing and transforming ways of viewing the world in order
to guide future action (Mezirow, 1991).

Meaning perspectiva.he broad, generalized, enting predispositions (Mezirow, 1975).

15



Meaning schemdéoints of view, segments of perspective that guide perceptions and
expectations about such things as values, cause and effect, and roles (Mezirow,
1994).

Perspective transformatiofhe process of beeing critically aware of how and why
the structure of our presuppositions have come to constrain the way we perceive,
understand, and feel about our world; in addition, the outcomes of the process: (1)
a meaning reorgani zat i ogrstruttdrestd permieaor gani z
more inclusive, discriminating, and integrative perspective and (2) the ability to
make decisions or otherwise act upon these new understandings (Mezirow, 1991).

Rational discourseThe contenfocused dialogue meant to objectivelyamine and
discuss evidence for and against competing viewp{ii¢zirow, 1998)

Stimulating eventA triggering event or series of events that catalyze reflection and
learning.

Transactional leadershipJtilizingbehar i or s t hat i nfluence other
effort by means of a transactidn.e., with money, praise, or other rewards
(Rosenbach & Sashkin, 1996, 2000, 2002, 2004).

Transformational leadershij.eadership that involvesugling organizations through
someimes revolutionary change; developing and gaining commitment to
organizational visions; connecting to followers, encouraging them to perform
beyond expectations; and possessing important behaviors and characteristics that
support organizational transfortian (Bass, 1985; Kets De Vries, 1998; Kim,

1993; Sashkin, 1988; Yukl, 1998; Zaleznik & Kets de Vries, 1975).
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Visionary leadershipA transformational leadership theory that incorporates three key
aspects of leadership: characteristics, behavior, andipagi@nal context

(Sashkin & Sashkin, 2003).
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CHAPTER 2:

LITERATURE REVIEW

Utilizing the literature regarding transformational leadership and transformative
learning covering the period from 1974 to 2008, this chapter builds the case for exploring
transbrmative learning experiences and their possible link to transformational leadership
behaviors and characteristics. The literature was reviewed from business and education
specific journals and books. The databases used included Dissertations Abstracts, AB
Inform, Psychinfo, ERIC, Questia, and Google Scholar. Terms investigated included
transformational leadership, transformative learning, adult learning, leadership, personal
transformation, organizational transformation, leadership development, and any
combinations of these terms.

This literature review begins with a short overview of the literature on
transformational leadership and selected theories of transformational leadership,
emphasizing behaviors and characteristics associated with visionamslépdbeory
(Sashkin & Sashkin, 2003; Sashkin, 1988) as well as criticisms of transformational
|l eadership theory. The next section review
theory, including steps, outcomes, and fundamental principles as weti@snas of
Mezirowds work. The final portion of this
transformative learning and transformational leadership behaviors and characteristics.

The chapter concludes with a summary.

Transformational Leadership

This section reviews the significance of transformational leadership, the major

theories, their different elements, and their critiques.
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Significance of Transformational Leadership

I n the 1990s, the notion of fAsoft bound
leadership challenges. Feraching change was occurring as information became
increasingly available through the Internet. Power shifted to global consumers, heralding
a new era in organizations where production became driven by the customer, not by the
firm (Peters & Waterman, 1979). Organizations faced pressure to respond to a diverse,
demanding customer base and increasing global competition for customers and resources.
These events and the resulting demands acted as jolts to the industrial/manufacturing
model for business. Companies that had pro
functioned as effectively, highlighting the need for leaders capable of leading
transformative change. The capability, behaviors, and characteristics needed to transform
organiations became a focus for research, study, and practice.

Just as earlier models of leadership reflected the environment in which they were
situated, transformati onal |l eadership expr
business world. Researchéave turned their attention to the complex set of variables
and interactions associated with this form of leadership, ultimately defining
Atransformati onal | eaderso as | eaders who
revolutionary change; who are albbedevelop and gain commitment to organizational
visions; who connect to followers, encouraging them to perform beyond expectations;
and who possess important behaviors and characteristics that support organizational
transformation (Bass, 1985; Kets dae#; 1998; Kim, 1993; Sashkin, 1988; Yukl, 1998;

Zaleznik & Kets de Vries, 1975; Tichy & Devanna, 1990).
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Overview of Transformational Leadership

Transformational leadership has been studied in depth. This review of the
literature discusses four purposedlested theories to provide a clear but differentiated
perspective of transformational leadership and transformational leadership behaviors and
characteristics. The four theories include one of the earliest conceptions of
transformational leadership, JanMs Gr egor Burns o6 (1978) theor
|l eader shi p; Bernard Bassoés (1985) approach
expressed as transformational |l eadership b
research, which focuses on the steps transfoometieaders need to take to transform
organizations and what kinds of behaviors and characteristics assist in stewarding
organi zations through these changes; and S
which includes behaviors, characteristics, eghtorganization, and culture and is the
theory that forms the conceptual framework for this research.

Burns (1978) first introduced a model that distinguished two types of leadership,
transactional and transformational. Burns (1985) professed thatwweksadership
styles were on opposing poles of the same continuum, differentiated by the type of
exchange that occurs between the leader and the follower. Burns (1978) was focused on
the dynamic, interdependent relationships between leaders and follblgarsted that
Atransforming | eadershipo was related to s
that view, a primary role of leadership was to bring-aelareness to followers regarding
their needs and values. Bd with thelleaderlabtinigBay b el i
moral agent, facilitating the emergence of individual and ultimately shared perspectives

and end values, internal values and standards, as vital to change.
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Il n a | ater treatment of Burnsad (1978) w
business rather than societal or political leadership, described a model in which both
transactional and transformational behaviors were important and often occurred
simultaneousl!l y. Burns (1978) and Bass (198
facilitating selfactualization and awareness as a fundamental force for change, while
Bassods (1985) view of | eaders is that they
been defined by the leaders. With less of a focus on the exchange bewvkssdén and
the follower and more of a focus on what leaders do to motivate followers, Bass (1985)
also identified four factors that, when exhibited by leaders, are effective at motivating
followers to a higher level of engagement. Those factors arddalized influence,
which is exhibiting a high level of ethics and moral standards and acting as a role model
for followers; (2) inspirational motivation, which is being able to communicate vision in
a way that connects to followers at a number of ley8)antellectual stimulation, which
is introducing and stimulating challenge and creativity as applied to the situation at hand,;
and (4) individualized consideration, which is listening to followers and acting as a
coach, including helping followers thrdugersonal challenges.

Tichy and Devanna (1990) provided a different lens for viewing transformational
leadership. Their study of 12 chief executive officers who were responsible for carrying
out transformational change pointed to a tkstsp process théeaders use to transform
organizations. Step one for transformational leaders involves creating awareness. In
contrast with Bur ns 6-anareress B an endlgeah Tichyand n  wh i
Devannads (1986) awar eneosns ofeltahtee sortgoa niinzdat

to change. This step urges people out of the status quo, thus creating more openness to
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change to meet the organizationbés goal s. S
construction and integration of multiple points of viand step three involves creating
structures to sustain the change. Their work described transformational leaders as change
agent® courageous, principled, values driven, authentic, learning oriented, able to see
patterns and trends amidst complexity, dblexamine assumptions with a mix of
emotional and cognitive considerations, and capable of creating and articulating vision.

Visionary leadership theory (Sashkin, 1998; Sashkin, Rosenbach, & Sashkin,
1995) expanded the dynamic context model of transfioome leadership further to
include influencing the people, the culture, and the organization. There is a difference
bet ween behaviors and characteristics in S
be likened to outward expressions of traits andheeractions within the context of the
organization. There are four behaviors: (1) communications leadership, which is listening
and giving feedback to ensure clarity about key issues, giving attention to the thoughts
and feelings of followers, and beisgilled at using analogies and stories to make
abstract ideas clear; (2) credible leadership, which is engendering trust by aligning
actions and words over time; (3) caring leadership, which is demonstrating respect and
concern for others, valuing and egpsing value for differences; and (4) creative
leadership, which is encouraging the acceptance of appropriate challenges and creating
conditions that promote achieving them, viewing experiences, and especially failures, as
learning opportunities.

Invisonary | eadership theory, characteri st
transf or mat i on aSashkia & 8ashkis, BR003 p. B&ind areomoIe 0 (

stable and less able to be developed. They are (1) confident leadership, which is believing
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thatone has control over oneds own fate and
follower-centered leadership, which is acquiring and using power for the good of the
organization; (3) visionary leadership, which is the ability to think through and clarify
conplicated chains of cause and effect in an effort to bring about desired outcomes; and
4) principled leadership, which is developing and supporting key values that are
fundamental to people in groups and organizations, including change management, goal
achievement, teamwork, and gaining consensus (Sashkin & Sashkin, 2003).
Sashkin (1998; Sashkin & Sashkin, 2003) was particular about differentiating
visionary leadership theory from charismatic leadership theory. This differentiation was
based not only on whaisionary leadership theory is but also what it is not; it is not
charismatic leadership, which implies relationship dependencies and a level of self
interest that are not features of visionary leadership theory (Steyrer, 1998). The prosocial
and principed nature of visionary leadership implies that leadership has at its core ethical
and moral motivations and characteristics. Kanungo and Mendonca (1996) affirmed that
Athe altruistic motive becomes the only <co
The four different theories are summarized in Table Zhe next section
emphasi zes Sashkindés (1986) concepts relat
leadership theory) and describes how transformational leadership behaviors and

characteristicare viewed from a number of different theoretical lenses.
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Table 21. Four Key Theorists: Transformational Leadership

Tichy and
Burns Bass Devanna Sashkin
Focus Social justice; Behaviors; Organizational | Complex interactior
self measuring change and of people, culture,
actualization | behaviors how it occurs; | and the organizatio
as a force for impact of
change leadership
Role of Leader and | Leader Leader focuseg Orchestrate change
leader/follower| follower in engages on what needs| attending to people
mutual followers in to change; context, and culture
growth; change; motivates
consciousnes| trangending | others to
in followers | own needs achieve changg
Behaviors Ethical Idealized Change agentg Credive,
and/or leadership as| influence, courageous, | confident,
characteristics| means to helg inspirational | principled, visionary,
individuals motivation, handles principled,
self-actualize;| intellectual complexity, follower-
afocus on stimulation, values driven | centered,
social individualized | and authentic, | caring, credible,
responsibility | consideration | learning communications
oriented,
visionary
Concepts in Transformational Leadership
Vision
I n visionary | eadership theory, Sashkin

theory, vision is seen as not only@mmunicative behavior but as a characteristic that

enables construction of a vision (Sashkin, 1986). Drawing upon the work of Elliott

Jacqgues (1986), Sashkin viewed being visio
complex (but concrete) chains of actwdver time and then planning to put into practice
these 6visionsdo (Sashkin & Sashkin, 2003,

ambiguity in ways that enable leaders to develop perspective underpinned with clarity

about trends and patterns representaireatisioning capability (Conger & Kanungo,
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1988; Tichy & Devanna, 1990) and has also been likened to the capacity to hold both
differentiated and integrated views (Hooijberg, Hunt, & Dodge, 1997). The development
of clarity and communications about visiare tied in that typically, transformational

leaders inform their perspective by gaining input from others and developing a vision that
incorporates sometimes disparate points of view (Bennis & Nanus, 1985; Sashkin, 1985).
This ongoing cyclic integratioaf learning about people and context, enhancing the

vision, and communicating vision is supported by Northouse (2004) where he discusses
crystallized cognitive ability as an attribute that grows more expansive with learning and
states that experience istmal to both clarity and communications in leadership.

So while transformational leaders act as social architects, giving form and
frameworks to the shared meanings in the organization, vision emerges from both leaders
and followers (Bennis & Nanus, 198Sashkin, 1986) in a communicative and
intellectual process. As a communicative skill, vision implies that transformational
leaders are able to communicate directly and symbolically in ways that facilitate
understanding and commitment (Sashkin, 1986sBE890) and a focus on

organizational goals (Yukl, 1998).

Confidence

In visionary leadership theory, confidence is a characteristic that is tied-to self
assuranceandsedff f i cacy as wel | as the | eaderds at
(Sashkin1986; Sashkin & Sashkin, 2002). As a characteristic, confidence is thought to
be an expression of the leader (Conger & Kanungo, 1988) that enables others to act
(Bass, 1985; Sashkin, 1985; Nadler & Tushman, 1990). Transformational leaders help

develop cofidence in followers by focusing their selforth and building their self
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esteem (Bennis & Nanus, 1985; Gardner & Schermerhorn, 2004), thus enabling them to

act (Kouzes & Posner, 2002). Confidence is deemed a characteristic in visionary

leadership theorydrause it requires the leader to have and act with confidence to

facilitate the transformation of others in meaningful ways (Sashkin, 1986). This occurs in

two ways. First, confidence in the leader enables followers to accept change more readily
(Bass, 198), and second, although praise is important, in order to build confidence,
transformational leaders need to put people in situations where they are encouraged to act
and succeed through their own efforts (Sashkin, 1985; Sashkin & Sashkin, 2003) and

wheret hey are enabled to continue to develop
cycleo (Hollenbeck & Hall, 2004, p. 258).
as a charismatic quality that serves as a form of influence, drawing followers totsuppo
organizational goals, and that is founded in control over others. This represents a key
difference in charismatic leadership and in visionary leadership theory: in Sashkin and
Sashkindéds (2003) view, transf ortnskiwheonal | e

empowering followerso (p. 90).

Distribution and Positive Use of Power

Transformational leaders speak to a more contemporary and positive use of power
aligned with a more diverse workforce with differences in primary values, structures, and
mertal models As the global climate expands aralues favor collective and
participative organizations, leadership stylease become multilevel and
multidimensional (Avolio, 1997). Transformational leaders work to distribute power and
to encourage setfirected leadership (Sashkin, 1986; Sashkin & Sashkin, 2003). As a

result, the woreempowermernis associated with transformational leadership, and
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empowered (followec ent er ed) | eadership Iis one of Sa
leadership characteristics. Tluisaracteristic relates to power sharing with followers and
can be characterized as having interdependence driven by a focus on common goals and
shared values and beliefs (principled leadership), a concept that also appears in theories
of education as theaiis for leveraging collective power toward social change (Dewey,
1919; Lindeman, 1926/1989; Daloz, 2000).

In a broader view of power use, Sashkin (1988) described the need to go beyond
the dyadic nature of previous leadership theories, adding propowal as fundamental
to visionary leadership theory under the umbrella of principled leadership. As a central
tenet, prosocial power fAaddresses a | eader
contexto (Sashkin & Sashk.iimpliesarOe@pansionmf 10) ,
power use that engages the overall context in pursuit of organizational goals. The
connection between transformational leadership and a focus on developing a collective
culture was demonstrated i rexaMioddwhaetmotedrel er 0 s
was a relationship between organizational cultures and leadership styles. This study
showed a significant relationship between what Sashkin (1986) would describe as
principled transformational leadership and cultural orientaticaisinfply the use of
power that is prosocial and distributed, such as cohesion, shared values, and teamwork
(Schimmoeller, 2006). When power is concentrated at the top of the hierarchy rather than
more broadly distributed, opportunities for improved perfomoe, creativity, and
productivity may be lost (Sashkin & Sashkin, 2003). Thus, part of culture building is

establishing cohesiveness, solidarity, and a sense of belonging, which ultimately impact
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the sustainability of commitment (Daloz, 2000) and effectess (Ahn & Kwon, 2001)
and which enable action.

Being able to use power in positive ways, seek consensus in describing the
underlying purpose of the organization (Sagor, 1992), and believe that an open style of
communication enhances participative decisnaking (Ohman, 2000) are necessary

capabilities for transformation leaders, as noted by Avolio (1997):

As organizations change into intelligent network systems, the positive influence

of leadership will reside more in the network than in any one iddat Call it

alliances, ensembles, teams, or cells. What is happening today is a fundamental

change in the way leadership is exercised in organizations and institutions. (p. 8)

The distribution and use of power can d
organization; followers can use their own power to become change agents themselves

(Sashkin, 1998) and become part of the overall collective force for change and

transformation (Daloz, 2000).

Ethical and Moral Forms of Leadership

In visionary leadershpi both credible and principled leadership have concepts at
their core that connect to values and beliefs and how they are enacted (Sashkin, 1985).
Credible leadership focuses on how leaders establish trust by taking actions that have
integrity and are abentic, while principled leadership implies facilitating the awareness
of followers to accept and enact a belief system that advances goals that are good for
everyone (Sashkin, 1986; Rosenbach & Sashkin, 1996, 2000, 2002, 2004). This connects
wi t h Brigimahcendeptimn of transformational leadership as a moral enterprise
(Bur ns, 1978) and transformational |l eader s

original conception of transformational leadership as a moral and ethical form of
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leadership is théact that a pseudtvansformational leader is different from an authentic
one: transformational leaders have moral character and genuine concern for others, have
deeply embedded values as the foundation for vision, and are able to engage others in
being ®lf-determining regarding their willingness to commit and collectively engage

with others to determine rightful courses of action (Bass, 1990; Sashkin, 1986; Bass &
Steidlmeier, 1999).

The idea that ethical forms of leadership speak to characteristi¢csehaviors of
leaders and how they are enacted in the organization (Sashkin, 1985; Tichy & Devanna,
1990; Shamir & Eilam, 2005) was reiterated in a study of eight executives who were
transformational leaders. Petran (2008) found that dominant transfonaddgadership
traits included transformational leaders taking actions that would engender trust and
articulating their important values and beliefs. This articulation served two purposes:
first, Athey [the transf othemavioushnesthblished ader s
organizational beliefs by creating a new set of values and beliefs that embedded the
change within the organizationodo (p. 275) ,
to act as role models (Petran, 2008).

Ethical forms 6leadership address both credible leadership as trust building and
principled | eadership as enacting change f
articulated as core values and beliefs. Second, the framework of beliefs that leaders
express gives followeithe ability to view (Bass, 1985), subscribe to, and potentially to
act on that point of view as a mantra for desired changes in themselves and in the
organization (Sashkin, 1986; Kuhnert & Lewis, 1987; Shamir & Eilam, 2005). Being a

role model is importarand is essentially a schema that enables leaders to be more
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transparent and individuals to understand as well as be guided by appropriate behavior
(Bass, 1985; Woodford & Goodwin, 1994; Sashkin & Sashkin, 2003), fostering the
development of positive trai related to ethical forms of leadership in followers

themselves (Avolio & Gardner, 2005). The consistent articulation and demonstration of a
framework of espoused beliefs acts as representation of what the leader hopes will
become a more universally apted value system (House, 1977; Avolio & Gardner,

2005), as a way of reiterating the vision (Bennis & Nanus, 1985; Nadler & Tushman,
1990), and as a representation of appropriate and a sometimes idealized way of behaving

(Bass, 1985; Podsakoff, MacKenzidporman, & Fetter, 1990).

Learning

As the role of the leader shifts from authoritarian to teacher and coach,
transformational leaders are able to facilitate learning in others (Sashkin & Sashkin,
2003) and use their capabilities to bring selfareness tothers (Bocchino, 2003) and at
the same time continue to be an active learning participant (Marmon, 2007). This serves
two purposes: first, it is a way of focusing on their parity relationships with individuals
(Bass, 1985; Conger & Kanungo, 1988; Saslkékibashkin, 2003), and second, it serves
to advance organizational goals (Schein, 2003; Sashkin & Sashkin, 2003; Tichy &
Devanna, 1990). In the visionary leadership model, this represents a synergy of
communications, caring, followentered, and creativeadership behaviors and
characteristics.

Transformational leaders are learners, and they consistently engage others in the
process of | earning, promoting the fAuse of

supports the development of cognitveo mp | exi t yo (Pi el sti ck, 19¢
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the midst of action as transformational leaders have a propensity to reflect (Avolio &
Gibbons, 1988) and to generalize from specific circumstances to the broader picture
(Sashkin & Sashkin, 2003). Of paiar interest where organizations and people may
need to disengage from assumptions to move forward, transformational leaders are able
to examine assumptions (Bass, 1985; Schein, 2003) with a mix of cognitive and
emotional considerations (Bennis & Nani885).

In a qualitative study of educational leadership and learning, McGough (2003)
identified a fourstage learning pathway that, in its advanced stage, reflects awareness of
individual leadership perspective and the continuous process educationed takden
the Aformation and transformation in the p
principalo (p. 463). T hawaeness (Avalio & Gavdnemat i on a
2005) and organizational awareness and perspective deepen and br@adentasious
learning process situated in their work settings. Given that transformational leaders are
able to exercise listening skills (Bass, 1985) and engage with followers with mutuality,
the picture of organizational realities is likely to reflecttmple perspectives and be more
trusted and trustworthy. This awareness and perspective development can be construed,
at least in part, to be about a set of personal epistemological beliefs that in and of
themselves are subject to transformative developfrasner, Strike, Hewson, &

Gerzog, 1982) for both leaders and followers, where connectedness and interdependence
(Daloz, 2000) are acknowledged. Brown and Posner (2001) found that leaders utilize a
variety of learning approaches that together reflecttoayponents of transformative

learning; they ultimately concluded that transformative learning could likely be a more

comprehensive method to develop transformational leaders.
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Another interesting area where possibilities emerge are ways transformational
leaders may act as facilitators of collective transformative learning. The purposeful
integration of | earning groups and soci al
(1919) work and in Lindemant6s (1926/1989)
synegizing individual interests to form a shared sense of collective action is in
Lindemands (1926/1989) words Athe road to
lifedo (p. 153). The scope of and responsib
express on of | earning together as a process t
fundament al i nterdependence with one anoth
Related to learning in groups and transformational leadership, Yukl (1999)
acknowl edgs(@99@) paadply @ skiissaridd behaviors associated with
transformational leadership may be missing several pertinent components: facilitating
agreement and building efficacy in groups and promoting organizational learning. In
some ways, the transformatedieader as facilitator of learning embodies the spirit of
professional learning communities (PLC). When discussing transformation in a social
context, Daloz (2000) referred to the wvalu
like PLCs, can be charaeized as discourse communities where learning is both a
capability and outcome (Wiener, 2007). A key role of transformational leaders may
include developing their organization as a PLC; characteristics of a PLC include activity
that facilitates continuaucollective learning activities (Little, 1982) underscored by
being seltransforming, with shared purpose, vision, and values derived from
constituents (Dufor & Eaker, 1998) and where the use of reflective dialogue is common

(Louis, Marks, & Kruse, 1996)The creation of a continuously sélansforming learning

32



environment (Sashkin & Sashkin, 2003) that is an interaction of leaders and followers
could not only be an asset for leaders, followers, and the organization (Daloz, 2000), but
could also mitigatéhe predilection of some executives who in the face of contextual risk
resist taking actions that contribute to the vireing of the organization (Sherlock,

1999).

Relationship with Followers

The role of the leader in being enabling involves some dacmtisn of
traditional authority and developing the autonomy and moral development of followers
(Graham, 1991). Transformational leaders maintain a cadre of genuine followers and tend
not to use exploitative and manipulative behavior to get what thegvbahey deserve.
At the same time, transformational leaders have an emotional connection with followers
that is created through respect for individuals (Sashkin, 1986; Sashkin & Sashkin, 2003)
and is operationalized as intellectual stimulation and indalided consideration (Bass,
1985). In his examination of the effectiveness of chief information officers, lyengar
(2007) noted that transformational leadership was the strongest predictor of leader
member exchange reflecting a mutual exchange of respegtaaver that influences
followers and impacts job satisfaction. When transformational leaders encourage
followers to utilize their skills, experience their own efficacy, and deploy their cognitive
ability to transform themselves and the organization (8ash988), these expectations
can enhance the emotional connection among leaders and followers. Building individual
selfesteem and, thus, s&bnfidence can further contribute to intellectual stimulation

(Bass, 1985) and support for organizational goals
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Criticisms of Transformational Leadership

First, transformational leadership has been criticized in relation to methods of
influence. Charisma has been vigorously debated as either central to transformational
leadership (Burns, 1978; Bass, 1985) oretsimhental to it (Sashkin, 1985). Charisma in
and of itself may serve useful purposes, Yy
rather than the needs of the organization, charisma can foster dependencies that may
result in meeting immediate goalstmot building a cadre of genuine followers (Sashkin,

1986). Graham (1991) proposed that transformational leaders, were it not for moral
safeguards, could induce followers to become enthralled no matter what their aims. In
Bassos (19 85) nflorence,ekey compbeeatlofitransfamational leadership
theory, presumes that followers admire and identify with transformational leaders and

want to imitate them, and this acts as a ¢
organizational and pros@dj this characteristic is thought to serve both the individual and

the organization. It is when personal or distorted aims form the leadership framework and
motives that charisma as an attribute can evoke less than healthy responsiveness in
followers.

Second, and similarly, the placement of moral values as drivers within the

transformational leadership context is the subject of controversy and differing opinions.

Burns (1978) originally conceived of trans
raises he | evel of human conduct and the ethigc
20) and that the function of a | eader i s t

they feed to feel their needs so strongly, to define their values so meaninghat they

can be moved to purposeful actiono (p. 44)
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describe what is right for organizations. Even leaders that expressed a lack of morality

could be transformational | eddddlesrass i n Bass©o
transformational, stating: AWhat matters i
transformed by the | eaderodos performance

on Masl owds hi er a2lklhgrefarhulatoe and resémeftpfp. 20
transformational leadership, Bass and Steidlmeier (1999) integrated ethical and moral

aspects of leadership into their description of a transformational leader, including a focus

on the moral character of (1878)orgeahder , and

conception of transformational leadership as a process founded in moral considerations
and values. Sashkin (1985) has always included a component of trust building (credible
leadership) and values orientation (principled leadership) itndagment of

transformational leadership. As transformational leadership is evolving more toward of
an ethical and moral framework, other theorists are raising theories of authentic
leadership (Avolio & Gardner, 2005; Shamir & Eilam, 2005), and it apjleass two
theoretical frameworks may converge. Transformational leadership and authentic

leadership are different:

Authentic leaders [compared with transformational leadership] are anchored by
their own deep sense of self; they know where they stand artenpissues,
values and beliefs. . . . They stay their course and convey to others, oftentimes
through actions, not just words, what they represent in terms of principles, values
and ethics. (Avolio & Gardner, 2005, p. 330)
Clarity and distinction amoniipese two schools of thought are not yet well formed nor
studied.
Still, the researcher chose Sashkinés

study because it provides a definitive description of the behaviors and characteristics
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associated wittransformational leadership and describes both as developable (1985). In
addition, Sashkindéds (1985) theory offers t
characteristic that is expressed as influencing at the system level, providing an expansion

to other theories focused only on individual and interpersonal elements.

Transformative Learning

The transformative learning literature was reviewed with three points of focus in
mind: (1) what transformative learning means, (2) how transformative mhgaoocurs,
and (3) what outcomes result from transformative learning. This section provides an
overview of Mezirowds (1975) transformatiyv
related to transformative learning, outcomes of transformative learnicidheoretical
criticisms. The next section explores common themes that connect learning and

transformational leadership.

Overview of Mezirowds Transfor mati ve

Situated within the experiential learning framework, transformative learning
theoly assumes that adults learn more by processing experience than they do from
engaging in typical pedagogi cal processes.
depends upon how we have defined for ourse
(Mezirow, 1991, p.2 ) . Mezirowds theory arose from hi
higher education after having been housewives and mothers. His observations included
that not only was content learning occurring, but also-leelg notions about former

roles were being chiahged and ultimately changed.
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Embedded in Mezirowds work is the conce
change in the way we look at the world and changes in our belief system, more
commonly referred to in transformative learning theory as perspetiarge. Schemata
(singular: schema), a concept first introduced by Bartlett (1932, 1958), refer to
psychological assumptions on which individuals base their worldview and can be likened
to frames of reference. Mezirow (1991) suggested that schemata aeaaceit by

sociocultural and psychic assumptions. Sociocultural assumptions are typically derived

from soci al |l earning, and psychic assumpt.
by parental traumatic circumsta®chemata i n c hi
|l earned in oneds childhood can be retained
influence oneds perceptions of r enaaningt vy . Me

perspectivesand they are the focus for some of the most profound chaegesbed in
the transformative learning paradigm.

Mezirowdés work was influenced primarily
Aconsciencizationo (i.e., an individual mu
circumstances in order to invoke changihgm), which in turn also influenced
Habermasds (1971) concept of emancipatory
oneds own historical Dblueprint). According
functions as a structure of assumptions with whiahed us uniquely sees the world and
which creates the context in which we actively or mindlessly assimilate and integrate
experience. That context is framed by our meaning perspective, the network of beliefs
uncritically acquired from historical sourcesd t hat acts as a filter

of [the] world is entirely a function of o
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learning has taken place and perspectives have been established, individuals develop
habits of min@ broad, abstract, @nting, and habitual ways of thinking, feeling, and
acting (Lindeman, 1926/1989). Habits of mind become articulated as a specific point of
viewd the constellation of beliefs, values, judgments, attitudes, and feelings that shapes a
particular interpretatio (Mezirow, 1977) that Mezirow (1985) described as meaning
schemes. Therefore, meaning schemes are sets of beliefs that form a meaning
perspective.

Mezirow (1991) suggested that the most profound transformative learning occurs
when individuals change thieneaning perspective or schemata by using cognitive skills
to examine, challenge, and potentially reformulate the assumptions and beliefs
influencing their experiences of the worl d
linguistic, epistemic, instituticad and environmental forces that limit our options and
contr ol o u¥r98)lThat refermulafop nesults $h @ change to meaning
perspective that implies a broader, more inclusive view and includes the capability for
selfreflection and increasedbidity to discriminate. A broader perspective has five
characteristics: it is (1) inclusive, (2) differentiating, (3) permeable, (4) critically
reflective of assumptions, and (5) integrative of experience. Mezirow (1985) used the
words Aper spmrattiiovred ttranddocri be broad chang
that can be triggered either by a sudden disorienting event or by a progression of less
dramatic changes and as the A process of b
assumptions have comedonstrain the way we perceive, understand and feel about our

world; changing these structures of habitual expectation to make possible a more
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inclusive, discriminating and integrating perspective; and finally making choices or

otherwise actingupontheesen der st andi ngso (Mezirow, 1991,
Others have expanded the view of what constitutes transformative learning.

MacKeracher (2004) expanded perspective change to include not only assumptions but a

transformation of a model for viewing reality; Broakfi (1991) added that a shift in

paradigms is part of transformative learning; Boyd and Myers (1988) described

transformation as a fundament al change in

transformation as At he yil4d); ahd Argyrisand Sahdnd st r

(1978, 1992) described douHtsop learning, often thought of as a form of transformative

learning, as a reflection on loitngeld assumptions. Chapter 3 explains the lens used for

this research study in determining whether ti@msative learning has occurred for

participants.

Phases of Transformative Learning

Mezirow (1991) identified ten steps or phases of transformational learners: (1) a
disorienting dilemma,; (2) seéxamination with feelings of guilt or shame; (3) a critica
assessment of epistemic, sociocultural, and/or psychological assumption; (4) recognition
that others have negotiated a similar change; (5) examination of options and alternatives
for new relationships and actions; (6) a planned course of action; (‘i¥idoguof
knowledge and skills for the new plan; (8) testing of new roles; (9) establishment of
competence and satbnfidence in new rules and relationships; and (10) reintegration
into oneds | ife based on the ngnwetper spect.

include relationship management as a part of the transformative learning process.
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Triggers of Transformative Learning

Transformative learning represents a highly energized form of adult learning
(Knowles, 1975) that is most likely to occur whadividuals find themselves in rapidly
and dramatically changing circumstances
wel | . . . and ol d ways of thinking are
concept is based on constructivist leagiiheory, which suggests that the learner relies
upon the development of cognitive structures to view and interpret information and to
make decisions. In contrast with other experiential anedésl€ted models,
transformative learning theory assumes thigger events motivate individuals to look
closer at false or outdated assumptions that highlight discrepancies that are occurring
(Brookfield, 1987; Mezirow, 1985, 1991, 1995; Fisher, Rooke, & Torbert, 2001). Their
current paradigms have been shakeohadlenged, sometimes creating a sense of
disorientation and dissonance (Mezirow, 1990). Cues from the environment can stimulate
reframing (Bocchino, 2003; Lamm, 2000), and emerging awareness creates a chasm that
facilitates an examination of both whatlividuals say they believe, their espoused
theories, and what they do or experience, their theoriastion (Argryis & Schon,
1974). Individuals in these circumstances are motivated to learn so they can regain order
in their worlds. Thus, as a response&hanging circumstances and challenges to trusted
assumptions, and as motivation to regain a sense of order, transformative learning leads
to a new way of thinking about things and then presumably of acting, based on a changed
and more holistic integrativperspective (Mezirow, 1991, 1996, 1997, 1998).

Although epochal disorientation and change has been fundamental to

transformative learning, the accumulation of tacit learnings regarding meaning schemes
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that are subject to critical reflection can be tfamaative (Mezirow, 1998). Because

learning is situated in an individual and societal context, changes to meaning schemes
trigger emerging awareness regarding possible discrepancies. In her study of 24
participants in action learning programs, where onpgse of the study was to shed light

on whether and how action learning can foster transformative learning, Lamm (2000)
proposed that | earning can be cumul ati ve,
being more than t he sideaof@®datalyzihgawgreaeassasa ( p .
trigger for transformative learning has been described as an integration (Mezirow, 1978),
as an unfolding (Pope, 1996), as the emergence of powerful feelings drawing attention to
unconscious issues and concerns (Boyd ¥eM, 1988), as a need to move to the next
devel opment stage (Kegan, 1982), and as an

validity of the meaning schemeo (Mezirow,

Learning as a Process of Reflection and Discourse

Mezirow (1985) suggestetdt the process of learning can be accomplished
through reflection and rational discourse
(Mezirow, 1994, p. 223). Critical reflection is a way to integrate and reintegrate meaning,
experience, perspectivand information (Lindeman, 1926/1989); it facilitates cognitive
and moral development (Brookfield, 1986; Mezirow, 1991; Senge, 1990; Schon, 1984).
Reflection is essentially the examination of the assumptions and presuppositions that
have been described aaive or magical (Friere, 1970/1996), distorted (Mezirow, 1991),
unexamined (Mezirow, 1991), and derived fr
Further, with critical reflection, oneods i

as t he rsalfewdsnt roleslabout reality that we use to help us seek explanation,
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make judgments or decide on various action
examination and ultimately reformulation. This structure of assumptions is what Mezirow
(2000) cdled meaningperspectiveand forms a window through which individuals both
view the world and act on it. Reflection provides awareness of the structure and
awareness of the structureds validity i1in t
then, is faused at three levels of awareness and action, according to Mezirow (1991):
1. Content reflectionwhatone perceives, feels, thinks, or acts upon.
2. Process reflectiohowone performs the functions of perceiving, feeling,
thinking, or acting.
3. Critical refledion: whyone perceives, thinks, feels, and acts as one does, and the
consequences of such thoughts, feelings, and actions.
Rational discourse may be viewed as a special form of dialogue for promoting
reflective learning (Mezirow, 1975, 1986). The proc#ss,exchange of valid
information and the public testing of attributions and assumptions, involves making
meaning of events (Argyris & Schon, 1974). In particular, rational discourse involves a
process where an informed and objective assessment of egeats and is treated as a
source of possibilities for generalizing the meaning of what has occurred; it focuses on
Adi scovering a synthesis of viewpointso (M
reflective discourse is ideal (Cranton, 1994) andhgortant consideration is the
Afestablishment of solidarity among partici
intersubjective mutuality of reciprocal understanding, shared knowledge, mutual trust and

accord with one anot herow1996Haly®.r mas as <cite
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Mezirow (1988) described seven conditions that allow individuals to engage in
rational discourse. These are founded in situating discourse in a safe environment where
learners can patrticipate freely, are able to question and challgegacouraged to
reflect on their own and othersd assumptio
revised frameworks imbued with new awareness, meanings, and potentially actions
(Cranton, 1994; Mezirow, 1994). Discourse provides learners withcd sxeit
agreements about what constitutes a new and more valid reality as the basis for more

effective action (Mezirow, 1988).

How Do We Know Transformative Learning Has Occurred?

Mezirow (1991) suggested that transformative learning, both a proakss an
outcome, is a primarily rational process that occurs when individuals change their
meaning perspective or frame of reference, resulting in more effective action. The
process involves understanding how and why we experience the conditions in our lives,
and the goal is to liberate us from tacit beliefs and sets of beliefs that limit our options.
Transformation occurs when a previously held perspective is found to be distorted and
the individual reformulates the assumptions and beliefs influencing hex @xperiences
of the world and, therefore, takes more effective actions. Actions can be changes in
behaviors or thoughts, new ways of doing things, new points of view, or reframing or
solving a problem. The reformulation results in a change to meanisgegogive that
implies a broader, more inclusive view and includes the capability ferekdttion and
increased ability to discriminate (Mezirow
(1975, 1981, 1991, 1996) focus was primarily on rational procesgesuscomes,

Taylordés (2000) view of transformative | ea
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processes, aratidgnal and uneonsgious rhodalitesi[enable] the revision of
meaning structureso (p. 48)oftrankfarmativee xt sect

learning, which also serve as indicators that learning has occurred.

Learning Outcomes of Transformative Learning

The conceptual framework for this study speaks to outcomes of transformative
|l earning based on Méadngmformédsactiqnd, &@&dhderanch eor vy ,
more differentiated perspective, increased personal autonomy, and openness to learning;

those outcomes are iterated specifically in the following section.

Informed Action

Mezirow (1991) viewed the connection betwéemsformative learning and
action as a tight link and informed and reflective action as a key outcome of
transformative learning. As a guide to action, a change in meaning perspective
presumably results in decisions, attitude change, perspective chadgew ways of
interacting with the environment, other people, or oneself (Mezirow, 1991; Henderson,
2001). In practical terms, at this higher level of learning, individuals can generalize what
they have learned to understand new and unique situatiogad@riggs, & Wager,
1992). Action, either immediate or delayed, serves as evidence that transformative
learning took place (Mezirow, 1991) and differentiates transformative learning from
other kinds of learning, such as insight and introspection (Hemte2801). Although
Brookfield (1991) agreed that perspective change could result in action, he did not
believe it had to, and Boyd and Myers (1988), with their view that transformation can be

psychol ogical, added t hat nthusiasmdor anoicesaandi v e |
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t he courage to pursue themdo (p. 30) , I mpl vy

transformative learning may be action.

Perspective Change

A more differentiated, complex, integrated, and reflective perspective as a guide
for action is a fundamental outcome of transformative learning (Mezirow, 1978; Argyris
& Schon, 1992; Brookfield, 1991). This represents a complex paradox. Individuation,
continuing to see a more differentiated self, is a foundation of transformative learning
(Boyd, 1991), reflects increased salfiareness, and is ongoing. Yet, this essentially
individual process is encompassed in a perspective that is current and more realistic and
considers social horms, constraints, and vé@uegerspective that is more functadn
according to Mezirow (1998). The examination and reformulation of meaning
perspectives represent a specific kind of-agelreness, a more realistic view of self
(Kegan, 1982) situated within a broader framework that has been examined for its
validity(Me zi row, 2000) with a Afuller and cl ear
broader boundary between oneself and the w
integrative way of fAbeing oneself with the
transformé&on is in essence learning to be critically reflective of the assumptions and
context that are occurring, even if they are embedded within a framework offtetken
granted beliefs (Mezirow, 2000) that result in new ideas about self embedded within a
revied framework.

Perspective change can include changes in epistemological assumptions that
enable ongoing critical reflection which, in turn, influencesdinectionality and

outcomes of learning as both higher and broader, describing a progressive spiral

45



ascension toward meaning structures that are differentiated, inclusive, complex, and

reflective (Mezirow, 1986; Cranton, 1996).

Personal Autonomy

Personal autonomy, the degree to which an individual operates with an awareness
of and presumably freedom froconstraints yet with valid and realistic boundaries to
guide action, is a central tenet of emancipatory learning (Friere, 1970/1996; Habermas,
1971), the paradigm in which transformative learning sits. There is a duality in the nature
of the transformatie learning journey. Becoming more personally autonomous is
embedded within a network of norms, constraints, and social values; both are subjects of
critical reflection, and the essential challenge for the transformative learner is one of
differentiation @d congruence (Mezirow, 1991). The goal of transformative learning is to
Adevel op a crucial sense of agency over ou
of agency is aided by the ongoing development of personal autonomy. Thus, personal
autonomy $ a product and process of transformative learning according to Mezirow
(2000) and is described as autonomy in thinking and, as a result, enhanced autonomy in

actions. Mezirow (2000) described personal autonomy as

acquiring more of the understandings, Iskénd dispositions required to become

more aware of context of interpretations and beliefs, critically reflective of

assumptions, able to participate freely and fully in rational discourse to find

common meaning and validate beliefs. (p. 29)

Other views bautonomy in transformative learning depend on the lens. Candy
(1991) described personal autonomy in the

free from constraints; making judgments based on rational reflection characterized as

morally defensiblebased on beliefs, relevant and objective, and carrying through on
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action plans with the wild/| and perseveranc
(Candy, 1991, pp. 168 0 9 ) . I n an expansion of Mezirowd
autonomy as primasila thinking process, Dirkx (2000) and Boyd and Myers (1988)

discussed individuation, the differentiation and development of the individual

personality, as an outcome of transformative learning. Within this framework, the

exercise of personal autonomy @nesciously participating in dialogue with the conscious

and unconscious selves to fideepen a sense
naming and el aborating all these different
(Dirkx, 2000, p. 4). Tts representation of autonomy is underpinned by the ability to

di scern given a renewed sense of fApersonal
than overt action. Lennox (2005), in her qualitative study of 16 students in a

transformative learning cuoulum, found that students, as a result of their participation

in the program, were more autonomous in their thinking. She also found that students
were enabled to seek and use a more authen
being able to make distons about their lives that reflected more personal wholeness,

thus further delineating the connection be

actions.

Openness to Learning

A revised perspective enhances the tran
concert with a more informed view of the general context and of his or her personal
context (Mezirow, 1986, 2000). The learning experience and process can result in a more
informed and broader | earning frame of ref

adul ts to act i s directed toward their own
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As has been stated, the journey of transformative learning provides a sometimes

emotional experience that typically challenges the assumptions that support individual
responses related to the need to change and
frame of reference, an outcome of transformative learning, and the ability to reflect on

and examine basic assumptions, also an outcome of transformative learnirogiéed d

loop learning, where learners more easily reframe problems, issues, and distortions

(Argyris & Schon, 1992). Being empowered to learn is described by Cranton (1994) as an
outcome of transformative learning that infers experience with overcomingiperso

barriers to learning and development and implies an ongoing willingness to broaden
oneds scope of awareness through reflectio
selfauthorship that is inherent in transformative learning are more wiltidgable to

challenge disconfirming experience and information, to critically reflect, and to either

incrementally or substantially transform their frames of reference.

Other Outcomes

Generally, Clark and Wil soné6somegasi ew of
changes to seffinderstanding, changes in beliefs, and/or changes in actions. In addition,
other outcomes have been reported, including increasedosdiflence and courage
(Neuman, 1996); empowerment and spirituality (Scott, 1991); connecteainkss
emotional development (Pierce, 1986); the ability to be critically reflective
(Sveinunggaard, 1993); and dramatic change that is recognizable to oneself and to others
(Clark, 1993). Brookfield (1986) pointed to several outcomes that can be eithealinter

or external: active engagementand-selit hor shi p of oneds person
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(Lamm, 2000). Argryis and Schon (1978, 1982) looked for awareness of discrepancies in

espoused andAaction theories and action.

Summary of Transformative Learning

Transformative learning represents learning that provides for ways of thinking
andacting that more closely match the current environment. These ways of thinking and
acting allow one to continuously assess and reformulate his or her perspective, increasing
cognitive flexibility and complexity and contributing to more effectiveness as a learner
and as a leader (Marsick, 1998). Outcomes of learning relate to a broader, more

differentiated meaning perspective and more effective actions as a result.

Criticismsof Transformative Learning Theory

Controversy about Mezirowbés theory of 't
three main areas in relationship to this study.

First, from a human rights perspective,
wheresocialkange i s a dominant characteristic, |
individual. Although Mezirow described reintegration into the larger context as a step in

the learning process, the context may not be changed by the individual. Mezirow (1989)

framedthgpossi bi l ity for the | earner to change
relationshipodo between transformative | earn
the ways in which transformative | earning

modelofear ni ngo ( Wel t on, 1995, p . 19) have be

looking at the self as a starting point (Clark, 1992; Mezirow, 1991). Since
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transformational leader characteristics relate to prosocial and collective actions, this point
is important

Second, Me z i r -estaldlished(fotu® 6nsrgtionaliey &nld cognitive
processes has been challenged. In transformative learning, according to Mezirow, the
examination of meaning perspectives leads to perspective transformation, and that
examinaton is primarily a rational process of discourse and reflection. Taylor (1997), in
his review of 39 empirical studies on tran
original conception of transformative learning lacked a wApelieson focus; he called for
a reconceptualization of transformative learning. Boyd and Myers (1988), Cranton
(1994), and Dirkx (2000) have suggested including other factors. For example, the role
emotions play in perspective transformatio
theory. When affect was included, Newman (1996) found that new perspectives were
more complex and learners experienced a greater degree-ohgetstanding and
direction. Boyd described transformative learning as having elements of intuition,
emotion,ad creativity, and Dirkx (2000) all owe
i mages and symbol so as part of the transfo
reconceptualization is continuing to occur, as Lennox (2005) described an evolving view
that transformatioe an be conceived of as a Awhol e pe
extends beyond mere ideationodo (p. 32) and
part of the individual framework, as considerations for critical reflection and as potential
learningoutcomes.

Finally, the Iinear nature of M®-=zirowods

step framework and because it does not differentiate the relative importance and
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complexity of the steps in the process (Taylor, 2003). Other studies have gtesente
arguments that support transformative learning as-terrg cyclical (Saavedra, 1995) or
spiratlike, with not all the steps experienced (Lytle, 1989). In his later work, Mezirow
(1995) concurred that the process does not always follow the exact seqaeca his
theory.
Mezirowbs (1986) theory was selected fo
emerging theory for individual transformative learning, the triggers for learning, the steps
in the learning process, and markers for learning wervey@nough to form a
framework for examining the learning experiences of the participants. Second, the theory
enabled differentiation of this type of transforming learning from other types of learning,

such as content learning and incremental development.

Possible Connections Between Transformative Learning

and Transformational Leadership

The literature review of transformational leadership and transformative learning
has informed this studyods conceptual fr ame
thatopens the door to possible connections between transformative learning and
transformational leadership. Brown and Posner (2001) found that in a sample of 312
leaders in management development programs, transformational leadership behaviors and
learning tatics were correlated. Toms (2007) studied 288 commissioned police officers
to determine connections between transformational leadership behaviors and
characteristics and learning styles, noting the strongest correlations in those styles that
reflectaspecs of transformative | earning and tra

and assimilating). Acting and thinking about dilemmas andlifegbroblems proved to
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be associated with transformational | eader
study d learning strategies as predictors of transformational leadership. Fisher, Rook,
and Torbert (2001) asserted that personal transformations are necessary to stages of
devel opment that result in Atransforming p
McKenna and Yost (2004), aspar of t he Boeing Companyods
10-year longitudinal study of 120 executives and managers that explored the factors and
experiences that had the greatest impact on leadership development, looked specifically
at what enabled leaders to operatfectively during crisis and change. Several patterns
emerged that could represent possible points of integration for transformative learning
and transformational | eadership character:i
integration of selfandtoh er wor | dl i ness regarding transfo
description of broadened perspective, but using the sadfdifferentiationas a key
concept, they described how | eaders were a
their own positioras leaders, working to define their own convictions and goals, while at
the same time staying in touch with the hu
Specifically, their research points to categories of leadership that are important during
times of clange and that have relevance to this study: demonstrating personal conviction
with a sense of purpose and a healthy view
principled leadership; having perspective with the cognitive ability associated with
Afsegithe big pictureo (McKenna & Yost, 200
(1986) visionary leadership; having a focus on potential and possibilities instead of
obstacles and problems, which connects to

leadersip; engaging in relationships with the ability to take the perspective of others,
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which connects to Mezirowdés (1981, 1991, 1
empathic and showing empathy, which is rel
andbei ng aware of self and understanding one
(McKenna & Yost, 2004), which connects with key outcomes of transformative learning
(Mezirow, 1981).

Geller (2004), for her doctoral dissertation, developed a theoreticall medated
to developing leaders. She proposed that transformative learning is connected to
transforming leadership: the evolution of clarity of assumptions that undergird self,
beliefs, and values and the process of deconstructing them enable leadees toist h e
myriad of options that existo (p. 125) and
which connects to authentic relationships and interactions. Her theoretical framework
inferred a connection to caring, credible, principled, creative, andhaisideadership
behaviors and characteristics.

The specific focus of this research is how transformative learning experiences are
related to transformational | eadership beh
conceptual framework suggests several ipbsselationships that merit attention, and

what follows are connections that could be inferred from the literature.

Change at the Basic Assumption Level

Leadership forms an integrating context where what we do (our behaviors) and
who we are (our charaaistics) sometimes evolve together (Connor, 2003), forming a
meaning perspective that can act as an organizational boundary (Weick, 1995).
Contributing to the transformation and evolution of self and leadership is the ability to

examine assumptions (Meaw, 2000; Kegan, 2000). Argyris and Schon (1992)

53



suggested that the willingness and capability to examine basic assumptions is a key
component of higheorder or doubldoop learning, which is critical to the development

of individuals and organizationsu§aining the level of seéxamination and

vulnerability that is required for change at the level of basic assumptions is a difficult but
necessary part of transformative | earning,
IS necessary to enact degmange (Schein, 1985). Further, as leaders progress and
presumably continue to transform, transformative learning takes place in the context of
their leadership realm, where they build theory and articulate principles that infer the
examination and reframg of assumptions (Tichy & Devanna, 1990), reflecting a

potentiality for the expansion of visionary and principled leadership. Presumably, the
ability to examine assumptions could al so
revised framework is moreffective and integrated, translating into enhancing trust,

which is the foundation of credible leadership.

Examining Assumptions

Transformative learning builds capacity to reflect critically on events and
circumstances, coming to understanding aboubdessces and using that knowledge to
inform actions and be more effective (Mezirow, 1981, 198dgyris and Schon (1978)
spoke to both individual and organizational change in describing the idea that a more
realistic view of current reality can produceosiger decisions and actions. The
examination of assumptions leading to the articulation of principles that guide behavior is
found in Tichy and Devannaods (1990) model
authentic leadership (Avolio & Gardner, 200&n emerging model of leadership closely

associated with transformational leadership behaviors and characteristics that includes
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heightened levels of se#fwareness and the capacity to act ona&Hirenesses in ways

that address incongruence. Fundamldotthis type of leadership is leader self

regulation, where leaders exertselb nt r ol by fAsetting internal
formulated) standards, assessing discrepancies between these standards and expected
outcomes and identifying actionsfore conci | i ng t hese actionso
p. 325).

Both of these constructs are part of the overall model for emotional intelligence
(Goleman, 1996), yet in their study of 2400 people where the aim was to examine the
relationship of emotionahtelligence, leadership, and desirable outcomes in
organizations, Brown, Bryant, and Reilly (2006) found transformative leadership
variables correlated with desirable outcomes; that is, the results suggested that emotional
intelligence alone was not astwal to desired outcomes as the constellation of behaviors
and characteristics specific to the framework for transformational leadership. Perhaps the
examination of assumptions, selivareness, and selgulation serve as enablers of
transformational ledership behaviors and characteristics but should not be confused with
the behaviors and characteristics themselves. Transformative learning may be one way of
addressing dissonance; the examination of assumptions leading to greateaseifess
and heighgned recognition of gaps is followed by safulation and may translate to
looking at both self and context critically (Mezirow, 1986; Kegan, 2000). In a leadership
context, this process may result in more effective leadership actions. This connects to
credible leadership (that leaders can be trusted and are trusting) and to principled

leadership (where leaders demonstrate congruence and enact end values).
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Transformational leadership includes the ability to stimulate and encourage new
understanding on éhpart of organizational members, including being able to facilitate
congruencégBartunek, 1988)Bass (1985) noted that transformational leaders stimulate
followers to look at old mblems in new ways and specifically described intellectual
stimulation as an interactive engagement where leaders challenge followers to think and
potentially to act differently, creating congruence and, presumably, empowering
leadership at multiple leve($ashkin & Sashkin, 2003).

Bass (1985) and Sashkin (1986) suggested that transformational leaders are able
to help others look at things in new ways. It is possible that rational discourse and
reflection may occur between leader and follower. Argyris@ettbn (1978) have
focused on both individuals and organizations in discussing the importance of
individual s6 gaining awar en dnsastiomrfordersopoused
promote more effective decision making and actions in organizafibes.ole of the
educator as coach and supporter (Mezirow, 1985) is similar to the role of a
transformational leader exhibiting visionary and communications leadership and the
behaviors associated with individualized consideration and intellectual stiomxBg&ss,
1985) and caring leadership (Sashkin, 1886¢Iping the learner focus on and examine
assumptions, engaging in discussion about consequences of the assumptions, and
identifying and exploring other possibilities, including using reflective dialoggarding
the validity of assumptions (Bass, 1985). Daloz (2000) described a transformation
process that included a leadellower dynamic founded in developing iterative and
incremental mutual understanding of points of difference and points of inbegrat

implying the evolution of assumptions toward a new understanding.
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Fisher, Rooke, and Torbert (2001) suggested that critical reflection can contribute
to individual sdé moving from an individual
where leadereeflect themselves and then guide others through the process of reflection
upon lesghaneffective assumptions that can ultimately inhibit proghestevating both
the leader and follower. A leadtallower transformative learning process could be
compard t o Kegands (1994) wupward spiral of 1|e
process of difference and integration, where leader and follower facilitate mutual learning
and effectiveness. Followers are drawn to leaders who give meaning to their experiences
(Sosik, 2000), and the examination of assumptions may be the expression of
communicative and caring | eadership behavi
of understanding and commitment to organizational goals.

In one of the few emerging prograthst actively facilitate the integration of
transformative learning constructs with transformative leadership constructs, Bethune
Cookman University is developing a leadership program meant to be explicit regarding
| eadershi pds r olfecamtrtahcei cetxiaom snadgn dnambdi gui
shifting outdated paradigms and habitual w
may be a harbinger of connecting the examination of assumptions with transformational

leadership behaviors and characterss

Openness to Change

Two fundamental points are being raised in this section with regard to openness to
changeFirst, if a transformational leader influences the organizational context as part of
his or her principled leadership, then the contextdaming in organizations is also the

purview of the transformational leader. It is possible that leaders who have been through
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a transformative learning experience maehaipped with intellectual familiarity of

what constitutes transformative changaraindividual level and sensitivity for the

difficulty and process of going through significant chariges importance of a more
supportive Aenvironment for open sharing a
46) is a common characteristic of atséormative learning climate and culture, as is the
Ainterdependent relationship between the I
1993).

As mentioned earlier, the concept of professional learning communities may be
apropos to describe how leasléacilitate a transforming climate and why doing so may
contribute to the development of an inclusive and more effective culture for
transformation and expressed as-crgatei nci pl ed
community relationships, we createdamcreate ourselves, defining ourselves by
constraint, but also in terms of possibility. The nexus of these relationships bounds the
soci al being and binds it to other soci al
(2000) discussed transformativaleers with a change agenda as seeking out others to
Aform cells of resistance to unexamined as
[ becoming] active agents of cultural chang
for learning, Lamm (2000dentified other roles of an educator in transformative
learning: acting as a role model for challenging assumptions and encouraging others to do
the same and using a facilitative and guiding style, both of which are embedded in the
visionary leadershiparadigm. Whether the context is positive for learning (Bennis &

Nanus, 1985) or is an inhibitor, it is possible that the organizational context for

transformation reflects the | eaderds epi st
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involves transformatn, there may be a relationship between transformative learning and
transformational leadership behaviors and characteristics.

On a more personal leada@evelopment level, a learning mindset implies added
frequency for catalyzing transformational eveatsl results in even more openness

(Kouzes & Posner, 1995).

Opening Up Choices for More Effective Futures

Transforming organizations requires tha
mindset of the organization and to become aware of and act upon moneeffhoices
that translate into an optimal future. Burns (1978) described the moral dimensions of
transformati onal | eadership as fAhelping fo
competing values, the inconsistencies between espoused values and latthther
need for realignmento (p. 42); #dAthe | eader
aware or conscious of what they feel . . . [s0o] that they can be moved to purposeful
actiono (p. 44). Yor ks, O06 Nei Ipll,edasnd Mar s
awareness of the personal choices available to them is the important outcome of

transformative | earningo (p. 275).

Rational Discourse

As discussed previously, transformative learning involves perspective change
(i .e., the widelfielhtginclode a wiseddframewazk). Acequdingl a
to Mezirow (1991), perspective change requires rational discourse based on a cognitive
understanding of events that occurs through social interaction oftentimes developed

through the challenge of norms amtther social constructions (Mezirow, 1991). In
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organi zat i opneanl dsieatltoignugesd, ifiso commonly associ
strategies and methods employed by leaders as they facilitate change in people and
organizations (Senge, 1996), and dialogometains elements of discourse that include
deep levels of listening and reflection, the integration of multiple perspectives, and
synthesis of divergent points of view (Senge, 1996). Transformational leaders who use
communications and caring leadershghaviors that are associated with the nature of
discourse and open dialogue to educate and influence are working at ttehdege
level (Quinn, 1996). While other methods for educating éxsesentations, town hall
meetings, and the likeusing rationatliscourse at the organizational level is effective for
helping individuals to examine and potentially alter deeply held assumptions and to move
forward. Components of transformati onal | e
intellectual stimulatiorand individualized consideration directly refer to activities
associated with rational discourse, including facilitating others to explore their
worldviews so that rationality as a form of validity, shared perspective, and consensus
emerges (Mezirow, 199Daloz, 2000). This can be thought of as the expression of
communications, caring, and visionary leadership and may contribute to fellower
centered leadership as well.

Rational discourse (Mezirow, 1981, 1991) may also be a communicative approach
that bulds a cadre of change leaders (Sashkin & Sashkin, 2003). As noted earlier,
Mezirow (2000) observed that transformative learners seek out others who share their
insights and fAbecome active agents of <cul't
examination of théssues, the rapport and exchange, and stimulation are a part of

processes of both individual and organizational change and transformation. Creating this
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type of discourse community may be related to learning about the process and
effectiveness of refleain and discourse first hand; making rational discourse a part of
oneds | eadership repertoire may iIimply havi

visionary leadership behaviors and characteristics.

Disruption as a Force for Change

The ability to learnfom and leverage disruption is common to both
transformative learning and transformational leadership. Transformational leaders are
typically able to direct change that shift
shifts in the environment that dratizally alter the landscape (Kotter, 1995).
Transformative learning is stimulated by an epochal event or series of events that changes
the individual 6s personal | andscape (Mezir
is a period of disorientatiomd the need to create order so as to mitigate confusion,
anxiety, and disorder. For transformationa
urgencyo is critical as a motivating and u
that people are able to gaa renewed sense of comprehension and order (Kotter, 1995).
Mezirow (1991) referred to disorienting dilemmas and the wish to regain a sense of order

as a primary motivation for transformative learning at the individual level.

Prosocial Orientation

Proso@l power has a moral orientation that connects to transformation as a social
responsibility (Daloz, 2000) in education and in leadership. Perspective transformation
yields a change in meaning perspective (Mezirow, 1985), which in turn can yield change

asa collective (Daloz, 2000). Through transformative learning, where externalizing
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meaning from self to prosocial circumstances is one aspect of how new schemata get
enacted (Kuhnert & Lewis, 1987; Sashkin, 1988; Daloz, 2000), leaders may make a
transition hat encompasses and transcends the self for the good of the whole (Bass,
1985). The broader sociopolitical context is not new to the earlier derivatives of
transformative | earning. Friereds (1970/19
consciousness. Tramst mat i ve | earning i mplies that one
to be more inclusive and shared (Cranton, 1994a) and is more focused on developing
individuals who are fAmore deliberative, re
work of society . . and better able to recognize the need for more just, human and
equitable . . . social structures and to w
(Taylor, as cited in Mezirow, 2000).

In addition, it appears that transformative learning and theomes associated
with social responsibility are lasting and have other impacts. Courtenay, Merriam,
Reeves, and Baumgartner (2000), in their foligpvstudy of HI\(positive adults who
had experienced perspective change, found that ovwgearderiodie fAper specti v
transformation was neither | ost, rejected
transformative learning effects in making meaningful contributions evolved to include a
future orientation and a refinement of their view of themsetetated to the
transformative event.

Burns (1978) noted the prosocial nature of transformative leadership as an
iterative relationship between leader and follower, where the intention was to pursue
higher purposes. Both Bass (1985) and Sashkin (1968)ifieéd the prosocial use of

power in connection with the organization as being relevant to transformational
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leadership. More recent evolutions in specific frameworks around the prosocial nature of

leadership are evolving as authentic or ethical leagembdels (Avolio & Gardner,

2005; Bass & Steidlmeier, 1999; George & Sims, 2007; Sosik, 2006), where a

fundamental constructisthatselfr anscendent and universal vVve

justice, equality and broadmindedness . . . play a fundamentah tbke emergence and

devel opment of authentic | eadershipd (Avol
Though there is little research on possible connections between the prosocial

nature of transformational leadership and transformative learning, the separate sfrea

literature described in this section imply they may exist.

Building a More Complex Structure

Building a more complex cognitive structure is central to transformative learning
and may connect to visionary leadership, particularly when responsivemessied to a
more complex environment, requiring leaders to have more depth and breadth in their
perceptual fields (Weick, 1995). Transformational leadership may be enhanced with
perceptual versatility when, as an outcome of a transformative learniagenqe,
leaders expand their individual mental models in new directions (Senge, 1990) so that
they are able to view information from multiple angles.

Secondly, new organizational mental models are influenced by transformed
individual mental models, whictollectively become a force in support of transformation
(Kim, 1993; Daloz, 2000) and which are the
intellectual stimulation. Il ndi vidual fr ame
cul ture. Th eiewofthe avorld doaly evalvesdtesenoompass the current

thinking of the individuals within. The strength of the link between individual mental
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models and shared mental models is a function of the amount of influence exerted by a
particular individual or goup of individuals, and leaders are uniquely positioned to be
more influential because of their power positigksn, 1993)

Further, transformative learning leads to a more complex and broader mental
model and is more integrative (Mezirow, 1998). Leaders who eeepcincipled
leadership and manage culture as a more complex integrative interpretation at the
organizational level may be supported by cognitive development as a result of earlier
transformative learning experiences. Transformative change at both thduatiand
organizational level implies complexity and depth; the need to activate new meaning
perspectives in service to the organizatio
way things fAishould beo; and ciclkvwldGrdret, t he
1995), encompassing the role of image, symbol, ritual, fantasy, and imagination (Boyd,
1991). To enact dedpvel change, transformational leaders must influence cultural
structures that are reflected in organizational policies, imagesiituals, which Sashkin
(1988) described as structures and decisions that may reflect a new paradigm. It is
possible that the transformative learning may result in more complex meaning
perspectives (Mezirow, 1985) in the leader, endowing the leadeato;m s ense of t
organizational complexities and to help others with the struggles associated with

understanding and acting on those complexities (Weick, 1995).

Summary

Similarities among process, content, motivations, and outcomes that bridge
transfomative learning and transformational leadership emerged from this literature

review. As leaders expand their frames of reference and achieve higher levels of learning,
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they enhance their transformational leadership behaviors and characteristics. As leader
develop new and/or revised perspectives, these are developed and shared across the
organization, enabled by the framework of transformational leadership behaviors and
characteristics. Gephart and Marsick (2000)dcor ect or s of Col umbi a U
Huber I nstitute for Learning in Organizat.
... helps people and organizations make deep, basic shifts in thinking and practice that
can | ead to dramatic organi z aanib@angadd, and pe
devel ops behaviors and characteristics rel
transformational | eadership. Further, a | e
translate into the ongoing individual and collective capacity oftsaiformation. This
migration of transformative capability across levels in the organization is in tune with the
overall movement toward distributed leadership in organizations today.

This dissertation contributes to a growing body of empirical researclcbgify
specifically on the relationship between transformative learning and transformational

leadership behaviors and characteristics.
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CHAPTER 3:

METHODOLOGY

While both transformational leadership and transformative learning have been
studied extensivg| an understanding of how transformative learning experiences are
connected to transformati onal | eadersodé beh
separate streams, researchers have identified outcomes of transformative learning that
have also beefound in research on capabilities of transformational and other kinds of
organizational leaders.

This study is meant to explore the research questidrat\§ the relationship
between transformative learning experiences and transformational leadershippiseh
and characteristics?

This chapter describes the research design and methods used in this study. It
explains the rationale for using a qualitative research design and specifically the case
study methodology, describes the research participant selgetcess, outlines the data
collection strategy and procedures and the method used for data analysis, and examines

trustworthiness and ethical issues.

Qualitative Research Design

As noted above, the study of the relationship of transformational legulershi
transformative learning is just now emerging. Thus, the study is exploratory and
interpretive, which is well enabled by a qualitative research design.

Given the epistemological underpinnings of the sfuthat is, that reality is
socially constructedl the descriptive data generated by this study should shed light on

the perceived relationship between transformative learning and transformational
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leadership characteristics and behaviors. The qualitative methodology is an appropriate

way t o enagoasg e nitaenroptrheetri ve frame of referenc
Since the study seeks to extend understanding and to describe the meaning individuals

give to events and processes in their lives, a qualitative study is appropriate (VanMaanen,

1975).

Case Study Methodology

The study has been conducted in the collective case study tradition. This multiple
case study is designed to be interpretive and to gain understanding and insight about the
participantsd perspective afeachaparticipandasa i d u al
separate case and as a unit of analysis. Also, using the collective case study approach
described by Stake (1995), this study aims to develop detailed personal descriptions of
experience that wil!/ b &e [fndividsal] effectsdut thead t o |
will be i mportant coordinati-4yn bet ween t he

A key characteristic and principle of the case study methodology is the use of
multiple datagathering methods for triangulation and validityal&, 1995). For this
study, the data sources include data from
change and/or transformation, prequalifying interview data, descriptive data about the

organi zation, and the rendieRrcheros reflect

Population and Sample

The population for this study is leaders who have championed and/or led changes
in their organization. A process was designed to ensure an adequate and appropriate

sample selection (i.e., selection of cas&€he sample settion method was purposeful.
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The researcher conferred with leaders who were potential participants or who knew
leaders who were potential participants and described the study and the criteria for
inclusion. To be included, leaders must have:
1. Led and/or campioned change at the structural, process, or cultural level
2. Held a leadership role at the department, function, or organization level for at
least 5 years

Potential candidates were provided with a verbal description of the study and a
brief information &eet that described the study (Appendix A) and were asked to respond
to several questions (Appendix Barticipants were assured that they would have the
freedom to withdraw at any time. A letter sent to participants reconfirmed the data
privacy and confientiality (Appendix C).

Over 25 people were referred as possible candidates for this study. Ultimately, 20
were selected who met the initial criteria and who were available to participate. Of the
20, one was a pilot. The remaining 19 people came froamiaty of settings, including
profit and notfor-profit organizations across a wide range of industries and from a

variety of functional areas.

Data Collection

The primary method for collecting data in this study was the interview. In
addition, multiple scondary sources of evidence were used (Stake, 1995), including the
gualifying interviews, information from the interview, media articles, and the
researcherds reflective journal

Theindepth interview approach i sth@appropri

context of peoplebdbs behavioro (Seidman, 19
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of their experience affects the way that t
semistructured interview guide (Appendix D) was developed allowing somilarity
across interviews while permitting the researcher to explore unanticipated themes and
directions. The interview protocol is outlined in Appendix E. All interviews lasted about
90 minutes and were conducted in a comfortable, quiet settingaisedicceptable to the
participant. Interviews were audiotaped with the permission of the participants and
transcribed verbatim.

The researcher is an important instrument in the case study tradition. Maintaining
the ability to freely and fully understaniet perceptual field of the participant is central
to the outcomes of the research. Since the nature of case study requires interpretation of
interview data and documentary sources, the mindset and capabilities of the researcher
are critical elements of tretudy (Stake, 1995; Jocher, 1928). Although the case study
method is characterized by the use of multiple sources of evidence for triangulation (Yin,
2003; Stake, 1995), objectivity, rigor, and skill play an important part. As with any
interpretive studythe bias of the researcher frames what is perceived (Jocher, 1928), and
this researcher was aware of the potential issues and opportunities this presents. Having
experienced transformative learning and transformational leadership, this researcher was
awae of meaning perspectives that influence this work and ultimately determined that
the research question called for viewing 0

in the pursuit of complex meaningo (

Taping the intariews, maintaining the chain of evidence, and triangulation served

to increase the validity of the study (Yin, 1994). To enhance objectivity and to enhance

the researcherdés capability as an interpre
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kept andreviewed field notes using a systematic approach noted in the reflective journal
gui de (Appendix F). This all owed the resea
seem important, because it is often difficult to know what will and will not belluse

the futureo (Eisenhardt, 1989, p. 539).

Data Analysis

The research question in this study requires a holistic approach guided by the
theoretical framework of transformative learning and transformational leadership. To
understand and describe trarshative learning experiences, content analysis and a
conceptual mapping approach were used. Four goals were established in the data analysis
process: (1) to preserve the individual account of each case; (2) to condense extensive
and raw data across casesletermine meanings and themes; (3) to establish the
relationship among the cases relative to the research question; and (4) to derive a point of
view about the underlying structure of the experiences and how they relate to
transformational leadership eviors and characteristics. The inductive and deductive

approach is outlined below and in Tabi4.3

Table 31. Inductive/Deductive Approach for Data Analysis

What Why How
Read transcripts for | Understand the gestalt of Completing a single reading
the first time the individual cas
Reread transcripts: | Identify variables and Working with ATLAS TI, using a
and code them further develop meaning | combination of emerging codes ar

at individual case level | codes derived from theory; as nev
codes emerged, tracripts were
reread according to the new
structure
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What

Why

How

Develop conceptual
framework; map
concepts case by cas
review and integrate
additional sources of
data

Discover inherent
structure/phenomena of
the individual cases

Rereading coded transcripts, note|
from the qualifying interview and
semistructured interview, and
reflective journal notes and
mapping concepts using mind
mapping software

Write comprehensive
individual profiles;
formulate overviews
and tables

Describe the inherent
structure/phenomena of
the individual cases

Writing each profile independently
I.e., without respect to any others

Identify/develop
temporary categories
themes

Develop useable yet
pliable framework

Developing initial families based g
two main constructs: transformatiy
learnng and transformational
leadership

Review codes across
cases

Reduce the number of
codes, check for
redundancies, add man
ageability and relevance
to temporary categories

1. Spreadsheets: codes and case
2. Transcripts: codes and quotes

Review descriptie
data about the
organization, field
notes, and reflective
journal

Add clarity about the
patterns that emerge at t
category level; check for
bias

1. Review field notes, qualifying
interview notes, and reflective
journal

2. Review descriptive data about
the oganization; conduct
Internet search for descriptive
data about the organization

3. Review material, if any, provide
by participants

Conduct crossase
review by categories

Develop clarity about the
patterns that emerge at t
category level

1. Developing qatation list by
categories

2. Reviewing coded quotations by
category

3. Thematically coding quotation
lists by category

4. Conducting frequency
distribution by code and category
5. Conceptually mapping categori

Develop themes by
category

Understand andescribe
the patterns that emerge
the category level

1. Reviewing quotes by categorieg
2. Reviewing conceptual maps
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Six steps were employed to explicate the research question, each with a specific

purpose:

1.

3a.

Researcher observatioriBhe researcheaeflected on her experience with the
individual. She completed the reflective journal guide after each contact and

examined those reflections at key points in the data analysis.

. First reading: immersion in the interview dafBhe first reading occurdeas a

gestalt, a simple reading from beginning to end (Miles & Huberman, 1994;
Coliazzi, 1978).

Development of codeSince the study was framed by specific concepts related to
transformative learning and transformational leadership, it was practtal a
appropriate to start with a coding scheme derived from the conceptual framework,
research questions, and relevant literature (Miles & Huberman, 1994). Further
codes emerged naturally by bracketing words, sections, and/or phrases in the
transcripts andgying careful attention to the balance of what emerged naturally
and the constructs embedded in the framework.

Transformative learning criteriaSince this study focused on transformative
learning events and their relationship to transformational ishigiebehaviors and
characteristics, a determination needed to be made about who did or did not have
this kind of experience. For purposes
characteristics were used: i.e., that the experience was (1) inclusive, (2)
differentiating, (3) permeable, (4) critically reflective of assumptions, and (5)

integrative of experience. For evidence of such change, the characteristics of
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transformation described in Lennox©os

Fielding program weresed (see Table-3).

Table 3.2 Transformative Learning Criteria

Self-awareness

Of current ways of being and internal processing of experience,
that is, ways of perceiving, thinking, judging, feeling, acting
Of the reasons for and history of these ways of being and
processing

Empowerment
through

Deconstruction of prior assumptions

Epistemic liberation from the constraints of previously
unexamined assumptions about the world and ways of knowing
about the self

More effective
ways of
thinking

More inclusive, discriminating, open, emotionally capable of
change, and reflective

Prior interpretation is found to be distorted and is corrected
Beliefs and opinions are more true or justified to guide action

Action based on
| the new insights
in the form of
either

Overt behavior changes or

Intrapsychic events, such as making a decision, seeing new
associations, changing a point of view or attitude, reframing, or
solving a problem

4. Development of categories and thentesch transcript was reviewed again to

|l ook f

or emergentresearchqué i ons . . . and previous
This stage, where deeper and inferential meaning was ascribed to categories of
events, can be described as the development of themes (Coliazzi, 1978).

5. Construction of participant descriptionghe participant descriptions were
developed in a fouphase process. For each participant, the researcher developed

a conceptual map that was framed with constructs derived from the theoretical

or

categories and themes,

framework (Miles & Huberman, 1994) and populated with data tham

interview transcripts. Second, the data were triangulated with other data sources
for each case, including any organizational and change documents, the

prequalifying interview data, media and Internet articles and information, and the
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reflective jourral (Yin, 2003; Stake, 1995). Third, a comprehensive written profile
was developed for each participant. The profiles integrated the data sources and
provided an overall view of each participant. Finally, a descriptive overview and
tables were developed asefinement of the comprehensive profile.

6. Crosscase analysidn this step, the researcher began by setting aside the profiles
and the individual case data and interpretations. Codes across all the cases were
examined. Temporary categories were depetl using variables derived from the
theoretical framework as well as from those that emerged in the study (Miles &
Huberman, 1994). Coded quotations were reviewed and coded again at the
category level. Then, a conceptual map was developed by categuyythesi
guotations coding as input. Themes were developed as a result of reviewing the
guotes by category, reviewing the conceptual maps by category, and reviewing a

frequency distribution by code and category.

Conceptual Mapping

Conceptual mapping has loeoe an increasingly valuable analytic tool and is
especially relevant to representing mental models and constructs (Jackson & Trochim,
2002). It was originally developed to represent knowledge gleaned from interviews
regarding science and learning in elemaey school students (Novak, 2006). The
technique was used in this study and was especially helpful for several reasons. First, it
was useful since the fundamental nature of a conceptual map is related to a graphical
representation of complex knowledgaeldmowledge structures (Novak, 1998). This
researcher was experienced in the use of conceptual maps in her work with clients, where

representing a holistic view of a wide variety of data has proved valuable. In this study,
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the visual representation and amgch provided a way to effectively reduce the data from

the coded transcripts, present a balance of perspectives; and allow a holistic view to
emerge, yet maintain evidentiary support in the form of quotes included on the maps.
Second, this study, thougiot longitudinal, was based on understanding events,

outcomes, and ideas that occurred at different points in time. Conceptual mapping
permitted the researcher to differentiate time frames and perspectives, yet enabled the
analysis of linkages and connexts through time, events, and perceptual change. Third,
comparing maps across the sample contributed to the likelihood that the resulting maps
represented the ficollective understanding
2002, p. 329). Further, thédain of evidence was readily available and viewable in the

form of a series of conceptual maps.

Trustworthiness

For a qualitative study, trustworthiness is a matter of developing a valid
representation of fAdescriptissensesofhat make
experienceo (Moustakas, 1994, p. 84). To
suggested using at least two of eight recommended verification processes including
prolonged engagement and persistent observation; triangulation; peer review or
debriefing; negative case analysis; clarification of researcher bias; member checks; rich,
thick descriptions; and external audits (p. 203).

In this study, the researcher used four methods to establish consistency and
trustworthiness:

1. Provided member chks by sending participants copies of the transcripts and

asking them to review the transcripts for accuracy.
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2. Developed, kept, and reviewed a reflective journal and case notes to add
dependability and to account for bigsncoln & Guba, 1985)

3. Ensured data triangulation with the inclusion of other data sources at key points in
the research to increase validity (Stake, 1995).

4. Maintained a strong chain of evidence including spreadsheets, tracking logs, and
other documents to make the derivationwaflence transparent (Yin, 2003).

5. Provided a sample transcript to an external reader to check reliability of coding

and achieved 87.6% agreement.

Human Subjects Committee and Informed Consent

The researcher conducted the study following the highest estécalards. An
informed consent form was mailed to the participants. The George Washington
University Human Subjects committee approved this consent form, as well as the
interview approach, protocol, and overall process. The consent form clarified the
intended use of the information and the ways in which participant privacy would be
ensured. The form was reviewed and signed during the initial interview to further ensure
participantsd6 understanding and acceptance
confidentidity. Further, the transcriber signed a confidentiality agreement that protected

participantsd names, and participants and

Summary

This study uses a qualitative case study research methodology. Such methodology
isappropriate given the studybés exploratory

transformational leadership and transformative learning. A semistructured interview
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guide was developed to focus but not constrain the interviews:té-d@ee intervievg of
60 to 90 minutes were conducted and tape r
tapes were transcribed verbatim. Organizational documents and reflective journals/case
notes were also part of the evidence. Both deductive and inductive coding was
completed.

Trustworthiness was established using several acceptable criteria, including

member checks, prolonged engagement with participants, and triangulation of data.
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CHAPTER 4:

FINDINGS: WITHIN -CASE ANALYSIS

This multiple case study involved 19 |easl across a variety of industries and
organizations. The research question was: What is the relationship between
transformative learning experiences and transformational leadership behaviors and
characteristic In-depth interviewing was the primary datallection method.

Audiotapes were transcribed verbatim, and over 2,500 pages of transcripts and notes were
analyzed. Data were also collected from short qualifying interviews, reflective journal
notes, the Internet, media interviews, and annual repdris.chapter provides the

within-case thematic analysis through a descriptive overview and a summary table for
each participant. Chapter 5 provides the cazse analysis, addressing the separate

streams of transformative learning and transformationattsag behaviors and

characteristics.

Profile: Olga

~

Al am very driven because | have a pers
and that is escalated by the fact that | have a chip on the table . . . my
daughter! o

Olga was president of a nonprofit educatl group focused on enhancing the

guality of educational experiences for students in the inner city. She was married to a city

politician and had one child.

Transformative Learning Experiences

Ol gads youth was spent i nwuphlmwasclosey. The

knit; families watched out for one another and connected with one another. When the
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children were playing in the driveways, for example, adults up and down the street could
see them and make sure that everyone was okay and that therchikie behaving.

Ol gads parents decided early on to send
family moved to a developing area outside of the city. Almost immediately, Olga had her
first real experience with racial hostility. A group of people wlreing by her home.
Being called a fAiniggero for the first ti me
experiences that left Olga feeling disconcerted, lonely, and confused. Olga had no
neighborhood friends, and stédnoweelthechadnot st
accompanying disorientation and the isolation and hostility of the new neighborhood

provided the impetus for Olga to think about who she was.

| was not living in a community that would have made me think about [my
heritage] so much because shof the people in theeighborhood looked like me.
You know, nobody called me a fAniggero o
conversation.
In response to this disorientation, Olga set out to learn about her heritage. Her
learning journey was advead with two different kinds of activity. First, she became
steeped in understanding more about her background and framing it more broadly, and
second, her relationship with her mother enabled her to pass through this experience

consciously examining whatas really important and who she was. It also established a

different kind of relationship model with her mother.

The relationship with my mother became really important to me and was very
centering. She really helped me to get clear on who | was andeettigt

mattered. We were like girlfriends, you know, still with parental boundaries.

By the time school started, Olga had evolved into a different person. The move

was i nstrument al in framing Ol gabs perspec

broader lens.
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There is very little that offends me. . . . | had a conversation one time with a

coll eague and he . . . said . . . AWel |

some contexts and not well in ouhers. o

could be sitting here insulting me. . .

| 6d move on; itdéds just not a big deal f
Later learning occurred when Olga was in the midst of a successful career as a

consultant when the terrorist events of t8egber 11, 2001, happened. Things went out of

kilter for her.

| was sitting there writing the fifth version of a report . . . but | thought this is not
what God sent me here to do. Later that week [afteX]Q . . a colleague was
trying to figure out hav he was going to get to [New York] to a conference. |

sai d: A Name], you really have mistaken
understand what just happened?0 AYou go
conference]; | am going to pick up my kid fromhso ol . 6 So it was a
moment.

Catalyzed by the times and events related 14,90Iga began to search for more
meaning in her work and in her life. She remembered that she had a passion for public
education and the role it has in local economiescangmunities. She came away with

increased clarity about needing to do some things that were close to home.

| wanted to put change into my own neighborhood, in my own community, and |
needed to not be traveling the way | was . . . because my daughtgettiag
older and getting her own agenda.
This kind of reflection served as a backdrop for Olga to accept the nomination for
a leadership development program in South Africa. The nomination process included
separate applications from her and her hustaoith of whom had to meet the standards
of the program separately. Olga, her husband, and her daughter traveled to South Africa.
The program utilized coaches to help participants reflect and included a historical

review and a 36@egree instrument. Fromdlstart, the program emphasized multiple

perspectives in that dAdwe did a | ot of exer
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trying to sit above the iIissues and see all
the program was that a leader canseparate out who they are from how they lead. An

assumption she hadthat personal and professional should be detaclieitlaway.

It made me comfortable using personal experience . . . as a way to formulate who
| was going to be professionally and howdnted to lead. They are not
disassociated; these things are a part of me. This was the first time my husband
and | had explicit conversations about our personal and professional goals . . . and
ways we can support one another . . . we just needed f{oliveprinciples.

The program had a direct i mpact on enl a

leadership, vulnerability, and being a lone hérsed about being alone.

| |l earned | didndét have to . . . figure
opening yourself up to being vulnerable. There are certain points where | have to
act |ike I know, but | |l earned about
know and that | need peoplebs input.

Her perspective was broadened and she learned hownoreereflective and
more reflective in action: #Al | earned
people bring and . . . understanding [ how]

Olga had ideas about her leadership approach, but theenqeehelped her to

bring clarity and |l anguage to describing w
framework to work from. . . . It helped me name traits, characteristics, . . . gave me some
structure. : : : It codified it for me. o

The experience broughtal ance t o Ol gads communi cat.i c
had been told that she was sometimes too direct and too raw. Through reflection, Olga

was able to moderate her approach.

The visual | have is that it is like a Tupperware container. How much of me
should I let out? The program . . . taught me . . . when to letit out . . . and to be
very conscious of when you are doing that.
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Transformational Leadership Behaviors and Characteristics

Olga continued to grow more authentic and to integrate who she itraw/hat
she did and how she led. She was trying to achieve a delicate balance, however, in
di fferentiating the way she was able to mo

experience so that their motivation came from intrinsic commitment to ttsgomis

ltds not so much Al dm the | eader; follo
me, this work has been like a giant community organizing problem. How do | get
all these folkd the volunteers, the staff, the teachers, the principals, the school
districts, the nonprofit partnedsall working together and moving this way . . .
not because | say so but because it really makes sense.
| think it is implicit that | am collaborative and people are clear that | am
in charge and that the final decision ige. . . but there is not a thing | would do
here from this office alone. . . . This
we serve in here. . . . That is what we need to be focused on.

One of her challenges was ensuring that the culture afrganization supported
the mission. That meant that the behaviors she modeled and the decisions she made had
to be consistent. Recently, in an effort to underscore the importance of maturity, personal
accountability, and treating the work with the impoda it deserves, she kept the
nonprofit organization open during a sSnows
going home?0o

Part of the culture change she was trying to enact had to do with how the

organization views the leader.

Theyusedtocalte previ ous | eader fAMama Bear o
more | i ke ASister Bear. o . . . The ol d
charismatic leader thing . . . and cheerleading . . . is very different from what
webre doing now.

A primary themeirOl gaés way of | eading was that

way of organizing. Transparency implied dp
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being able to lift out personal agendas and contribute to the overall direction of the

organization while stilkeeping channels of communication open.

| was helping the staff connect the fact that kids are saying that . . . the biggest
valueadd of this program [was] the relationships that they developed through our
program . . . with positive adults. . . .[But] waee all trapped in this hierarchy that
says . . . the closer you were to kids the less value you were as an employee and
the less you got paid. [We posed the question]: What are we going to do about it?

| created a transition team who could have a caatem. . . . [They] were
going to bring their concerns to the table, but not their own agenda . . . and they
would . . . make some decisions that were more objective. . . . There is no secret

about where we are headed [or] . . . about what the strucattite model is.

Part of the cultural change was ensuring that managerial processes were in place

and that the administrative structure supported the direction of the organization.

We came up with a set of core competencies across the board . . . amd so fro
there, weol |l build job descriptions tha
wedre doing performance reviews. Part o
see yourself sitting?

Olga was able to focus on what needed to be done even thoaghired

personal choices and left people with a feeling of discomfort.

There are certainly people who wondét wa
are uneasy and concerned. . . . What | have said is that | cannot help you with that.

All' I can do is povide you openly with information about where we are headed

and to give you input to the process.

I n Ol gadés view, developing talent to fu

a leader. She found ways to move people forward.

| didnét amdnes dyn fhélrtedsewost anfyf 8t yl e anc
had some gems. This year, | put into the budget a certain amount of money so that

.. . they could have executive coaches. . . . | really believe that the only way to

move people forward is thesaeon-one relationships.

The profile for Olga is summarized in Tabld 4
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Table 41. Summary of Profile for Olga

Specific outcomes, behaviors

Event Learning outcome(s) and characteristics
Move to racially hostile {l Broader perspective 1 Personal framework
neighborhood { Sdf-awareness 1 Strength of relationships an

discourse
1 Principles and values
clarified

Events of 911 catalyzed
thinking about life and career,
attended leadership

conference in South Africa leadership

1 Perspective change:
awareness of and
integraton of personal and

self and others
9 Emotional development
9 Selfawareness
9 Increased confidence
9 New knowledge and skills

9 Leadership framework
I Learning mindset; reflection

91 Ability to depersonalize and
still maintain connection

9 Clarify principles; enact
them

1 Being vulnerable

1 Developing and
communicating vision

1 Being more authentic
{ Patience
Y Communications skills

frameworks for

Transformational leadership behaviors

Transformational leadership characteristics

9 Communications: Stressed open dialogug
anddiscussions about direction, strategie
needs, issues

9 Credible: Authentically integrated who sh
was and how she led; modeled values;
focused on transparency

i Caring: Was open to differences and
respected how individuals viewed the
world; invested in dewteping others

q Creative:

1 Confident: Was decisive and in charge;
encouraged staff to engage, add value, ma
decisions, look at themselves

1 Follower-centered Empowered team to soly
its own problems and dilemmas

1 Visionary: Wor ked as a 0
organ zi ng projecto; a

9 Principled: Focused on intrinsic motivators;
culture/organizational alignment, prosocial
mission; change management

Other behaviors
9 Organizational learning mindset

and characteristics

Profile: Irene

n

donot
at type

A
w h of

Irene was a general manager for

h a with thie beauifal voicdn Whabl tryeto do is describe
sound |

wanted to

a $85lion division of a multinational,

Frenchowned company. Earlier, she had been af éhiermation officer, an engineer,

and a consultant. In her work, she had been a participant in and leader of several large
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scale change initiatives. Irene was married and had two children. Her family of origin

was Asian, and they emigrated to the Uni&dtes when she was 10 years old.

Transformative Learning Experiences

|l reneds family i mmigrated to the United
After | eaving Korea with an occupational v
initially settled in the San Francisco area. Irene described how the unorthodox way her

father got his first job proved significant in her life and in her growth.

The way my father went about getting his first job inthe U.Séwas 6 s a f ami |
folklore atthispointbut it ds al so hadewentintoaamendous
apartment, my parents had no jobs, etc., but my father used to teach agriculture in
Korea, so what he knew how to do was take care of plants and animals and things

like that. . . . There was this flowaursery and . . . he still speaks broken English,

and so he . . . went into the nursery without asking [and] . . . just started working.

And he showed up for work every day for 2 weeks straight, and they kept on
telling him: #fAWeldv,e ygoout ctaon 6lte advoe .toh aBRu;t
it. . . . He knew what they were saying
what they were talking about. And after 2 weeks he got a job and he ended up

when he left, | guess some-t@d years later, he endidhe was managing the

place and then he moved on.

From this experience, |l reneds framewor Kk
She learned about the value and rewards of perseverance and discipline through the eyes

of a child.

So that taught me thingké perseverance, things like even in a challenging
environment, if you do what you can do in terms of what you have control over
and how you can behave and act, those are kind of the levers that you have in life
and in [your] career in general and profesally.

Over time and reflection, this early experience underscored for Irene how stories

about events can impact others even when they have not had the direct experience.

| think the impact of it has been amplified over the years as we become more
setttd and acclimated to the U.S. Now t hat
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together we tell stories and so forth. So thinking back and now [that | have] my
own kids, what my parents had gone through at that stage and what the daily
challenges of being aapent are today . . . when | compare and contrast, | think it
is even more significant.

Again, early on, Irene had an experience that helped her grow as a leader:

I had a chance to |l ead a church choir,
of me, but . . . | know music and | was thrown into this circumstance. . . | was
always a contributor, an individual accompanying a choir. . . . | tried to figure out:

How do | create music with this group of people? | learned some very interesting
things.ld ono6t have to be the one with the be
kind of describe in my own way, in my own words, what is the type of sound that
| wanted to try to create as a team, as a choir. You use different analogies, you use
different experieoes that perhaps people can relate to or different visuals.
As long as you have the same visuals then people use their own tools or
their own instrument to try to align with that visual. [You have to] incent them
and help them to listen to each other, aodhe conscious and unconscious
adjustments that the individuals are making come together . . . as sound . . . from
the group. . . . What makes a choir is how you differentiate yourself and get to
that next level of creating more than what you are asdividual.
From this experience, Irene learned that effective leadership involves teaching
others how to listen and how to clarify their gifts and role in the context of the whole,
with the greater good in mind. Irene also recognized that leadershiprishestration,
where the | eaderdéds role is to conduct: Al
Another transformative event was learning about laggde change at an early
stage in her career at a manuf agewleaderng pl a
had experience HAilnasess tnaabnluifsahcitnugr iwogr lcdapabi |
this | eader who Ahad his network of expert
able to apply this knowledge when she headed up an information kegjeoganization
that was in trouble. She developed a vision statement that helped to address the issues,

using an inclusive process, and then inspired commitment and alignment with the new

view of the future.
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If you put in the time [on the vision] . only the people who really, truly

experience it will get it. . . . if you fight over it, if you struggle over it and say,

AwWell, what does o6world class6 really m
go through a process otiyleenohzathattwd hen yo
sentence Vvision statement; 1t0s ingrain

explicit reasons.

This is our future and laying out how [things] will completely ch@&nge
how we will contribute to the organization, how peopld pérceive us, how we
would perceive ourselvdsand translating not only what it is visually, but how
that then translates into how you feel about yourself.

Transformational Leadership Behaviors and Characteristics

Irene understood the power of having ativashile vision combined with

disciplined execution. She was clear about having to make tough decisions as part of the

overall challenge of leading transformative change.

| guess my formula is: Define what you
therewhat youdre going to be. Once we agre
ti me around six el ements. : : . And we
today contributing to one of those el em
comes the executionancketh di sci pline. Up front a cer:
want to be part of it and chose to get off the bus.

Irene had fundamental principles that she used to lead organizations and people.

The Golden Rule and respect for others were overriding beliefs.

[When | lead international teams] | have to check my assumptions . . . |
had become more Americanized in my leadership and business dealings . . .

[As an executive] everything gets served to you on a silver platter but you
candét f or g e tdaythere tirb peopke whb are éxectitingadegay

and you have to understand where theyor

leader that is practicing the Golden Rule.

Sensitive to the Awhole person, o0 Il rene
with employees at al l l evel s. She didnoét a
i mpersonal , 0 Ajust getting down i mmedi at el
indi vidual | evel who the different peopl e
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Irene developed a deep and supportive netwotivtha framed in her respect for

people, but this communication served several purposes.

|l f 1tds something thatos pretty difficu
then | do quite a bit of homework: talking to different individuals, subordnate
colleagues, superiors.

[What] also makes you impactful . . . in further distributing your influence
is you candét forget, you have to mainta
operator at the plant, or ttihalearnmgsst omer

and my perspectives | had when | was an eletvgl engineer.

Similarly, communication was critical to engagement and goal achievement.

[I't i s Iimportant to] be clear and expl.

say itmany moretmes i n many different ways, and

things to i mpact as many people as poss

|l reneds fundament al beliefs included be
was related to process disciplined accountability: AYoubre ex
effort, . . . to be responsi bl e aHed accoun
own work ethic was derived from her family background as a minority and immigrant.

For Irene, with leadership camesponsibility to be a positive force in the lives of
others because Aif you can have i mpact, [ Db
should try to do it. | think thatds what vy

Irene considered confidence a leadersimg personal characteristic but also

something a leader must intentionally build and express. She intentionally nurtured it in

others by expressing confidence in them and givingtne feedback.

| think confidence in different types of settings cametdrbm some of the

muscles that | built earlier on. When you talk about confidence the other thing

that you candét deny is how the nurturin

part of has a huge i mpact on oneds | eve
There are also tse folks who . . . should be much more confident.

Working with those folks is also a completely different thing than tempering

[those with less confidence].

88



Irene was able to amplify her influence and power; she inspired others to want to
be associatedwih fit he best, 0 and she empowered the
the things they need to do.o0o | redethewas at't

combination of pride in a job well done, having a personal impact, and being rewarded.

People wantd be good. [Think about how] people will perceive us, how we
would perceive ourselves, and how that then translates into how you feel about
yourself. [That] is a big connection . . . getting people to realize that.

Irene was a continuous learner. She was to constantly reflect and look at

disconcerting information as a signal to examine existing paradigms.

| am constantly asking myself: How do | become more impactful? How do |
become a better leader? . . . When | get a new piece of informationelitéatk
to what | thought at a particular point
becomes a lesson learned for me.
Irene expected knowledge and expertise from herself and others on the team but
was also clear that the synergy on the team aehtferentiation and took performance
beyond the | evel of individual perfor mance

perspective, the creative leader was someone who knew how to develop synergy.

The profile for Irene is summarized in Tabl@ 4
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Table 42. Summary of Profile for Irene

Specific outcomes, behaviors

Event Learning outcome(s) and characteristics
1 Parents immigrated tgd i Perspective change: culture 1 Resilience
U.S.; got job 1 Highlighted family framework | { Family values clariéd and

of assumptions

articulated as behaviors anc
stories

1 Leading a choir with
no experience at
conducting

9 Perspective change: not needir
to be expert; creating a visual @
what was desired; orchestratior
of talent into cohesive whole

9 Self and capabilities

9 New knowlalge and skills
q Selfawareness

9 Leadership framework

9 Attunement

1 Visioning

i Organizational alignment/
orchestration

1 Value of diversity

91 Prosocial orientation:
individual gifts in relation to
the whole

i Listening

1 Early engagement in
largescale
transformation b
manufacturing
organization

1 Perspective change: view of
world-class change, possibilitie
for change

9 New knowledge and skills

9 Leadership framework: change
management

1 Change expertise
9 Value of network of experts
9 People/talent assessment

9 Discernment about kat is
required; not one size fits al

i1 Organizational alignment

9 Transformed
corporate IT
department from
dysfunctional to

highly functional

1 Perspective change/personal
autonomy: enacting what was
learned and observed

9 Ways of leading (change)

9 New knowled@ and skills

1 Vision development

1 Influence and engagement
i Organizational alignment
9 Empowerment

Transformational leadership behaviors

Transformational leadership characteristics

9 Communications: Had a deep and
supportive network; communicated
repeatedly wat was needed; spoke to
people at their level

9 Credible: Considered being able to
execute as key to personal and
organizational credibility

1 Caring: Showed respect for others by
Aputting self in
of assumptions and sensitive to the
fi \Wole persod

q Creative:

9 Confident: Considered confidence a leadershi
characteristic, something to build in others for
opti mal performance {

9 Follower-centered Associ at ed
with empowering others; set the vision and
enaled independent action

1 Visionary: Used a collaborative approach to
develop vision; communicated what you wantg
to be and how you were going to get there

i1 Principled: Tried to be a positive force in
peoplebds lives; consi
creative foce; had a strong work ethic

Other behaviors and characteristics

9 Good execution

1 Learning mindset
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Profile: Amy

Al't is |i ke we are in the jungle and we
frontofusandwejushave to keep moving forward.

Amy worked for a large communications company with regional offices
throughout the United States and had been there for 25+ years. After holding key roles in
finance, she returned to her real capession in operations, where she led credit and

collections efforts and was able to add value to the bottom line.

Transformative_earning Experiences

Amy was raised in a rural and somewhat homogenous environment. She left
home to attend college inabig ¢ vy , Ajumping ind to a very d
Although she was raised as a Baptist, she married into the Jewish faith. Then, when she
had children, she hired foreigrorn au pairs. These events gave Amy-firand
experience with diversity and challging the norm and helped to broaden her
perspective.

Early in her career, Amy developed a reputation for being unafraid to ask critical
guestions and for being able to get things done. Over time, these two things, as well as
her ability to connect with kepeople in the organization, proved to be fundamental to
her success in getting assignments that served as building blocks for her development.

Her first role in operations, her Adrea
ways. It was the first timshe had frontine experience and understood the impact and

complexity of leading hundreds of people.

Being in operations back i n the | ate 80
[ J ust ] counting it wup [cutti mtatt he budg
Thereds no intelligence in that So [ge
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thing; | loved that job the most. | learned a lot about the way the real business
operates, and that was eggening . . . seeing the impact that you can have.

At the same time, Amy felt unwelcome in the mdtaminated world of
operations. She was given a patchwork of jobs, functions, people, and tasks that no one

else really wanted but she was able to achieve anyway.

| was shocked at what Neanderthals they wespecially the men out there. | was
new in operations, and all these guys had been there forever and | was very high
up, especially for a woman. | was accused of all kinds of things.

But | decided to go in and roll up my sleeves, and they gave me a diunch
Astuff.o . . . These field Neanderthals
didndédt think about it. The ol d entrench
organization. So | had crappie managers, crappie reps, crappie everything.

Amy 0 s | pestyldwas emtenging. The operations assignment provided Amy
with a key skill: being able to track results and metrics that both focused the organization
and helped to galvanize others toward what really matters. Not only was she able to draw
uponherfnrace background to measure and track t
able to use that same clarity to drive performance.

While in the Adream job, o Amy felt that

acceptably, as reflected in her first review; she waa player. Suddenly, things

changed when her boss brought a new person to thé teentongtime girlfriend.

One of his trusted guys come to me

careful. . . . [The girl faiientdjat eyad u §r e
going to be the |l oser in this.o And | w
AYoubre a finance person. o6 | said, AfA.

That early warning became a harsh reality. Things moved along, yet the

reorganization and thesults of it were difficult to take on a day-day basis.

[The girlfriend] got her way, and there was a reorganization. Now | was pregnant
at the time, and so it was a very easy thing to do. So they moved me over and they
gave me the sal@sthe service ngs. . . . | lost my regional office.
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Soon after, a convergence of events hei

| have the combination of [the girlfriend], | was pregnant, and some issues with

the human resources gyt the same time the compangisyi ng t heydr e
to have a big budget cut. So webre goin
managedand whoés the candidate to | eave?
not one of us. He puts me in a . . lovevel job in regulatory. This waké one

organi zation | never wanted to go to. A
tell me. I find out at a big athands meeting with hundreds of people when the

same guy who said, Al o6m worried sheds g

sai d,youDiscee the announcement?0

To make matters worse, her boss sent her a performance appraisal in the mail, and
some parts of it were particularly bitter
pl ayer. 0 She Awent nut s o0 retracdwhatberhfdrwotien. e d hi

The effects could not be retracted.

That was it, and it was very, very sad for me because | really respected him. . . .
For this to end this way . . . It was [one of the] best jobs | ever had.

As a result of this experienc&my became skilled at finding ways to get things
done even in the face of obstacles, and her ability to persevere and stick to the facts to

support her objectives was a function of what she learned from her dream job.

Tenacity is really the most important You j ust candét give up.
did learn that . . . you have to be more controlled. So | think that | was just too
emotional, too i mpetuous . . . and you
objective and do the right thing for thasiness.

Transformational Leadership Behaviors and Characteristics
Amy exited operations and held a number of other roles until her more recent
reemergence into operations. Key to Amyods

assignments within the companihile it may seem that she learned from some poor

examples in operations, she also had the chance to learn from the best.
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| got a chance to see [name] up close, who was the head of our [name] division.

He is a nenonsense person 8.t h er e 6 s s3aboutf[namel; fieijust says

it. | actually got to fly around the country with him while he would go to his areas

to conduct his operations reviews, and it was just so impressive.

Amy was a bigcompany executive with a real drive for results. Centrakto
|l eadership was the ability to move the org
and that is the most fun there is.0 Amyos
through bureaucratic, historical, and political obstacles to get things done.

Amy was unique in her ability to persevere in getting to the root causes of
problems. This was especially important in a large organization where history, time, old
mindsets, and mergers could mutate rationale and create unquestioned practices that had
outiived their usefulness. She was able to push herself and others to ask not only the

Awhat o but also the Awhy, 0 critically ref/l

rational conclusion. In this way, Amy created opportunity.

Some things existed . just because they existed [in the past]. People lost track of
why they existed and when you go back a

A

second, thatds not why. It made sense i
Amyd6s communiacdataino nesl esnteynlte ohf fAcutti ng t
herself as a transparent communicator who was willing to take risks. Her belief was that
open communication builds trust and that open exchange is an important way to solve
problems. She garnered respeotf others because she was willing to take on the tough

issues, to ask questions, and to foster open communications.

| encourage them [my team] to tell me the good, the bad, and the ugly. . . I am not

here to judge you. . . . If you see a problem and é&wsu know it was part of
your teambébs [fault], and i f you are wor
dondt withhold information. . . . [
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Getting things done in a large organization required more thakrjasting what
to do. Both influence and motivation were important in moving toward results. Over the
years, Amy honed her influence skills. She used aldaséd approach to measuring
important criteria and then tracked performance over time. She wenacfteving

results with a great deal of tenacity, energy, and focus.

It is like . . . we are in the jungle and we have machetes and we are hacking in
front of us and we just have to keep moving forward and whatever obstacles come
inour path, wearejustacki ng them away and we just
For Amy, connecting actions, results, and accountability were key to organization
performancd and to giving others a sense of pride and accomplishment in their work.
Amy believed that a strong leader makes a stteam. She employed open exchange
with her team and was clear about the value of diversity. She picked people who
compl emented one another. Her anal ogy for

more of a melting pot. o

The profile for Amy is summarizeid Table 43.
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Table 43. Summary of Profile for Amy

Event

Learning outcome(s)

Specific outcomes, behaviors, and
characteristics

1 Leaving home in &
rural community;

changed contexts| ¢ selt.awareness

1 Perspective broadened
1 Increased autonomy

1 Experience wh diversity
1 Ability to challenge norms

I Getting job in
operations and
then losing it;
being viewed
poorly in appraisa|

relationships

91 Perspective change: chan
in view of work; lack of
fairness; dynamics of

1 New knowledge and skills
1 Values challenge/change

1 Ways of leading

1 Business acumen

1 Having impact

1 People leadership; diverse group

1 Influence through metrics; business
case

i Conflict management

i Tenacity and perseverance

91 Being more emotionally controlled

11 Dynamics of politics and relationship

1 Less naive

1 Getting things done in spite of
obstacles

Transformational leadership behaviors

Transformational leadership characteristics

1 Communications: Fostered transparency
and openness; used open exchange as
path to effective problem solving

9 Credible: Built trust through open
communications; tracked information an
results over time; presented a record of
credible activity and outcomes

1 Caring:

1 Creative: Developed opportunity with

deep focus on root causes and solution

9 Confident: Drove for having an impact and
making a difference and encouraged this in h
team

{ Follower-centered

1 Visionary: A We

~

machetes. 0

91 Principled: Was willing to challenge the staty
quo and use influence skills to advance char
initiatives

are in the

Other behaviors and characeristics

9 Analytical 1 Action orientation/get things done
9 Networked 9 Persevering and tenacious
9 Courage
Profile: Peter
AThat i s wvehhangisabdui twho |l about

mul tiplying
Peter is a senior executive in a global chemicals company. He has held several

broad | eadership roles and is currently in

asset development division. He is matrand has two children.
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Transformative Learning Experiences

Throughout Peterds childhood, his fr ame
his community, the Bronx. His family heritage was Italian. As an adolescent, Peter was
somewhat overweight, naiveya consi dered a fAmamadbés boy. 0

In seventh grade, everything changed. Peter was on the track team but only as a
person with whom the team stars would run drills. Nonetheless, his parents put together
the money to buy him new track shoes. What happenedhuasie shoes proved to be a

trigger for Peter.

| had my track shoes coming home from one of these events at the very end of the
school year, and we were just recognizing girls then. And a couple of the guys

that were a year or so older than me starteddio gm me and the girls were there,

okay. And they ended dpand these were new track shoes that my mom and dad

got for me, and they diadd}.d tthenhtlraweherma wh ol
down the sewer. Okay. | went down to get them, and they ptophaver and

stood on it. So | got all panicky, and they finally let me out, and when they let me

out, all the girls . . . were all laughing and | was crying.

Peter was embarrassed, especially because he was becoming aware of girls and
this event humiliagd him. Hethought about what to do. His plan of action began right

after that first weekend. His goal would be to never be embarrassed again.

That weekend | said, fAOkay, thatoés it!o
set of wei g hrclegotme A nsdd sest of warghts and that whole
summer | jusd | ran every day. | lifted weights.

Peter worked hard and stayed focused, and he motivated himself.

| talked to myself: | just [said], | am going to do this . . . you know, another half
hour ofweights . . . run . . . another 20 minutes.

Peterds aggression proved to be a survi

control of a situation and could be successful. The results he ultimately envisioned came
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to be and served as a platform fordPet6 s f i r st rodeabecaimetted er s hi p

warlord for one of the biggest gangs in the neighborhood.

Then the first day of school | got that guy and | beat him up in front of the same
crowd. . . . That was not a good change, but it was a change vinedeof, | got
very aggressive and sai d: | 6m not takin

Further, Peter became aware of his own power and ability to differentiate himself

from his family.

| overcame myself. That was the first time in my life thadividually, not at my

mot her 6s beck and call, that | did some
at it.
Peterds ability to channel his aggressi

throughout his life and career.

Pet er 6s | e aadgesernsdas a platfarm for lexercigng leadership in the
military. Against the backdrop of Vietham, Peter began to see that his approach, though
effective in lifethreatening crises, was less than effective in other leadership situations.
When he met hifuture wife, a nurse, the juxtaposition of his experiences in Vietham and
her optimism, kindness, and empathy enabled him to critically reflect on and change his
framework. He began to harness his aggression into passion and use it for social good. He

wasa leader in the church, in the Knights of Columbus, and his social community.

The catalyst was Vietnam. . . . The connection was my wife. . . . | came to begin
to realize . . . this whole macho thing
withreallys n 6t what 1itdés all cracked up to b

stock: Am | being too aggressive here?

His next transformative learning experience occurred as he tried to control life at

home with the same level of aggression as hiswork. UrelerBr 6 s r adar scr ee

98



were occurring that would change everything for both Peter and his family. While one of

his adoptive sons was flourishing, the other son was having difficulty.

He got involved in alcohol and drugs, and the next big moment ilifenyas he
tried to take his life. And going down into the hospital in the back of the state
trooperdés thing . . . Il finally realize
husband and a father.
Disoriented, Peter sought help. He began talkirtg wipersonal coach who

brought a sense of reality and chall enged

was able to broaden his view and his actions to include other parts of who he was.

Hereallyt ook me on. . . : Hes ,s ayiodu,6 viel fgotou o

make some changes. . . .0 So | really s

... how to balance my home life, my own personal satisfaction with the work and

with being a leader. So that became the next part of my journeycan now say

|l 6m not a workaholic, that | del egate a

natural to me, but | am getting a lot better at it.

Previously driving and aggressive, Pete
mastered meinasubtl way. 06 Peter6s | earning progress

heroic leadership model to being more authentic, inclusive, and empowering.

Transformational Leadership Behaviors and Characteristics

Peter was responsible for major business turnarotnad$atcilitated his learning
about | eadership and change management. Pe
experience, where there was consensus and crystal clarity about what needed to be done.
Peter acted as a learning facilitator and worked thighcarefully selected team to
Adi agram the sentence. 06 He | earned the val

commitment from them that was founded in intellectual understanding.

The difference was | used to do that by emotional leadership. . . . Rempte
just believe in me, and when | gave them the tasks they had enough belief in me.
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| 6ve evolved where | I ntell ectualize [ w
solutiord help diagram the sentence.

You have to find a cadre of people that avéng to buy in . . . are going to
help you to get the rest of the team to realize that without taking these risks we

stay where we are, and obviously thatos
[Then] it becomes clear what the issue is. It was just so beautiful to .
watch them. . . . The lights go on. . . . It was really [beautiful]. In the past, | would

tell people how my light went on. But watching their lights go on . . . voila!
Once it starts to get clear, then you know the key leadership function is

make sue you figure out how to say it . . . where it is clear, where people can

remember it, where it is actionable, and then you just redundantly reinforce it.

A fundamental for Peter was being credible and being trusted.

They have to see . . . that | am noatkéaking them, . . . that when the going gets
rough, |l 6m not going to . . . l eave the
hold to be pretty sacred, and that is that my word is there.

Throughout his many challenges and opportunities as ar|deter was a

continuous learner. He discussed his first taste of empowering others and how that

evolved into an important part of his leadership perspective: adding lasting value.

Being a good leader now means that you empower; . . . the job gets dane so
are not important, that you can actually walk out the back door at some point in
time and it is not going to matter.

The profile for Peter is summarized in Tabld.4
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Table 44. Summary of Profile for Peter

Event

Learning outcome(s)

Specific outomes, behaviors,
and characteristics

1 Leadership in inner
city gang

1 Perspective change: challenge t
family values; developed
framework for leadership

1 Personal autonomy
1 New knowledge and skills
9 Confidence

91 Focus on results

9 Control situations

9 Aggression

9 Leacership framework

9 Leadership in
military (Vietnam)
juxtaposed with
meeting future wife

1 Perspective change: letting go @
lone horse leadership approach
developing new framework and
approaches

q Selfawareness

9 Emotional development

1 Manage crisis
i Harness aggssion
9 Leadership framework

9 Trouble at home

9 Perspective change: challenges

9 How toreflect

(sonbs su important nonwork roles; 1 Work-life balance
atterr;]pt) and del\;eloped more inclusive view ( fAWhol e persond
coachin se
relations?hip 1 Increased selwareness I Empathy
d clarity ab | i Coaching/being coached
9 Increased clarity about values 1 Being more authentic
9 Business 1 Perspective broadened: created | Leadership style and actions;
turnarounds more inclusive approach in more inclusive, empowering;

business turnarounds
1 Change in leadership frameworl

leader as change coach
fVision: the Av
1 Communications leadership;
engaging others; expressing th
vision; getting buyin
i Change leadership: process of
change
i Values: do what | say | will do

Transformational leadership behaviors

Transformational leadership characteristics

9 Communications Expressed vision and

goals, reinforced with
9 Caring:

9 Credible: Was consistent with words and
actions; walked the talk

9 Creative: Was willing
embled others to risk

groups and teams

to take risks and

i1 Confident: Could have impact; worked at
influencing people and events

9 Follower-centered Empowered others through
joint problem solving and intellectual
consideration; created change agents in other

1 Visionary: Engaged others in defirg the best
future, expressed future until crystal clear

1 Principled: Was a skilled change agent;
considered loyalty a value; alignment; shared
values; engaged team

9§ Orchestration
9 Learning mindset
q Action orientation

Other behaviors and characteristics
9 Complex problem analysis
9 Focused on results/action
{ Team mindset change
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Profile: Frank

A A | e a.dl&ke beingon the rapids on ariver. . .. You take it from here
where everything is swirling around you . . . and get everyone through it all to
somepl ace el se. 0
Frank was in transition. Most recently he was president of a meslaed

insurance cmpany. As the founder of the company, he led it from its inception through

its recent sale for sikimes profit to the investor. Prior to that, Frank had been the chief

operating officer of a large insurance company. Frank is married and has severahchildr

Transformative Learning Experiences

The context for Franko6és | ife changed
from Howard Beach to Buffalo, New York. Then, the family moved to New Jersey. The

move to New Jersey enlarged his perspective in terpegsibilities, options, and goals.

We lived ird grew up in Howard Beach in New York. Did you see the movie
GoodFella® That 6s whB and the driveway reext doorlew up. It
was really that kind of New York.

Well, [the move was] in the middle afeshman year, so it was a litllejou

w h

know, obviously youdre not happy about

a choice, so it was off we went.

| think moving . . . in high school was a big positive event. We were in Buffalo,
New York, and we werat kind of a mediocre public high school in Buffalo and

we moved to New Jersey to a very, very good high school, and so you went from
a group of friends whose expectation
Buffal o0 or s o meutphfifiergls who weee thinking they tivere a
going to go to Harvard or Princeton. And so that was probably a big positive, eye
opening, fAwowo kind of event. And my
go to college, and he went to night school, s@$ weally the first person to go to
full-time college in my family. That was kind of a big e\@nihat change of
expectations.

wa
gr

An early transformative experience came

a practical strategy for improving his grades iemistry. Becoming competent at
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fencing was a complement to Frankos natur a

Fencing excellence was built on taking advantage of opportunity and a sense of urgency.

It is precise. The thing about fencing is at aaiartevel, it is too fast to see, so

you are just operating by thedifyeel of w

dondt practi ce a toastwhentyoulget auethere. Yourhavatoy o u

have teammates who are good. Otherwise youarempmbt r oubl e, and vy«

be able to practice at the level it takes to be competitive.

Being chosen as team captain for his university fencing team gave Frank his first
experience in | eadership and in winning th
who wanted to be captain. : : : It was a v
techniques for motivating others, so he positioned himself as a leader, spoke from the
heart, and focused on winning. He said that he would commit to a high ielal® he

would bring home a winning performardicand the team needed to raise their level of

play to win as well. In addition, Frank was able to make a difference with few resources.

[My senior year] was our first winning season in recorded history éfahcing

team, which for my university is a big deal because they win at almost everything.

But what was interesting . . . is that we had two different meets that were really

competitive and close, and before those | gave little speeches to the team. It

amazing how effective that is, even though it seems sort of corny. But people are

|l ooking for someone to stand up there a

to win today, and |1 6m challenging all vy

A turnaound provided Frank with his next transformative learning experience; he
was asked to be the chief operating officer of an organization in turmoil. Although the
organization was implementing quality initiatives and process engineering, the bottom
linewaspoor performance; the proposed soluti on
becoming desperate. Too many meetings, too much complexity, and too little action

complicated the line of sight.

10c



We were | imping along but we Dbeangenoét gr
the crap out of us because we were not deliveringinepgrowth. | could grow
the bottom |Iine here and there by playi
the top line with the way we were running the business.
Frank used his analytic #lkand helped to get the organization back to b@sics

making money. Learning that clarity is impori@rgimple goals work and generally

people want to do the right thidghe took action to bring back talent that could help the

organization get back on itsefe

Most people want to do something, so you want them to do the right thing. So if

you set a simple goal, people will do things to get there. . . . You make it easy on

people. If you make it really complicated, they spend too much time analyzing it.

Same peopl e coul dndt get their heads

They wanted to talk about why that wasn

be different or why we should be thinking about something else. [So, | brought

back some people who weratiers in the business] in the past. At least when you

talked to people you could understand what the heck they were talking about.

|l nstrumental to Frankés devel opment was
the changes, and Frhokés lIeaonrogs Semeede
counselor, and colleague. He taught Frank a gread dealwhat and the hadvabout
leadership and how leaders can use influence and power more effectively. For Frank,
leveraging pivotal moments in service tothesorgi zat i onés goal s once

helpful. This colleague, like Frank, was action oriented and bottoiifdicesed and

helped Frank envision what greatness in the role looked like.

[He would say:] hit your numbers. If you are not going to hit your nushell

peopl e why . . . and what youdre going
there are critical moments when you need to [understand] that this meeting or
interaction is going to [drive] a deci s

Up to this point, Faink had hunches about the way to do things. This experience

gave him the opportunity to test things and to get immediate and direct feedback.
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| think | came away with 10 years of experience in 3 just because of feedback and
plus it was a pretty roughtime [ Peopl e woul d say] AThi s
work. o AThis was tremendous. 0 AHow did
because ayoukwovyverediact, helpful feedback.

Transformational Leadership Behaviors and Characteristics
Fr ank 0 s todepdenshipavasireflected in the way his mind worked. He was
able to quickly solicit information and filter it to get to what really mattered. Making

complicated issues simple was one of his trademarks.

Last week . .. we were in the Catskills..gto s ki i ng. : : . Wedr
itdés i cy . . . and Wwe ocawmlddtheavehnodtw o
di scussion. . . . People get all ~caught
many sl opes are open?0 anidomlrlealhliys iost:h
we going to ski or are we not going to

Frank had clarity about where the opportunities were, but his motivation was to
build strong businesses.

| try to build something that lasts. That business is probably a $300 million. We

created a structure. A lot of the staff is still there. That business has really done

well. We fixed the direct life insurance business, and it . . . continues to work.

Il n an dAif, theno way, he developed an o

Hethent r ansl ated this into a vision with a il

| am an engineer by training, and some of it is just engineering pretakng.
So, the question is, fAWhat is the real

reallytryingb do here?0 My | eadership style wo
of the key things I try to do is to make sure everyone knows what their role is.

Frank saw crisis as a catalyst and an opportunity. He believed that it enabled the
lines of communicatiorotopen up further. People were looking for leadership, and a
sense of urgency provided opportunities for action.

As leader, | try to get hooks into the organization so | know what is going on a lot

of different levels. | always want to know . . . how muebney is coming in. You
know there are certain keys. . . . You know where the money comes in and where
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the money goes out. You want to have another touch point besides the general

management structure so you know what is going on.

When it came to peopknd leadership, several principles guided Frank. Doing

the right thing was a practical matter for Frankut not just a practical matter. He

under st ood

People show up every day in general bec#usg want té they want to be there,
wor Ki

t hey |

accomplishing,

Kk

deeply the

e the people

and

rol e

t hey
t hey

pride

ar e

want to

work unless they feel like what they are doing matters.

He dso believed that a good measure of climate was how people engaged with

pl ays

ng

f eel

one another in social settings. He valued good relationships and saw them as evolving in

other than the work setting yet positively impacting what occurs at work.

The profile for Frak is summarized in Table-3.

Table 45. Summary of Profile for Frank

Event

Learning outcome(s)

Specific outcomes, behaviors,
and characteristics

i Move to more 9 Perspective change: Raised level of options,
sophisticated area broadened thinking, expectabns
9 Fencing: developing |  Perspective change: Fast action; precise

competence and
leadership; winning a
championship

development of leadership
framework and techniques;
how to help organizations wi

Winning support
Motivating others to win
Competitive spirit

1
1
|l
|l
9 Ways of leading I - -
_ 1 Importance of higkduality
1 New knowledge and skills talent
I Confidence 1 Influence skills
9 Turnaround: 9 Perspective change: 1 Clear vision; clarify it for
company in trouble broadened perspective on others
leadership and management| § Assessing and selecting tale
I New knowledge and skills | § Understand key business
1 Ways of leading drivers and focus on them
I Confidence 9 Influence skills
 Self-awareness 1 Positive use of power
9 Ways of learning I Collaboration skills
1

Feedback: getting and giving
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Transformational leadership behaviors Transformational leadership characteristics

1 Communications: Made sure everyone Confident: Was able to have broad impact
knew their role and what they were Follower-centered Created structures that
supposed to accomplish; 36@gree freed people up to take independent action
feedback loops Visionary: From metrcs and goals, created
Credible: Wanted to do the right thing "glimpse of how to

Caring: Created stagerds and situations| q Principled: Shared values regarding pride i
that allowed people to take pride in theirl  work, collaboration, using business metrics
work as a transparent way to manage the busing
9 Creative: Saw crisis as an opportunity

= = =4

= =

Other behaviors and characteristics
9 Complex analysis and problemh@ag

Profile: Connie

When |1 6ve got somet hing
Wh a t n

[ eally compl ex
are the three thi I

am going t

O

]
gs

Connie, a senior information technology executive for a large global
pharmaceutical company, led a largegtions team and had been with the company for
20+ years. Prior to that she had worked for several other companies and firms in

technology roles. She was married and had two children.

Transformative Learning Experiences

Conni ebs | ear nicomtpuousky expanding heefrarmedof o n
reference, influence, and contribution. A light bulb went off when she was in college and
worked in a factory, filling in for office workers. She was comfortable where she was, in
a small town in southern New Jersey. \Wiske was offered a job as a data entry clerk in

the factory, it set off internal alarms.

It sort of made me pause . . . and think about the culture [in which] | was working.
... I looked back and say: How do they [in this culture in southern New Persey
reflect upon women in business? What are most of the people doing? You could
be a teacher, you could be a nurse, o®ybacause we were close to Atlantic

Cityd you could be a cocktail waitress.
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Those alarms were the precursor to a series of job movesvants that were a
path to leadership for her; her motivation has always been to increase the control she had
over decisions.

Early in her professional career, Connie worked for a small consulting firm.
Within a short ti me, akRkowasalged and ahb suipassegg t o ¢
some of her more experienced colleagues. She took on project leadership roles and at the
same time contributed to revenue buildintpe lifeblood of the firm. What she also

learned was what not to do.

| would see my manag one or two times a year. One time, my manager booked

an annual review and forgot to show up; no calls, no apologies. | was left with the

feeling that | could be working the streets as long as the money was coming in.
He didndét care about me.

Comie and her husband both had hgwered careers, and dual career
considerations were sometimes polarizing. Facing a decision about whether to relocate

for his job, they decided that Connie would become the primary provider.

My husband opted to stay atrhe with the children, which is a major life event. |

became the sole provider. . . . | could not do my job and raise my family if he was
wor king . . . [ based on] the values tha
just . . . IlfeMNov,e . hbowW lam olw]g osianigd ,t o make

Connie focused on what she had always been good at: getting things done. She
developed a higlfunctioning team that had worked together for years; the members were
comfortable with each other and confident@aio t he ot her sdé compet enc
trustworthiness. Her next transformative event was triggered by feedback that shocked
her: that pride in the team sometimes translated into smigfidedness and arrogance. At

the same time, she began to reflect on her roteleader.
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Achieving results . . . has always been a high motivator for me. We get things

done . .. come hell or high water! . . . That [approach] may not necessarily [have

been] the most optimal path to deliver the results we want to deliver. How do |

bring others along? How do | make sure t

needs are being met . . . other than for some-fasesed kinds of activities?

Connie made a monumental transformative decision. She brought in a consultant

to conduct 36alegee feedback with clients, customers, and functional heads. That
change hel ped her move from fia subject
awareness of blind spots. o The content

were surprisingConnie reexamined her leadership framework.

ri sed me. . . . 't was ¢
a problem, versus i1 f | t
t he past, |  mi g htlsdreavedaip =i
okay, you know, tomorrow is ano
and resist and resist but . . . at some point in time, . . . it moves from being
AHer eds an observationo to AYoudre
bewveen saying] Al can see what that
theredo versus saying Al ém going to

| t sur p
become
[ I n

Connieds personal and | eadership tr

change wlasi nignottecsloni cal problems, itods

i ve

ansf

abolt

heightened awareness helped her understand what the new model needed to look like.

| think the other piece having [an outside consultant] help me understand and
di agnose what dhetegm.i.nas akey leamning drourd raising
my radar to other types of events. . . . [It was like] removing the blinders.

Conniebs |l earning journey facilitat

changed how she utilized diverse points of vislag was more conscious of power and

ed o

influence; she enhanced ways to get and give the full picture. Connie was able to conquer

some personal fears as she took bold steps to move the organization to a different place.

She learned by helping shepherd hemt@aembers through these same waters.



ltés difficult to make this type of <cha
or more . .. [as a leader understanding] . . . the consequences of that learning. . . .
For [name], the wostdndhwhaedl é6dnl sdppo6s
just totally losing his anchor points and confidence. . . . How do you help build

that back up and give him the appropriate anchor points?

Connieds view of her role also changed:

moretime building relationships, and she empowered others to solve problems.

[I have found myself] empowering problesnlving down. In multiple cases,
particularly recently, when peopl e come
answer the opinion. My responsei A Tel | me what you thinl
whereas in the past | would have answered the question.

Transformational Leadership Behaviors and Characteristics

Connie was action oriented and enjoyed getting results. She was strong at
enabling action; shieelped others to envision what needed to be done by simplifying

complex issues and making it safe to fail.

When |1 6ve got something really compl ex
the three things | am going notonakthg 2?0 | a
the decision is worse than making the w
decision youdre going to get enlightenm
Connie was a caring |l eader and was sens
compassion forherteamandas wi | Il ing to fAbend the rul es.
people the opportunity to do their best work and have an impact were crucial.
People do their best work . . . when they are excited about what they do, when it is
selfmotivating. . . . If we caalign interests and skills . . . my job is easy.
Connie a welldeveloped change strategy. Whether the mandate came from others
or was seHimposed, she developed a vision and engaged the team in a dialogue.
[l am then] painting the picture of the future . . of where we thi

end up . . . allowing the team to come up with a couple of options.

Connie helped to reframe issues that could add unnecessary resistance to the
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effort. Using examples that people readily understood, in a way tbateallothers to see
the future in incremental steps, she cleared the way for action. She built a sense of

urgency by helping others understand the extent and nature of the problem.

One of the first steps we did recesthet o say

same way as we use consultantso . : : a
confidence. . . . [We could look at outsourcing as] a way to help solve some
business needs. . . . Rather than a threat, [it is] an opportunity.

Connie was able to useddback to rechart the course if needed, to learn from
others and remain open to realigning the approach if it became necessary. She valued
having people in the organization who brought a different perspective. She did her best to

help others change as shas changing.

The third thing was really very much listening around the organization, both
within my organization and othersdo [nam
of how they engaged support . . . so what we did is adopted their practices.
lamgo ng to find a way to get there vs
someone el sebs view of the vision.o0o Som

met aphor works for me. | can get equal
and . . . help make that transitiamch that they are willing to let go of the past
more easily.

The profile for Connie is summarized in Tablé 4
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Table 46. Summary of Profile for Connie

Event

Learning outcome(s)

Behaviors and characteristics

9 Factory work

9 Broadened perspective

9 Persoal/professional framework
expanded

TFi

r st
q Selfawareness

9 Broadened perspective

1 Professional/leadership framewor

1 Life changé
husband to stay g
home

9 Perspective change: role
changed to breadwinner; hag
to make job work (not leave)

1 Values chdénge/change

1 Leadership/professional framewo
9 Influence skills

1 Organizational/political savvy

9 Clarity about values

1 Personal autonomy

9 Organizational
and leadership
change and 360
feedback on her
team

her teamob

1 Ways of leading
{ Selfawareness

9 Perspective change: view of

organizational values
(taslkA relationship);
about her leadership

9 New knowledge and skills

1 Leadership/professional framewo
1 Learning mindset; how to reflect
1 Encourage differing views/input
9 Influence

1 Political savvy

i Change management

1 Team leadership

1 Empowering others

1 Courage

i Organizational attunement

i Team mindset change

s ofa

views

Transformational leadership behaviors

Transformational leadership characteristics

9 Communications: Used team dialogue
and exchange to promote undargling
and input; listening

9 Credible:

ffCaring:Focused on fAwh
accommodated individual needs; was
sensitive to diversity and the needs of
others

9 Creative: Encouraged action; said that

failure leads to outcomes that have valug

1 Confident: Encairaged confidence for
making change

9 Follower-centered Empowered others to
solve problems, contribute to vision

9 Visionary: Made the complex simple;
developed a vision incorporating diverse
perspectives

91 Principled: Focused on change leadership
and stratgy, shared values, sense of urgen
supported acceptance of change in others

Other behaviors and characteristics

9 Complex problem analysis

9 Focus on results/actions
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Profile: Ken

Al n business and greabhpower.f. .ecanibeunlgasheciman | |,
enterprise when the tone at the top is rooted in expressions of personal

individual attention and generosity. o

Ken grew up in Brooklyn, New York, in an ethnic Italian family. He understood
the expectations for hims the firstborn son of three, particularly the idea that as his
parents had a better standard of living than his grandparents, so would he enjoy a better

standard of living than his parents. He was the first in his family to go to college.

Transformative_earning Experiences

The Brooklyn neighborhood where Ken grew up was rich with diversity. He grew
up with experiences of other cultures as an influence in his life, while honoring his own

culture as the fundamental structure of his early life.

| spent eery Sunday of my young life sitting on the fence of our house listening
to music from the African American Baptist Church that shared a property line
with ours. | have very rich memories of those experiences, which | think has
helped me as a business pearso

Wel | |l 6m able to appreciate the diff
and I dm not one who wil |l intell ectual
the same as much as I 6m one who appre

being very, very different from one another.

Ken was deeply changed as he shepherded his parents through terminal cancer.
Their iliness and passing was highly significant in the development of some fundamental
perspectives for Ken. As he helped his mothesubh this difficult experience, Ken
grew to understand how her deep suffering catalyzed his learning about coping with

difficulty, doing so with dignity and graciousness and putting others at ease.

| consider . . . the death of each of my parents to big whgic, at some level the
single best experience | 0ve had as a
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that | would try to help others learn how to take a negative and turn it into a positive.
| would meet her in an emergency room at Sloanefiet Hospital in

Manhattan, where she was often treated. . . . She was decked out as though she could
go to the Metropolitan Opera that afternoon.
She knew how to create what |01l cal

ease. Shecreated...anegse wi t hout saying anything.
suffering that led to her death [that] all of that became clear to me.

When Kendés father became il , Ken was a
mother to give his father very personal attentioa.gdt joy from doing things for his

father. From these experiences, he learned the essence of caring behavior.

| have learned the art of taking by giving. For whatever the reason, | gave my
father . . . things that were not commonplace to me. . . . indgssand in life in
general, therebés great power that can b
at the top is rooted in expressions of personal individual attention and generosity.
According to Ken, a matter of luck and opportunity provided hinh witee job
experiences that he was not ready for, that changed his perspective, and from which his
current point of view has emerged.
When he got his first chief executive officer role at age 30, he developed

strategies to compensate for his lack of eigmee. Leading the company was complex

and involved influence without authority. Ken learned the value of building credibility.

| did learn how complex social policy could be . . . and | would define complexity

as [having] many, many stakeholders withapparent way to relate to one

another. . . . 1 did learn the criticality in that kind of situation of leadership and

how being credible as a professional is a surrogate for effective leadership.

Developing a focus for action from information overload, ptaxity, and
challenging circumstancéssituations that might overwhelm some leafeveas natural

for Ken. Success and achievement were an e

The first thing | do is take the forest and turn it into lots of variables. | bhuild
equation in my head and then | set out about the business of converting one
variable at a time into a constant so that | can solve the formula.
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K e n 0 sconfidericd grew as a result of this role. Something had changed for
himd he came to believe leadhip was about being able to get the job done but was also

about how you are perceived as a leader and a person.

[It is important] to keep your head above water and not get sucked into the vortex.
There was a tremendous amount of public visibility themtalong with this
work. . . . | just fortuitously managed to figure out how to behave in a public
setting, whether it was legislative testimony, congressional testimony, press
conferences, rate hearidg$ mean all of a sudden | was in a job which was
trying to redefine for the public who | was.
In his second role as president in a farailyned company, he was again

challenged with being credible. Ken was the first-family member to lead the

company, and dynamics were challenging, intricate, and dytsbmal.

[The situation was] just classic dysfunctional within the family and pressure

between the family and the shareholders. . . . And so | had a CEO job running a

business, but | had a handholding job, yes. So there the need for credibility for me

wasto prove to 3,000 people | could be effecéiver that the man who owned the

company was going to let me be effective.

At age 50, Ken took on his current role as president of a communications/media
company. In his first role, credibility was a questionshese of his inexperience; in the
second role, the issue was having enough control to enact change. Again, he saw a need

to build credibility, since he was in an industry where he had no experience and where

the context of journalistic judgment and cynicigras a part of what was valued.

Transformational Leadership Behaviors and Characteristics

The complexity of leadership was appealing to Ken. One challenge was finding
ways to reach multiple audiences with carefully crafted messages when people have
fundanentally different frames of reference and filters. He did this in a number of ways

but primarily oneon-one. First, Ken actualized the principle he learned in dealing with
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his parents: giving is a joy on its own, but also because you get something Inadk fro
He recognized that mindsets were aligned and support created typically with everyday
actions that were meaningful to individuals. His perspective on and experience with

diversity enabled him to understand what was important to different people.

| goto every funeral of every employee who has lost anything of value to them. |
never knowingly miss an opportunity to
welcome them back. . . . | do this for two reasons. | do believe in the value of
establishing on@n-one credible relationships in business with people who
otherwise need to rely on you for information. That sounds sterile and uniform.

Il also do it because itbs very se

Thi s sor t o thdwaykem sauipted anggrizanis one person at a time

0 related to his being attracted to an environment with strong and independent talent.

| 6ve been |l ucky enough to attach myself
followed a pattern: they have attracted other-likieded peoplé people who

love the sciences or who were creative; people who are smart, well read, actively
engaged in community, all that good stuff. . . . These are people who need to be
treated with total respect and regard for their ability to make their way through

life quite well without the CEO dishing out unreasonable, arbitrary [rules].

For Ken, being a thoughtful communicator was akin to effective leadership. He
had a fAdtool kito of finely tuned methods t

was abletodé generous: Al give out $20 bills to

I am mindful of my own ability to create a brand to send out a message even

when | donét know what | 6m talking abou
The skill set for me is communication, and not just verbakbrt of

stylistically knowing when to use [whét]a handshake vs. a speech vs. a note to

home vs. an-enail, so that whole . . . bucketful of . . . communication strategies.

[For example] | had a dental appointment some time this week. . . . | got to
talking to [the new dental assistant]; | really like talking to people. . . . She has
never had a Dunkindé Donut. . . . An hou
Donut and | thought: Al should go in an
enough forhis whole office and cups of coffee for them all and left them. And |
am sorry to have to say this . . . Dbut
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In tandem with the onren-one exercise of leadership, Ken viewed his role as
setting up structuresahwould stand the test of time and help people and the

organization be successful.

My job is to build a set of support systems that make it possible for those kinds of
[creative] people to shine. Those support systems should be so excellent that it
attrads another whole generation.

The world has taught too many [employees] to be on their guard and to be
watchf ul of their employer, and webdre p
they are at risk. . . . | feel responsible to provide them with aal equount of
feedback and support.

From the strategic perspective, Ken was an opportunist on behalf of the

organization. He monitored the environment but at the same time was careful and
deliberate.

| am a big, big believer that my job as a leader is tkentlae improbable seem

possible.
| donot want to be the one to do som

on the wrong side of the seesaw. . . . Every day is an opportunity to avoid that
tipping moment.

Being credible was a continuing journeyforKkKen he saw it as fithe
associate, an employee, a colleague to believe deeply that | have the capability to help
them fulfill their professional desires. o

Ken added value and was hard working.

My strategy is to make sure that the sum of thaerdkcreate is well in excess of

what anybody might criticize me. And in
me to believe they can achieve, | just give that much more money back to this
enterprise in the form of charitable gifts.

The profile for Ken is summarized in Table4



Table 47. Summary of Profile for Ken

Event Learning outcome(s)

Specific outcomes, behaviors, and
characteristics

9 Neighborhood:
growing up in
ethnic
neighborhood;
leaving the
neighborhood

1 Perspective change
9 Selfawareness

91 Personal framework
91 Experience with diversity

9 Death of
parents after
long illnesses;
process of
nurturing them

1 Perspective change:
importance of perceptior]
and craftin
learning to give

1 New knowledge and
skills

9 Emotional development

9 Optimism
{ Resilience
9 Caring; commitment to helping others

1 Caring; importance of oren-one
attention

9 Managing perception
91 Coping skills

9 Three top jobs
broad scope
and complex
°challenges

9 Perspective change:
Multiple changes to
professional, leadership,
and persondrameworks

1 Ways of leading

1 Emotional development

91 Building professional credibility

9 Influence skills

9 Leadership skills

1 Planning effective actions

91 Breaking down complexity into variable
{ Confidence

9 Leadership framework

1 Being authentic

9 Sense of humor

Transformational leadership behaviors

Transformational leadership
characteristics

9 Communications: Saw communication as
fundamental to leadership; focused on-ong
onrone communications
communicate in different ways

1 Credible: Built credibility through
professional knowledge and eng-one
interactions with people; leadership served
help people fulfill professional desires

1 Caring: Extended self; got to know people
on a personal l evel
Aij oy of givingo

9 Creative: Set up stictures that encouraged

people to take risks

9 Confident:

1 Follower-centered Enjoyed leading
where followers were spirited, smart, &
independent

9 Visionary: Saw his job as making the
improbable seem possible; understood
complex marketplace and could ce=at
path forward

91 Principled: Set up a safe climate;
created a physical structure that
supported culture

Other behaviors and characteristics

9 Complex problem analysis
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Profile: Michelle

Al found myself on the other.s8ide of i
Michelle has been a vice president of strategic initiatives for a large health care
services company for 2 years. Earlier, she held roles in operations, sales, and marketing

in several companies in the insurance industry. She is married and has deidreai.

Transformative Learning Experiences

Michelle grew up in Miami, Florida. As the sixtiorn child of seven children,
and a girl following the birth of four boy
b a bdyawirl. It was a time of change in that& of Florida. Cuban immigration
influenced everything, including Michelle. By the time Michelle went to grade school,
she was one of only five American children in the class. To her, then, it just seemed to be

the way things were.

[l was] the one in myamily hit heaviest by the Cuban immigration issue in South
Florida, in that when | entered kindergarten/first grade | was one of only five
American children speaking English as a first language. And as a child, of course,
you dondét kn o wthajusyis tdeiwbrfd ¢hat goo grew uain. d

At a time in her life when the idea of fitting in became important, Michelle
became acutely aware of the differences between her and the other kids. Junior high
school was a difficult time. Michelle consideredys to cope with what was going on

around her.

Where it caught up with me a little bit was as | entered into junior high. The
cultural differences at how | was being raised in the Latin community were very,
very different and then of course complicatedobgple being able to speak a
different language and going through those very difficult, you know, growth
years.



| can remember the silk dress and the nail polishes and all that, and | still looked

like Rebecca from Sunnybrook Farm, and they would giggiaaces because |

looked different than them and stuff. And I just felt left out, and what | ended up
doing was kind of, |l dondt want to say
my comfort zone?

Through this painful time, Michelle focused on resploifisy as a way to define
herself. She looked to excelling in school; she found it gave her what she had been

longing fol® social acceptance.

| could control academics. And | just worked; | mean, | was a good student, but |
became an exceptional studeand | graduated at the top of my class and got a
scholarship. . . .  went to my comfort zone. . . . [I] worked with my little sister a

lot: | really became kind of like a surrogate mother to her and everything, and

what it did for me on a personal levehasvthat . . . they all started to respect me

and | ook at me | i ke: ASheds really smar
so | got social acceptance as a byproduct.

For Michelle, the transformative nature of these experiences resulted in attributes
that have become her hallmark. Her experience with other cultures and her taking
responsibility in the family at such an early age had important outcomes; another came

from the process of responding to what was happening to her.

| often look back on thatsd you know, as a transformational time in my life

because | felt very odd and left out and it was a very difficult time in my life. But

in retrospect, as an adult, that experience made me very open to other cultures,

very accepting of diversity. Althoughwas a difficult time in my life, these were

people | grew up with, my neighbors, my friends, my schoolmates, but yet | knew
culturally we were just so very different. So it was a huge impact.d \was
happened as a chil d aasdnadultlrea@sdin@évt pr oba
much it defined me.

After being welcomed as the only girl and then being responsible for the younger

sister, . . . | probably never knew how much that defined me until | got into the
work world. And much of the feedback Igeteavet o t hi' s day is AYo
down and smell the flowers, o AYoubre ve

expectations, 0 AYou dondt take any <crap
defined early in my life.

[I] comes through in everything | talk about:..I go into a zone of, How do |
survive, succeed?
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Early in her career, Michelle entered a management development program that
required company executives to ensure that participants did well. For several years,
Michelle flourished in an environment otist and support. Then, a company culture
change and downsizings had a strong impact on the way things operated. She lost her

sense of place and belonging; she lost faith in some of the people she trusted the most.

It was the first time in my career | saw. [that management] would sell out
anyone. How | felt at the time was a child with no home. . . . | had been nurtured
and been encouraged constantly [about] what an asset | was to this organization,
cared for, and all of a sudden you were just kinthajwn out to the wolves.

Michelle faced some difficult and fundamental questions.

It was really [an] emotional experience
anyone to bounce anything off of, and | was in charge of everything. It was
transformationkfor me. . . . For the first time in my career [l thought]: What do |

want to be known as, as a person, when | leave this work world? | had been really
very sheltered by people who are motivated at my success, and that table was
turning now, and all of audden: Who do you trust and who do you believe in and
how do you manage your own success?

Michelle focused on her values and on what needed to be done; in the process her

view of the world changed. Her leadership framework began to crystallize.

All of a sudden | realized that | was probably wiser at adapting to cultural change

more than [my boss] was. . .. I saw him . . . just sell [out] everyone instead of
being a leader. And | think a leader stands by their people.
Il  will go i nt o myrhissien? Wieathave bbeen brovighd t 6 s

here to do? Letds not pay attention to
was the man standing at the end of it.
[It was] kind of justaney@ peni ng, you know: weobre
anymor e. | dexertédtleadenshopwskills s entich ds it sort of
changed my whole outlook on the work world.
As a result of this experience, Michelle was more able to depersonalize difficult
organizational situations, and she was less naive. She became more keenly #weare of

forces at work during change and transitio
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|l wasnodét as gqgullible. | realized that w
with a boss may not be good the next day, depending on the environment changes
aroundyou.

Up until then 1 worked in this world that everybody was looking out for
me and then | realized, . . . that experience probably defined for me some of my
core principles . . .: honesty and integrity and do the right thing for your people
and dlbtnetn but ane stay true to yourself even in changing times.

Another experience transformed Michelle. She had successfully navigated some
of the more difficult changes in the organ
successor for a highégvel jab, but she did not get the job. Michelle made a critical
decision: she decided to | ook beyond the i

depersonalizing its impact and recognizing that this was just business.

|l said: You knows[new]@uya chanceraglong as thtgivarks t hi
for me. | 6m not going to fight corporat
reason to be a disaster but because | went into it with an open, positive attitude . . .
it turned out to be an incredibly powerful pemal and professional relationship.
We were both very successful in our jobs. We developed a good friendship.
It was at that point, you know, that | realized that this really had nothing to
do with effort; this had to do with bringing in your own managetrieam and
your own comfort level.

Transformational Leadership Behaviors and Characteristics

Michelle enjoyed leadershipdeveloping a vision and collaborating so that

people were engaged. She was able to discern and focus on what needed to be done.

| synthesize to the simplest levels, and | communicate at those levels. | can get
througha2(page Power Point . . .. and just say
what 6s really here? What are we really
Michelle was caring; even in situat®that would test others, Michelle was able

to call upon the high level of respect she had for others. She was adamant about staying

true to onebs values and not | etting rigid

Il think ités real |l ymitolsgrotowhateveryonehhaslitoe | e a
add. . .. | really try to take a personal interest in every person who works for me

122



... and [1] treat them all with dignity and respect. They all have something to
of fer. Wedre not successful without weac

Even when things get tough, Michelle woul

back to how important it was to be trustworthy.

| was being hired by AAttila the Hun, o
table, a boss who would scream, slam the phondut.it became apparent to
me [that] . . . they wanted me to bury her. And | made up my mind . . . that |
would never sell anybody out.
| would do . . . the best | could for this person and see if that worked. And
this person improved. We ended up hawangery positive relationship; she
trusted me. She gave me a lot of accountability. She promoted me.

Michelle naturally attended to what needed to be done. She was clear about

asking and answering that question with an organizational and not personal lens.

| do believe that | have a responsibility to my employer who is paying me to get a

job done. And | think some peopleds beh
as opposed to how it is benefiting the
drivenanc onsensus buil ding. I find it frust
everybodyds agenda is and ités so cryst

Michelle has always been a student of leadership. She looked for good models
and tried to understand how they operated and whatedddd them. Being able to

operate in a consensus mode without real authority was her next big challenge.

| 6ve said it throughout the whborhe di scu
leader. But one of the things certainly that has helped me idyl desatlry to take

ment al note from all good | eaders 1 6m e
and how can | work them into my tool se
struggling with right now in leadership that | need to transform, | seek out those

who are really good at it around me and . . . observe them and . . . pick their brain.

The profile for Michelle is summarized in Table34
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Table 48. Summary of Profile for Michelle

Event

Outcomes

Specific outcomes, behaviors, ang
characteristics

1 Neighborhood: one of
the few norCubans in
a Cuban community;
large family

1 Perspective change
q Selfawareness
{ Increased confidence

9 Personal/leadership framework
I Sensitivity to diversity

{ Resilience

q Selfreliance

1 After management
development program
sudden sift in
organizational culture,
with everyone out for
themselves

1 Perspective change: let gq
of previous work
paradigms; revised
professional framework
toward action and focus

i Selfawareness

9 Personal autonomy

1 Increased confidence

9 Emotional development
9 Valueschallenge/change

9 Personal and leadership
framework

9 Toughness/survival skills

i How to reflect

1 Change management

i1 Staying focused; getting things
done

i Resilience

9 Importance of values

9 Attunement: culture and politics

9 Manage crisis

9 Less naive

1 Increased sensitity

9 Did not get expected
Abi g jobo

91 Broader perspective: let gq
of being victimized by
changes; revised view of
the world of work and
relationships

q Selfawareness

9 Emotional development

9 Organizational savvy
{ Attunement

{ Focus on mission

I Collaboraion skills

9 More open/resilient

Transformational leadership behaviors

Transformational leadership characteristics

9 Communications Synthesized to simple

{ Confident:

levels and communicated

1 Follower-centered Used positive power;

9 Credible: Was honest, trustworthy;
worked from core values

1 Caring: Respected mple, listened and
built relationships based on trust and
support; showed personal interest in
others

9 Creative:

focused on organizational goals
9 Visionary: Made complex simple;
communicated vision

9 Principled: Was value driven; led with valueg
focused on achieving goals, teamwork

Other behaviors and characteristics

9 Resilient
9 Focus on results/action

9 Toughminded organizational savvy
9 Complex problem analysis

i Learning mindset
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Profile: Yvonne

AThere are maybe five things in the wor
reinventing the wheel here. . . . [ You

With 20+ years of experience in line and staff basgroles in a variety of
companies, Yvonne is an executive vice president in charge of human resources and
administration for a large regional health care company. In her role, she is intimately
involved in the dramatic changes occurring since the passitgiconic and charismatic

chief executive officer several years ago. Yvonne is married and has two children.

Transformative Learning Experiences

Yvonneds early | earning occurred in the
the secondborn and fist girl in a family of seven children. Her father worked in blue
collar jobs, and her mother did not work outside the home. With a large family, resources
were | imited, yet Yvonneds childhood was h
avenues for achieveeant wer e essentially c¢closed to gir
led her to find a way to get the kind of recognition and sense of achievement that came to
be one of her hallmarBsmastering academic content and developing clarity and
competence.

Yvonne knew early on that she loved business; she was one of the only people in
high school who read th&/all Street JournalThe harbinger of what else she would be
drawn to throughout her life was that gll@aysread the leadership and people profiles
and aticles.

After coll ege and a major in psychology

thing, o Yvonne got an MBA.
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Yvonne was transformed when she took her first role in business in a small
division of a larger company, where reporting to the presigeovided her with first
hand experience at running a business. She
little too young for my own good. 0 Driven
problems, Yvonne asked questions and engaged in discussidgors and bosses. Being

a quick study was essential; there was no time for formal training.

We merged, so | 6d go over to London and
on the weekends. |l 6d just get wup at 6:0
everything | had read about. It was so exciting.

Further developing her ability to Athin

Yvonne pertinent experience, exposure, and autonomy.
Another shift escalated her learningjonne had the opportunity to manage

othersearly in her career and then, on a parallel path, she became a mother.

It was hard then because the only people who did get pregnant . . .

... ho one came back. . . . Women in the professional ranks were few and far

between anyway, and then if theyt goa family way it was . . . different.

The much larger job was disorienting at first. Yvonne had responsibility for half
of the United States, 10 offices, and 36 people. The other half of the country was
assigned to a respected colleague, Susan. Fainéyahe partnership she and Susan

developed was instrumental in her development and her success. She relished creating the

business agenda and came to value collaborating with smart, capable people.

How . . . was | supposed to know what to do? [Susari]dodked at each other.

We made it up. It wasndét | i ke somebody
general thinking and . . . theydd say
and webd stay up all ni ght .t.amhnkgeng abou

poor performers, get the right people in, drive the vision down?
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As in her previous role, Yvonne was able to connect to experts to facilitate her
thinking and learning. This time, though, the scope and perspective of professional
mentoringva s at another | evel. inWe got the oppo
MI'T and . . . create the guts for internal
Yvonneds understanding of the big busin

strategic view of the humamesources function. What she and Susan did worked.

We created the performance grid for how we were going to measure . . . and
manage these folks and move the organization forward. We came up with the
language about organizational effectiveness and em@lmfations and the

buckets . . . and then we built measures. . . . You upgraded folks, educated folks,
and you had a positive impact on the business.

Yvonnebs perspective on how human resou
evolve. In some wayshe helped others to have a learning experience that added value to

the business just as she had in her first job.

[ They say] @A Wow! . . . I get to work on
autonomy and | get known for . . . what | deliver and the ahphave with

business people. o . . . [ We were able t
yes, . . . | 6ve got to go to check with

For Yvonne, the experience confirmed her competence and ability to delluer

to the business across a broad platform. Her perspective grew along with her confidence.

| never had to prove the value [of HR]. If people [would have] asked me to, that
would be a clear signal that | didnoét b
have the energy for it. | would rather be solving business issues.

Yvonnebs reputation as an HR | eader was

another chance to Ajump in. 06 She was encou

line leadership rol& setthg up operations for a large division of an insurance company.



This leap was huge: hundreds of people and tens of millions of dollars in budget
and technology. Once again, the disorientation had to do with being unfamiliar with the
technical milieu, languge, and ways of creating value. What was different this time,

though, was that Yvonne was able to apply what she had learned previously.

| remember saying to my boss: You know what I just figured out? . . . None of
this stuff that tsand bytes amdasystemaagd consultamtb.o.ut b
It really wasndét what it was about.
put those moccasins on and . . . it is about the people.
Further expansion in Yvonriceadgeinthe ame of
business model. Consura@lated business strategies and approaches were a whole new
area for Yvonne and the business. The new department was changing its focus and selling

services; she would be responsible for adding value to the botterarid to the top line

in the form of sales. She developed stronger leadership skills.

| hung out with consumer marketing [and] packaging people. | learned a
tremendous amount. We developed a strategy. | marketed it. | spoke outside,
inside. . . . | contbuted to a chapter in a book on knowledge management.

We got great results and we increased revenue. We had increased
customer satisfactiénit was that whole beautiful story. It really was very
developmental.

Transformational Leadership Behaviors andatacteristics

Yvonne got a great deal of satisfaction from being a leader and was especially
passionate about Aconnecting the dots. o Us
energizing qualities, especially when she helped shape the agendah®hed slarity
about the overall picture, Yvonne quickly sensed discontinuity in the environment. A
driving force was shaping organizations and developing alignment. Yvonne viewed this

as positive power.

12¢



It goes to that issue about being a business péirsan . . | like being in a
conversation and in pursuit of a goal where | can see and understand how it all
hangs together and then bring the resources to bear to execute on it.

What I loved about being here at this time and stage of the comp#uay is t
it is at a juncturé rediscovering itself really and developing a strategy and
strategic path, which is very exciting to me. | get turned on by . . . thinking of the

possibilities.

ltés a form of creation. | ttualiyn k it
creating something. . . . There is synergy th&here is a dimension of ego, but it
i's in support of the Abig thingo you ar
Yvonneds | eadership frame of reference

brought to the work she did was being able to quickly and confidently assess the context.

There are maybe five things in the worl
like we are going to be reinventing the wheel here. . . . [You ask] where have |
sem t his before? . . . Letds see what th

speaking | know what those levers are.
Central to the way Yvonne operated was developing the right team to enable
alignment. She assessed people for fit and then empovieradd establish goals and

take action. She believed that empowering others benefited them and the organization.

|l am not the kind of | eader thatoés goin
Whereds that? Do it my wa gircantribugoosp | e get
: [ They have] put it all togethe a

purpose and people have grown through the process.
For Yvonne, getting things do@éeaking actions consistent with the end goal

was the fundamental rean for being in an organization. Yvonne used her power to

negotiate boundaries for others and to enable decisiveness and action.
[ Name] wi |l say to me: Al need you to a
because you are on the right pathandyfdnody doesndét t hink so
those boundari es. . . . Dondét wait . .
empowered through me to get that done. 0

For Yvonne, a climate of esprit de corps and collegiality was the glue that held a

hardvorking team together. Having fun is part of what was personally revitalizing.

12¢



There are some days when you are not walking around laughing all the time, but

if you dondét have at some | evel that co
funny momers |, Il just dondét think youdd be haj
In addition, Yvonne worked to create a climate where the extended team could

connect and feel a part of something and where people got to hear the story first hand.

The power of personal communication is extremelyartgmt. . . . It is like
culture change. . . . When you start fe
more ti me . : .0 thatdés when you have t

For Yvonne, integrity, clarity, and alignment were woven together into an
operational frame afeference that resulted in being able to move ahead in the right
direction with as little resistance as possible. Even changes could be incorporated more

easily when the overall direction was clear.

When | say integrity, | really mean integrity of thotigind action. . . . Because it

is not congruent, it is not helpful, and people get confused. And if you are

conflicted, |l dondt know how you can be
| want us to say with as much like one voice as we can: This iswher

are headed. But . . . that doesndt mean

intention is that we have a plan and | e

... and not [be] relentlessly focused on the plan.

The profile for Yvonne is summized in Table 49.
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Table 49. Summary of Profile for Yvonne

Specific outcomes, behaviors,

Event Learning outcome(s) and characteristics
1 Finding niche in | § Learning mindset 1 Personal framework
academics 9 Enhanced confidence 1 Self-confidence

q Self-differentiation

9 First job: reported
to the president,
wide scope/small
company

1 Perspective change: changed viey
of work, broad exposure led to
broad mindset about business

9 New knowledge and skills
9 Personal autonomy

9 Global view
9 View of world of work
1 Taking autonoraus action

1 Working effectively with
colleagues and mentors

1 Learning mindset

9 Broaderscope
job; pregnant at
the same time

1 Perspective change: thinking big;
national scope and multiple
locations; worked more inclusively|
and got things done through other

9 Ways of leading
9 Self-awareness
9 Enhanced confidence

9 Collaboration skills

i Create/shape business agenda

1 Set up systems/structures

fTMentored by/ Il e
best o

1 Big picture perspective/ strateg
thinking

9 Confidence

1 Line leadership
roles

91 Perspective chaye: to business
model and professional perspectiv

9 New knowledge and skills
9 Personal autonomy

{ Confidence

1 Leadership framework
1 Vision/strategic view

i Enacting transformational
change

Transformational leadership behaviors

Transformational leadership characteistics

9 Communications: Believed in power of
personal communications; reiterated
messages at multiple opportunities

1 Credible: Focused on congruence,
integrity of thought and action

1 Caring:

9 Creative: Was Aturned
possibilities; saw strategizing asative
synthesis

9 Confident: Knew what the i
action in others

1 Follower-centered Empowered others to take
action in alignment with strategic direction

i Visionary: Was passionate
dots, shaping business agendaritylaf
direction/ alignment

1 Principled: Saw alignment as positive power;
focused on a culture of empowerment, team
orientation, collegial climate, effective change
strategies

a

Other behaviors and characteristics

| Strategic mindset
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Profil e: Quinn

A have naazer,bopeople say OReady, aim, f
Quinn is a higHevel director in the agricultural division of a chemical company.

He has been with the company for 20+ years and is responsible for leading a number of

critical functions: sourcing, manufacturing, customer service, and logistics. The

organization is currently transforming from a traditional manufacturing model to more of

a virtual manufacturing model.

Transformative Learning Experiences

Some of the stmgest early learning for Quinn occurred when he came face to
face with the nature of manufacturing while assigned to a facility in Baltimore. Quinn

was told to Afix this thing, o giving him h

very unfamiliarcircumstances and under fire.

One of the most memorable was a strike in Baltimore, -and¥ith labor strike the
year after | was out of school. | spent 4%2 months living in a manufacturing
facility and putting myself in the shoes of the people who wentrike &ind
having to do things | never did before and never even had a concept of.
It was a very cold winter and the area | was responsible for and the
manufacturing facility literally froze from stem to stern. The plant manager
walked in my officeandsttu t he door and he says, dAl d
on, but you better fix this thingo and

Quinndés | earning reached another | evel
organization in Asia, and he and his wife moved there. This experience prdedrie
of his most significant learning experiences. The initial@yening experiences occurred
when he could not rely on the anchors he had used previously to develop an organization,

conduct busi ness, and communi ®rdgiondo. He washn
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| coul dndét communicate. Hal f the ti me I
know what it meant, but | knew it meant something to somebody, different than it

means t o me, and so | reali zed: Bfonot w

the signals of life around y@uthere are so many signals that mean so many
things to so many differentpeople ven i n our own cul ture
all these signals, and we only pick up a small fraction of them.
He learned that an approachbaing open and asking for help worked for him in
this new environment. With litehanging clarity, Quinn further tapped his own

vulnerability and sense of the way things are; he moved toward a perspective that

recognized many ways of doing things, whéreety coul d al | be Aright

They think this way and theydére able to
way than | do. Well, what makes me think my thoughts are right or wrong?

Business challenges became an interesting laboratory for undersckeyng a
learning for Quinn: that the absolute nature of the culture in which you grew up was not
the only reality, and it was arrogant to think so. This point of view helped Quinn develop

keener sensitivity that would serve him well in business negotiations.

A quote from a book: When you |ive in a
live in a different culture, your own seems less absolute.

It took my sensitivity to another level: a business negotiation to me is a
fascinati ng act ivityioftlearnitgeotappresiation] dof serssingg n a ¢
of patience, of purpose. . . . [When negotiating with people from a different
cul ture] | was forced to get to a | evel
pretend that it was the best or something hdwenly know that it was very
different from what | had before.

Focusing on the constructs of absoluteness and infiniteness, which were of little

concern to him before he lived in Asia, also opened up new possibilities for Quinn.

Ther eds s o dmerspactivesi| bstersmoeen. .. There are so many
people with so many different things th
and ités so vast. : : . This is infinit
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Quinn developed more patierdcevhich combined with his natural sense of
purpose, made him better at picking up signals. He had a broader scope of options to

consider, which gave his repertoire of actions more breadth and depth.

There is a time when something is going to come aboutar@lyoer j ust got t
know when to | et i1t come. ltds ab
not pushing everything.

For Quinn, this experience had lasting effects, consequences, and impacts.

|l tds not i n an abs ol dthisswhereliwasdatxhangedh at |
everything, it changed how | am here [in this context].

Transformational Leadership Behaviors and Characteristics

Quinn believed in taking extraordinary action; in the absence of extraordinary
action, he thought taking angteon had direct and indirect benefits. Peio{point speed
was important to Quinn, and he had little patience with diversions that interfered with

getting results. For him the downside risks were worth it.

My fundamental belief is if you setthisgoglou dondét really know
heck you are going. . . . [You] start doing it before you figure out the whole thing.

If you put side by side . . . an organization or person who makes ten moves
versus somebody who makes two, . . . [the one with ten havebeat that
[other] person to the goal, learn twice as much as they do, and . . . adjust before
[the one] who spends all their time figuring out how to make that one move.

Quinnés intensity of focus came from a
was to support the goals of the organizati
devious purposeodo was the starting point of

approach was to be transparent so as to heighten clarity.

Everybody canfigure t o ut . ltds not DbBethéreisnd cl osed
retribution, everybody knows where | am going and why.

|l dondt mince words with peopl e.

to tell t hem. . . . | t 6esd jfuosrt nme .l eader.s
believe | have a choice. . . . |l dondt
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Quinndés approach to people was founded
influences, and mindset and finding ways they could be productive, add valuakend

pride in their work.

| try to get out: What are you thinking? What are you feeling? | really try to get
into the emotions of the person | am de
right off the bat.

[l ask myself:] What is rate limiting fohat person? Is it time to show
them? To put them in contact with someone who can show them?

What | saw was that [people] could change the way they think. . . .
Theydédre | ocked in their head, in their
somet hiagneheyotvried before and see tha

Quinn saw himself as fAout in fronto whe
different future. He realized that others may not see all that he saw or in the way that he

saw. He developed ways bridge the vision gap and to motivate others.

| have perspectives and visions and insights of things, and | speak about them in

ways that perhaps makes it difficult for [others] to connect to. [They are] far
enough out that i t and][ydtthaydre] hobtoo closeiatsm t o g
thenittygr i tty. That éds tdlsederkanding. of | eader [ |

Quinn believed that trust enables others to align more easily with the direction for

the organization. Capability and predictability were two imporfiacets of trust.

Somebody has the confidence that you ba
second part is . . . youobdbre predictable
decision. [l think people can Ilipok at m
but it wild/ make sense to me, and, yes,

Quinn had a dynamic and curious mind; he was able to take what he learned from
his experience and his travels and apply it to the situation at hand. His risks and
transformations helped him b@ more sensitive and aware. Whether it was assessing the
path forward or the impact he was having on a group of people, Quinn approached it so

that he was able to reflect on how to think about things differently.
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You take the goals you have and you takere you want to go and your vision

... and you start working your way towards this in a very real sense. Most of the

ti me what youdre working on i s how
|l 611 say: No, |l dondt want to
under standing. Well, how can | hel p?

come out of my mouth: Is this going to be critical? Is this going to help this
group? How do | communicate it in a way | want?

The profile for Quinn is summarized in Tabld@.

Table 410. Summary of Profile for Quinn

Specific outcomes, behaviors,

Event Learning outcome(s) and characteristics
9 First job: being 9 Perspective change: change| § View of world of work
assigned to view of world of work; 9 Cultural awareness

manufacturing
facility; on strike | § New knowledge and skill
9 Personal autonomy

9 Selfawareness

change in perspeet on self

1 Ways of leading
fTAFi xing thingsbo
difficult circumstances

9 Living and working
in Asia immersion thacompletely
changed perspective

9 Attunement

9 Selfawareness

9 Emotional development

1 New ways of doing things

i Values challenge/change

9 Perspective change; cultural

9 View of world of work

1 Clarity on ethics/values: expande(
view of right and wrong

TAwareness of
1 Learning mhdset

11 Broader repertoire of actions
9 How to reflect

di

Transformational leadership behaviors

Transformational leadership
characteristics

I Communications: Communicated vision as a
reachable goal; focused communications on wh
different people need

9 Credible:Was transparent a
devious purposeo; con
predictable as two aspects of trust

1 Caring: Used inquiry to facilitate transformation
in others

9 Creative: Believed in taki
actionodo and <tomdosoyur age
encouraged new experiences as a way to move
people out of fAbeing

1 Confident: Was innately confident, a;
derived from parents

i Follower-centered Empowered
others to take extraordinary action

i Visionary: Started with the enih
mind and worked backward; was out
in front in seeing a different future

1 Principled: Believed it was
everyoneods job t
organization; worked onen-one to
help others acquire new mindset

Other behaviors and characteristics

9 Action orientation/focus on results

1 Driving/tough/demanding
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Profile: Bob

AThrough sheer will and determination a
things around. o

Bob has been promoted to vice president in a technology furfotianarge
global pharmaceutical company. He is married and has twin boys. He grew up in a small

town in Southern New Jersey and has felt that he never really fit in.

Transformative Learning Experiences

Bob developed perspective at an early age anddermnsshe way he grew up to be
one of the most significant influences on who he is as a leader and as a person. Life in a
small town in southern New Jersey was nothing out of the ordinexgept that Bob
never felt he fit i n. néwithatiféewarates thidgsormuc h mo
experiences, he would have to play a part in achieving tBetmworked at a number of
different jobs in his youth, and he worked hard. It left him unafraid to put in the effort

and realistic about what it would take to tyet results.

The most horrific experience of picking peacdhgsou know, when youb
wor king that kind oHourtwd4hdurdayg andgornra wor ki
the same is true there. You know i1itds g
ofthedaypyudére going to |ive through it and
day, and you make a ton of money at 12
Becoming aware of and being able to navigate the world on his own was

something Bob grew adept &te had or created opportunities to examine what was

going on and to determine the best course of action. He learned that he could figure

things out, that he was usually successful, and that he got a great deal of positive

feedback.



You testthingswitty our parents, you get their per
they are clearly not getting it. | have got to sort through this myself.

[l was at] these summer camps where | basically had no parents for the summer.
: 't 6s i n uafl entlaavd wherd\yeuwcould bterddlygp and a s m
jUSt wander around for days.

Bobbés sense of belonging was also an ar
understood that he was different. Both he and his sister were adopted, and he wondered
what impact thamay have had. He knew he was different than his parents and different

from the kids in the neighborhood.

my being

[ My mot her talked about ad

| 6m not s mgitap,sohy

ng er
%

clearly i mportant.
itds dcdlheareldbys somet hi going on h
sortofdidallodl| mean it was ery, very challer
things the same way, we still dondt, an
agai n, | donodtdlIwdanlt staoy stohuen dwolridkse and it
exactly as bad as it sounds, but you come to a realization when somebody tells

you that, that you are less connected to these people than other kids are connected

to their parents

opt
it

o @

e.
I

[ Potenti al adoptive parents] need to ke
world in any way, shape, and/or form the way that child sees the world. And |
knew that from day one. l 61 | never fo
asked him a quésn aboutreak st at e i nvestment . Il 6m p
grade, and | say to him: AYou know, t
comment to me was: fABob, people need
what that nonsense is about reatate investment but, you know, people need to
really work for their money. o0 And | rem
hasthereak st at e i nvestment up the street, y
we are. o

| wasalwaysthe outlier, that | wagust slightly different than all the kids that |

hung out with, and | knew that. | think it was just pretty evident, and again, so the

guys that | grew up with and, again, we played sports together and the like, but

clearl y | di dn 6 tual gpe daf stimulation fsoim othrey kids inthee | | e ¢

neighborhood at all.

Bob turned to adults for connection and for learning. Those close at hand, his
parents and sister, were just not on his w

neighborhood. Soehturned to the context in which he found himself. He began to hang
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out with adults and older kids. He found himself in situations where he would start out
asking questions and end up in some kind o

to have faithn himself and that things would ultimately work out.

| had a phenomenal group of neighbors . . . where | developed this lack of fear to
just go out and ask questions.

So it gives you a certain tolerance for ambiguity and a certain willingness to
expecta positive outcome, be it through all of your personal efforts or the
serendipity of someone else engaging. And the other thing that it did was it
created a certain | evel of faith in the
11, and this guy had ala shop, and | went there every single day for God knows
how long, until he hired me to start doing little things and do more and more and
more, and so it also got me out there. If my parents had supplied everything, there
would have been no opportunityrfime to get to know these people, start to go

very quickly from sort of taking the trash out to repairing, to selling, to actually
running the store. So when | was in high school | actually ran the store for the
owner. And it gives you this, just this albs®e confidence that just gets started.

Youdre not sure how itds going to end u
never going to sort itself out, and this just underlying faith that it will sort itself
out.

While Bob enjoyed a degree of succesd eontrol in the context in which he
grew up, he had more to learn about his personal power. He left home to study
engineering in Philadelphia. After a traumatic first year, Bob flunked out. He asked

himself key questions, and he had faith in some squositive outcome.

| asked myself:] Why did it happen? What good is going to come from it?
Something good is going to happen, what is that?

Bob ended up completing college while living at home and went on to the next
challengé graduate school. Penn Statas a totally different college experience for
Bob. This time, he understood how things worked and connected with classmates and
other adults. He graduated at the top of his class, was president of the class, and enjoyed

the support of his professors.



While there, Bob had some concerns and disagreements about offerings at Penn
State. Not one to accept things at face value, Bob decided to check out Wharton, an elite
business school at the University of Pennsylvania. He knew the standards there were
higher.He met with a professor there who challenged his relative frame of reference
about his talent and capabilities, asking
pl ace?0 Along with his success after havin
Bob arother level of selawareness: he was really smart.

Anot her transformative | earning experie
many years of experience in assessing the landscape and figuring out what to do
positioned him to step into a crisis andariaip an important project that seemed
doomed. Even the top leaders in the company were ambiguous about whether success
was possible.

Bob clarified the key influences and began to turn things around using his own
blend of passion, focus, and action or&iuin. This experience helped him illuminate a
central tenet of his leadership approach: personal motivation and passion are sources of
energy that support action, and being smatrt is critical in developing an accurate view of

the key issues.

[It is important] to really understand that through your personal ability none of

that . : . matters. All of those quest.:
situation is going to be |ike, the answ
your sheer will and dermination and personality, you can actually turn any

Ssituation around. Dondét overbake all of

worry about making the right choice; make the choice right.
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Transformational Leadership Behaviors and Charactmss

To get started, Bob needed to hear abou
before we start; then | can figure it out

about framing things, sorting through complex issues, and making action possible.

Ifocus on three thin
saying: What are th
minutes or | am going to die?

So what happens is when | see this morass of silly stringhvdusually
what comes forward, |l end up seeing the
so given all of this, if we solve this, this, and this, does 90% of this go away?

gs. l'tds no differe
e t

n
three Iimportant h

While Bob was naturally inclined to focus on the key issues, he led
collaboraively, especially when the issues were complex and broad. He knew when he
needed help and was not afraid to ask for it. To help his team understand the issues and to
broaden perspective on the problem, Bob insisted on developing a high level of clarity
with a great deal of detail. He got the right people in the room to deconstruct the problem.

In this way, he was able to engage others and to also mitigate any surprises.

The folks that are engaged in each of those elements, did you invite them in? And
thendid you drill them to figure out and engage them effectively to figure out

what they see as the risks and how they might mitigate all of those? If you do that
broadly enough you shouldndét have too m

pretty solid plantos| ve whatever it is youdre goin
|l 6l say ten times a day, Al need he
understand , 0 f i | | in the bl ank. Letdbs get so

In a large organization, it was sometimes difficaltiaintain focus and
mo ment um. Bob did sever al things t-o ensure
mi nute meetingo to reinforce and connect.

partners in the business lost sight of the goal and/or the agreements.

[ My group makes fun of me because | say
My group is known . . . for . . . when you come to us with a problem, you
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always get a number of us. . . . We always have a point person, but we never have
just one person.

Butthent he mi nute wedOve decided those ¢t}
|l oaded and wedre going, I actual by then
level person on the team in a position to support everybody: Make sure they have
what they need, make sure thatih interference with the business.

Bob valued the input of others and led with a blend of decisiveness and

empowerment. He was willing to use his own judgment ultimately and was confident

about it.

At the end of the day [| am] accountable and in charge perfectly comfortable

with telling people: | appreciate your
go away and make the decision. There ar
comfortable with being in tctharge. | don

[ am] very coll aborative, but then
boxed. Wedll <collaborate for some perio
deci sion and | etdés move on

The attributes he cared most about in people were competence, breadth, and

passion. Each contributed to optimum success and autonomy.

Are they experienced? [I| want] somebody
successes: they can tell me where they think the risk areas are. Some of my folks
actually go out and cast the metry broadly about things that they might bring in.

| want to continue to encourage that.

Someone said . . you pay for peopl
their best. | believe that to my core: when people are willing to offer suggestions
andrehl y move things forward in very smar:

if they are not passionate.

Bob understood that most people have good intentions. He also understood the
ways in which being too harsh with feedback can inhibit people. He hattdist
boundaries and was careful to ensure a climate of integrity. For him, that meant coming

forward early so that something could be done. It also enhanced credibility.

You didndot bother to say it [back then]
because of whatever reason, and it un®ldgust snowballs and now all of a
sudden you have yourself a pretty significant situation. . . . The organization
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needs to be very comfortable with telling on itself and making it transparent, and
that ostdacdulltbwree bui | t . Later on when yo
perspective and say this is going on, everybody believes you.

One fundamental development area for Bob related to his colleagues. He still

experienced frustration that in some ways he vieagediarranted.

had very Ilittle trust and/ or respect

continues to thisday that [&ma nd i6t166sm nnoott saying | 6m ri
often times hypercritical of my peer group.

Through it all, Bob maintained psrective. In the face of some things that might

have intimidated others, Bob looked to a positive outcome.

1 These are things that need to get done. They need to get done in a certain

timeframe in order to deliver value to the business, and if you thimgk lon

and hard enough about it and youore
figure out how to do it. And | guess you need to think about the fact that

we put a man on the moon in 1969 and
software. ltdés just not that big a d

The profile for Bob is summarized in Tablel4.

Table 411. Summary of Profile for Bob

Specific outcomes, behaviors, and

Event Learning outcome(s) characteristics
9 Neighborhood: hard 9 Selfawareness 9 Achievement + hard work = succes
work, different jobs, { Personal autonomy 1 Resilience
learning about adoption ¢ seltefficacy 1 Sense of responsibility

sense of not fitting in

11 Personal/professional framework
i Learning mindset

9 College: failed out and | § Peaspective change: not ¢ § Optimism
then moved on to failure and is smart 1 Enhanced reflection

complete school and gq { Self-awareness { Clarity about capabilities
on to graduate school 9 New knowledge and skill 9 Perseverance

i Revised personal framework

9 Tough assignment: 1 Perspective change: 9 Leadership framework
turnaround a failing broade leadership 1 Vision/clarity about issues and way:
project framework and getting to resolve them
things done without direcl q perseverance
authority

9 Confidence

{1 Enhanced confidence { Building teams
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Transformational leadership behaviors Transformational leadership characteristics

9 Communications: Got the right people in| § Confident: Was confident in his own

the room; consultative communications judgment

with team; used a 2(inute meeting 1 Follower-centered Facilitated engagement
9 Credible: Team did what they said they intellectually and encouraged others to act v

would do; no surprises passion and competence

i Caring: Was sensitive in giving feedback  Visionary: Asked: What a the three things
1 Creative: Engaged others in understandi We need to do?

risks and mitigating them 11 Principled: Built culture of competence and
communication

Other behaviors and characteristics

9 Complex problem solving/analysis 9 Action orientation
q Decisive 1 Optimistic
9 Balanced perspective on the work 1 Persevering

Profile: Lorraine

AWhat was not right for me was the exec
the purpose of corporate performance. 0

After a varied career iprofit and notfor-profit settings, Lorraine runs a
consulting firm focused mainly on the nonprofit sector. She is also-éirparprofessor

at a highprofile university. She is married and lives near the university.

Transformative Learning Experiences

Lorraine was blessed with some early life experiences that seemed to underscore
what would become cornerstones of her career and life: the presence of strong mentors

and her passion for and ability to work with groups.

[l was] a reasonably reserved,gsod udent , that was it; tha
good student, reserved, some friends, no actual really major extracurricular life or

.. . achievements. . . . [About the age of 13] | got involved in this program. . . .

The leader of the program, .. .whee mai ns a friend today, s
pretty good at this, you know, summarizing these discussions. You really get the
point pretty quickly.o | said, oitOh, do
was the feedback for me that said: You do well mugs. And | think had | not

had that encouragement and that experience as a young adult and had a lot of it
because | was volunteering constantly in group processes, then | probably would

not have ended up in my career of organizational development.gnieed OD
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and organization group processes as my gift because | had been nurtured in it
early on.

After several lowetevel jobs, Lorraine, at the age of 26, unexpectedly catapulted
to the top of a nonprofit organization. The organization had a religibaistation, and
she was the first woman and the first layperson to have the job. The role was disorienting

initially, with its great deal of administrative work and 180 widely dispersed constituents.

| was never in a job where | had to satisfy a lotitfetent constituents. This is a
national membership organization. . . . Some of [the constituents] got mad at
met hey didnot feel they were served cor
job for a number of years and found some of the things todtlg,reeally hard. It
got to the poird [it was] out of control!
She was helped along by the chief finan
who helped her navigate difficult political and organizational waters. Lorraine became
aware of her ability tevork with and appeal to difficult people and diverse constituents.
Lorraine moved to a mitevel role in a chemicals company. A transformative
learning experience was triggered when the man for whom she worked suddenly passed
away. She lost a friend andemtor, and Lorraine was upset and mourning. Then she was
invited to take his senidevel role. She saw herself as a responsible and conscientious
person and stepped up to the role.
From the beginning, Lorraine needed ways to cope with the job; the r@essu
the forces that were operating internally and externally were at a different level than what

she was used to. She used her writing skill to help her reflect and to cope with the strong

emotions she felt. In addition to journaling, she found a bktpérapeutic relationship.

[ After a meeting] apparently my influen
advocate a position they didnét buy. I
closed the door to my office, sat down, and burst into tears. | thtughtself:

This is ridiculous. | candot be sitting
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in. ... |satdown at my computer and | wrote, so writing out the feelings would
be a data point for me.

As she became more adept at the mechanics of tnamdlbegan to make key
changes in the organization, it became clear that she was coming to clarity about her fit in
the role. The bottom line for Lorraine was this: although it could be perceived to be the
pinnacle of her career by others, it was notda#iing. One key component that was

missing for Lorraine was an overarching sense of mission that had social value.

So | was trying really hard to do the role correctly. The fact that | found it
excruciating was one of a thousand pieces of evidencestidat\was operating
against the grain in that job.

|l didndt want t o b e-paidierenuiive doingstuf und b
|l didnodot | i ke and wasnodét good at for a
really appreciate me for who | was and what lldalo.

Leaving the job served as a fipunctuati o

Lorraine. She could now pursue more of what she liked to do and felt freer.

| had experienced a great sense of freedom from the obligations of leadership. . . .
| 6 m yicar anohl thought to myself: Not a blessed soul on this planet knows
where | am or cares right now; what a wonderful thing.

| was | eaving that in order to be fr
powerfully helpful to a number of clientsandonga z at i ons, and itodos
| really, really love it.

Transformational Leadership Behaviors and Characteristics

Lorraine was successful as both an executive and as a consultant in facilitating
change. It started with her ability to highlight issuestsat the problems become clear.

Then at a pivotal moment, she helped people to see a possible solution.

They [the executive team] became concerned about the pipeline of talent: how
good was it, was it international enough. They asked for a review,vaasl dble

to put in front of them some data and research . . . [that] defined the problem for
them and then | told them that | had a way to address it.
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Lorrainebds approach was foundemdShen gett
did not use the typicalgrsuasive avenues for aligning others but combined influence
relationships and the effective use of policies and programs to influence the larger system

and to gain further alignment. She described herself as facilitative and directive.

I f | sayrwhag tomdo and somebody wants
might want to evoke a shared interest, but if | really wanted something to happen

and somebody el se wondét buy into it, | &
do your thingnagmd |6l do my th

Key to her success was not usurping the power of others nor exercising power for

any reason other than advancing the goals of the organization.

[ My approach] gave me the opportunity t
youdre runnedmge ymatr §wmninmwg it. Corpor at
do. All <corporate wants is this.

Lorraine was able to develop and use tools and structure to help make change

actionable for others and to showthers an overriding framework. She wrote up notes,

created infrastructure, and developed guides.

We created resources; we pgCdtastso ¢Cetmpearn yf
course taught by the executives. There were all sorts of parts but | wouldesay [w
needed] to move it from just a bunch of unrelated activities.
The role of human resources was an uncomfortable mantel at times for Lorraine.

Her focus was on the greater good, and she had passion for important missions. Her view

of being facilitatvewas hat it enabl ed At he giftedness

expression; |l etting people run with someth

she made it possible for difficult and necessary conversations to occur in a safe climate.

| t 6 s drtole. What was not right for me was the executive power in a
corporate setting for the purpose of corporate performance as opposed to the
powe the responsibility to be president of a voluntary organization that had a
mission and some objectives thatrevevorthy to help accomplish.
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The goal is to say: What is the difficult issue in your life together that you

are finding impossible to deal with or
how to deal with? And | help them have that conversation anckaffirm the
values theyoéve had for a |l ong time that

Lorraine had the ability to develop clarity in a way that named what was

happening for others and where synergies might be. She did not really thinioofags

pictures, bruaay omorsehel ivkaes flax sci enti fic think
ltdéds a combination of emotional and int
describe things for people; you could c

really what strategic means sometimes.

At a personal and individual leadership level, Lorraine was comfortable with the
paradox of leading directively and being democratic. The democratic side was related to
having and showing respect for people, yet she waswgilb step up to the responsibility

of being directive if it served the group or goal.

| really, truly respect other people as my equals. | take people where they are. . . .
But . . I am quite prepared if 1 06m the

The emotional connection to others had been a conundrum for Lorraine. Others

had experienced her in a way that at times caught her off guard.

| was stunned to learn that a fair number of people in human resources regarded

me as an @i ce amcepedsednt. hoe yMed, o nl66tm see t he ¢
see the analytical and the perfection. . . . So | pay attention to say to somebody
something |like, Al 6m really pleased tha
just sit there feeling pleased [but not sayithg

The profile for Lorraine is summarized in Tabld 2.
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Table 412. Summary of Profile for Lorraine

Specific outcomes, behaviors, and

Event Learning outcome(s) characteristics
9 Set of experienceq § Perspective change 91 Personal/professional/leadership
leading groups in | § Sef-awareness framework
high school 1 Value of mentors
1 Big job at a young| § Perspective change: leading 1 View of world of work
age; dispersed multiple constituencies across 9 How to serve diverse constituents
natior_lal geographies; capability to do it 1 Management skills
fﬁsﬁlt;?r:;; 9 New .knowledge and dls 1 Importance of a mentor
g T Confidence 1 Internal politics

9 Selfawareness

9 Boss died; asked | § Perspective change: from being | § View of world of work

to step up to a ireskplomsit o | eajq Copingskils: pressures in a big jo
very big role in self-determining; leadership 1 External forces
corporate setting framework in corporate setting

9 Selfawareness

9 Confidence

1 New knowledge and skills
9 Emotional development

1 Political savvy/infuence
9 How to reflect: writing and therapy
9 Ways of leading

1 Influencing diverse groups

1 Developing actionable vision

1 Left prestigious | § Perspective change: freedom fron § Courage of convictions
successful job to constraints of corporate leadershi| § Values clarified

start consulting | { Emotionaldevelopment 1 Personal/leadership framework ar
business { Personal autonomy alignment

Transformational leadership behaviors Transformational leadership characteristics

9 Communications: Clarified issues and | | Confident: Was directive; was able and willing to
helped others see g&ible solutions; lead when needed
made the complex simple {l Follower-centered Engaged others; did not try to
9 Credible: Helped others reaffirm valuey influence but presented position and asked for
scientific/analytical; used data to lend support; okay to not give it

credibility { Visionary: Envisioned synergistic global ends and
9 Caring: Was facilitative; expressed a articulated ysion to others; wrote notes into

deep respect for others; enabled frameworks that enabled people to see the big pict

figi ftedness of ot vi sionmnagsofirnrot really f
I Creative: 1 Principled: Involved in change leadership; used

positive power to engage others and advance
organizational goals; looked folients with a pre
social mission; used policy to attain goals

Other behaviors and characteristics
i Learning mindset 1 Analytical

Profile: Harold

esndt matter whet her.lfipdoflesarebusi nes

t do
raid to put themselves out there and

I
f

D

a
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Harold is executive vice president of commercial operations for a health care
company. Prior to that, he held several senior roles in a number of pharmaceutical
companiesBorn and raised in the Midwest, Harold was the second oldest child in a

family of eight children. He has been married for 26 years and has two children.

Transformative Learning Experiences

During the 1970s, the idea of service to others was part of tiemalamilieu.
Harol débs exposure to Catholic priests was
appreciated their service to the community. He entered the seminary with plans of

becoming a priest and serving others. It was a first look at how big organgzatorked.

It was my first foray into political renderings, shaping, molding minds and
peoplé® and really more molding than shaping into what they expected to come
out of the process.

When changing times impacted the organization, Harold became diségethc

When | first got there you had more people volunteering for all these outreach
programs than you had programs to fill, and by the time | left you had to drag
people out of the rooms because the whole tenor had changed to this monastic,

everythingoul d be solved by prayer [vVview], a
daily Mass when | was out chopping wood for simgtfor the wintertime. For
some of wus, it just [didnot] fit.

In the middle of his senigrear, Harold decided to leave the seminary. He
finished school in Florida, having | earned
make a change for the better.

Harold stepped into the pharmaceutical industry in sales without any experience
andstrugggd with a | arge territory, multiple pr
showing me the way. o0 He was able to excel

adbbuil ding relationships: APeople knew me,
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was buyng anythingfromméand | di dnét know why. 06 Howeyv

new location, his new boss helped him sell and served as a role model.

From the first day, he said: fAYoudre no
because . . . the last two maeegytold me | was great. [My new boss] was about
having the bestleveloped people because he knew he would then be successful.
Harold was promoted to a big job in a large pharmaceutical company. The scope

was broad, and he was successful and comfortafjleyesl a strong colleague network,

and understood the company culture well. Inside, though, he was beginning to feel angst.

The constraints in the company culture were rubbing against his need to have an impact.

The inability to act upon possibilities gréavchoke him, and Harold decided to leave.

The reasons he left and the role he went into converged into a clarity about what was

important to him: having an impact and the opportunity for growth.

The transformation for me was really taking a step oatytomfort zone,
saying that | really need to | earn more
really what drove the decision. | knew nothing about hemophilia and these blood
plasma products until I got here and then | had to start to learn them.
In his new role, a crisis served as a platform for transformative learning. Almost

as soon as Harold started to build the organization, the plant had a shutdown and there

was nothing to sell. He asked himself questions and foughdcetit.

Can you lead a gup through the fire . . . and come out the other end without . . .
everybody in flames? Can | really do this? . . . Am | strong enough as a leader?

Harol déos strategy was to prepare the or
product to sell. He repositied the climate into an opportunity to build infrastructure:
AWhat 6s coming over [the pipeline]? How ca
time?0 Through it all

, Harold cared strong

integrity. Though it wasitficult, being open and truthful paid off in the long term.
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Six months later when we actually had product come back on the market, | went

in and sadbgpuinkKepwgwegd®re back, and you
gave you when we waeasautfodayean..obuttheney ki c ke
wel comed us back after that when they <c

Transformational Leadership Behaviors and Characteristics

Harol déos fundament al |l eadership framewo
make a difference. Fueldxy a drive for action and the view that innovation is key to
survival, he constantly reflected on where things are going. He considered this type of
sefexami nati on to be a healthy paranoia that
| eadernvnash tonthe executives Awith their b

that every decision they make is going to

[l am able to] look back and question and constantly think. . . . It never shuts
down. . .. Am | doing the righhing for the business, . . . for the people?

Harold worked to develop a stretch vision and engaged others in seeing beyond
the next month in order to achieve lofty goals. He recognized that transformational
change took time, yet he was persevering in comaating the importance of moving
toward the vision. Usually, because he valued service, the vision was connected to

helping people. This served as an emotional spark for employees to connect to the vision.

| kept talking to my team about the things thad to happen and how we needed

to transform our thoughts and our [way of] working. . . . People bought into it and
it wasnbdét just because | said it . .
Youdre working to actuall ybeemabigp save

motivator for peopl e. . . Before that
: : You could walk down the hall and
made or what we did because theyodre wor
Harold also empoweredhi t eam; t hey fAmake the busi ne
His leadership was principled; he viewed organizational values as critical drivers

of the right behaviors, and he held people accountable.
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When we were bringing two organizations together that were ddaorgeone day
and the next day they had to work together to sell a portfolio of products, the only
thing we really had in common were some of the values from each company. . . .
It was driving those values and then holding people accountable to theim. . .

dondét care i f you make the sale next we
kill ed somebody to make the sale then |
Credibility and authenticity were important to Harold. Aligning behaviors and
words created integrityf message.
| f people dondét believe what youbre say
people to act, you might as well forget
about the integrity of that message. You know: Is it real? Does it resonate? Do
you believe it? And 1 6m true to myself.

Harold preferred faceo-f ace communi cati on and said h
viewed communications as a way to keep his finger on the pulse but also as a way to

align people with their role in achieving the visio

What | want to do is make sure the people understand: one, that the grass is not

always greener; two, what are we trying to accomplish as a group and what is

your role in that and how can you part:Hi
It comes fromthe confidence, the resilience, the ability to still understand

the emotional side of people while keeping a business perspective on what we

need to accomplish within the business for the shareholders, for the business.

Har ol dds exper i eofareas helpeddim bourcderstanchmultipibe

facets of the business, and he encouraged that same broad thinking in others.

You know, everybody worries about their titles. | said: For crying out loud. If
thereds an opportuni ty oéfsomoyow tha@adl & dr m
across the organization . . . because what | look for in people is people who have a
broader thinking style, broader experience.

Harold was experienced, confident, and able to determine his own worth and
vaud it he t hwiorudsd tnfbobatmal |y in the past

The profile for Harold is summarized in Tabld 3.
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Table 413. Summary of Profile for Harold

Specific outcomes, behaviors, and

Event Learning outcome(s) characteristics
9 Joined and leftta | T Perspective change: how bil  Courage
seminary organizations work; 1 Ability to challenge status quo

framework aroun

{ Selfawareness

d espouse| g sensitivity to cultural/

values vs. values in action organizational fit
f Values challenge/change | q |ntegrity: organiztional and

personal
9 Sales job in 9 Perspective change: more | fACl osi ng t he de
pharmaceuticals; ng inclusive view of what 1 Coaching skills
doing well and then| success requires
turned it around 1 New knowledge and skills
9 Promoted and 9 Perspective change: need t{ § Leadership framework
comfortable; have impact outweighs nee( q Increased comfort with risk
deciding tdeave for comfort, stability, and | ¢ |mportance of seléfficacy/impact
prestige i Conscious about orgamitional
1 Personal autonomy constraints vs. opportunities

q Selfawareness
9 Ways of leading

1 Leadership of a 1 Perspective change: 1 Reflecting skills enhanced
business in crisis leadership framework and | § Transformational change
value of integrity in the 1 Developing and comunicating
business vision

9 Ways of leading

1 Integrity: organizational and

1 Learning mindset personal

9 Talent assessment/selection

Transformational leadership behaviors

Transformational leadership characteristics

I Communications: Communicated often
and about numerous things: to teams an
individuals about the vision; oren-one to
get a pulse on the business

9 Credible: Stressed authenticity, integrity
of message, being true to self,
organizational integrity

1 Caring:

9 Creative: Believed that taking risk is
essential in attracting and acting on
opporturities

1 Confident: Experienced growth; became self
reliant

9 Follower-centered Empowered teams/people
who fimake the busine

9 Visionary: Developed stretch vision and
engaged others in seeing new future

9 Principled: Leadership framework involved
serviceand making a difference; mission was
fisave peopleds |ives
critical drivers of behavior

Other behaviors and characteristics

9 Action orientation

1 Broad and strategic perspective
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Profile: Nancy

a race b

nWe are in et
|l ittle section of

we
our t

en
he worl d, weore
Nancy founded a company that develops and distributes reading material and
methodsd learning institutions. The company has 100+ employees, is national in scope,
and has a history of moderate profitability. Married for 25+ years to an educator, Nancy

employs her husband in a key role in the company and employs her daughter. Nancy

grew upin a mostly white middle | ass subur ban egwiodemnmme @t

Transformative Learning Experiences

education and

Nancyods transformative journey started

a sense of fAbeing run ov eegedtbipakea diffaremde.g h t

| taught in the [name] middle school for 9 years at [place], the Bad Lands drug
zone. The students in my fitand sixthgr ade c¢cl assr ooms coul
write. They thought that African Americans were in charge of thdibecause

they had only I|Iived in their neighborh
what | didndét know. The [children] had
brain, thinkyou-knowe ver yt hi ng, . . so thatdés a

In thefirst few years of this assignment, Nancy had to rethink her premises

around freedom and its value in the learning process and her responsibility as a teacher.

| thought you had to have freedom in order to grow. . . . It took me 2 years to get

the kids n their seats. . . . This woman across the hall made good progress. . . .

She was tough. . . . So it was a complete transformation. You will sit down. You

will shut up. It is my responsibility to make sure you do okay.

Sitting at her kitchen table, she @éaped a reading program with philosophical
underpinnings founded in children fAbeing
the next logical step was to see the program go to the next level as a core part of the

school curriculum. She ran into uneqbted obstacles.
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The reception | got from . . . key mal e

be incompetent. o . . . AYou clearly don

you . . . i n [our] regi on.theprogramwarapn 6t s

She met head on what would become a theme for her life and leadership: how
power over someone can derail even the bes
threaten your position, youwr tgal aroy ,kiydurt h

Nancy took her ideas and her frustration and turned them into the framewaork for
starting her own company. The core mission
kid in the United States r etagsheaclgevedinth®@er abo
classroom drove a prosocial mission, and the structure of the program she developed
formulates the approach she has to leading the business.

Anot her inspiration for Nancyos | earnin
would become hdnusband, and the relationship became a platform for testing
assumptions because he was so different: i

Catholic Italian who made it into [ ¢cC

They were poles apart in temperant, point of view, and life experience, yet this

was a partner with whom Nancy could be challenging and reflective.

We have slugged through the assumptions that come with class. . . . | was not
taught to be particul aardrgad, ang fmly leusbandlv e .
has been willing to suffer through it with me.

We fight: | mean itdés bad, but thato
he shuts down . : . then he rescues me.
i ttl e MWia-in-bedandrc d ;pgétout-fors8-days hard.

Nancy described this relationship as the key learning experience of her life. She

believed it provided her with insight she could not have gotten any other way.

| have learned some lessons that otherpeaple @t know because t h
had the opportunity to be run over by a freight train.
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The most significant outcome, however

processing experience.

|l tds about how you are, why
innate. You have got to pro
relationship around new ideas that binds a community.

Transformational Leadership Behaviors and Characteristics

Nancy was fierce when it came to ideas; examirtiegnt and reframing them
were the emphasis of her personal development and her leadership. When it came to
running the company, she focused on finding, developing, discussing, and using good
ideas. Nancy viewed examining ideas as a triumph of trust ovelF@anthers, this

could be a foreign concept.

So wedve got this ordglaaythedstanceobetadend r ul e ]
good idea and me better be less than one day.

| find the good idea no matter where it comes from . . . which is very
egalitaran and results in a broad base of input from the people around me.

I f my husband and | are in a meeting
ideedt hat can be bad. | dondt protect ther
without regard to defengeness . . . in a marriage, too.

The communication structure she designed enabled ideas and information to

travel up, down, and across the organization. Meetings were frequent and consistent.

|l f you set [up the strucustthere]., Weyneat dono
once a week with the [leadership] group, and the long meeting is focused on our
top five [goals] . . . [and] everybody reports to somebody who is a leader and . . .
every day there is & 50 10-minute meeting. Ideas can travelamd down the
company within one day because everyone talks to everybody.

[The leadership team] meets at 9:16 no matter what. It is 9:16 and not 9:15
because 9:16 communicates fAdondt be | at

In her role as top executive, Nancy was decisive. She belfmradle was to
di scern the best i deas: il deserve that ri

my father . . . or . . . grandfat her



The company was organized to improve openness and transpadancy.was

driven by achievement and not affiliation and valued honest dialogue.

Anybody in my company . . . , |l dondot c
shelf or not, can tell you those goals.

Every Thursday at 1:00 pm, the entire company meets g open
area. All 100 people sit around in a circle, and people just communicate.

You build trust through candor. So i
How do you talk to people about communicating expectations and
disappointment. ... Trusts n 6t fri endshi p.

Nancy was rigorous in her attention to diversity. She believed that working on

mindsets within the company was a form of integrity with the mission.

We are going to be a safe community of everybody. Integrity is crucial to us.
... Abaut 10% of our staff is gay, open, out of the closet. . .

We were having some racial issues. . . . How can we really work together
for social transformation if we arenot
on our thoughts about sexual orientatittren how are we going to chose books
for baskets for kids?

Nancy appreciated smart people with passion and wanted the organization to
partner with staff as they assumed responsibility for their own success and that of their

area. She also appreciated hatwers worked with her personal work style.

| want you to know you will be able to express your genius here. . . . | take great

pl easure in being the silent, secret, p
| am scattered in my thinking; | amtuitive and | am fast. | need people

who can interface with me who can get that, who can follow me . . . pick that up

and translate it into |linear for the pe

with logical sequential people. Just shootmelnéat do it .

Power and its use were a source for continuous learning and consideration for

Nancy. She understood that with leadership came @owaed consequences.

| remember flirting it used to be that every interaction | had with a male was a

flirtation. .. . When | was 22, it was about bei
demure as a |l eader. You canét both go f
It was a tough thing to | et go. I
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The profile for Nancy is summarizéa Table 414.

Table 414. Summary of Profile for Nancy

Specific outcomes, behaviors, and

Event Learning outcome(s) characteristics
9 Teachingin | Perspective change: immersed in i Learning mindset
the innercity foreign culture; personal and 9 Ways of learning
schools; professional framework challenged

development

and changed

1 Enhanced clarity: values
9 Motivation: intrinsic

of ~a 19 Values challenge/change , ,
model o H Ways of Iearnir?g 9 I Results orientation
learning to 1 New knowledge and skill T Importance otontext :
read 91 Development of professional
framework for reading
9 Program 1 Perspective change: success not 9 Importance of context
rejected as always a guarantee; power of those

part of overall
school
curriculum;
started own
company

charge
1 Increased autonomy/power
9 Values challengefange
9 Increased confidence

9 Enhanced clarity: values

91 Development of professional
framework: leadership

1 Relationship
with husband
as partner

1 Perspective change: becoming
vulnerable and willing to change;
learning to be supported enmitally

9 Handling conflict
9 Ways of learning
9 Giving/getting support

1 Ways of learning
1 Ways of leading
1 Values challenge/chan

9 Emotional development

ge

Y Communications
{ Influence skills
9 Value of trusted partnership

Transformational leadership behaviors

Transformational leadership characteristics

9 Communications: Developed structures
that involved and engaged everyone in t
company

1 Credible: Saw going after ideas regardle|
of relationships a
over f e a davouldatant forehe
best ida even if it hurt her husband/
daughter

1 Caring:

9 Creative: Was fierce and creative about
getting ideas out and acted upon; create
structures to facilitate the movement of

good ideas across the company

1 Confident: Considered her role as discerning t
bestideas; decisive

1 Follower-centered Designed organization to
facilitate autonomy in that hours are flexible, n
signing in; the organization was a way for staff

build their personal
9 Visionary: AEvery ki dvereading
|l evel 60, social transf

and outside the company

91 Principled: Built safe community for diversity;
worked on mindsets as a form of integrity; set
structures for alignment and communication

Other behaviors and characteistics

I Rational/analytical




Profile: Jack

Al believe i n t Beveyandhavar roleddplay, busnbone heor y
is always out front. o

Jack is the chief executive officer and president of a telecommunications
company. He is married but has naladten. Jack grew up in Ohio in a family of four

boys. His family was not poor but was stretched.

Transformative Learning Experiences

From his earliest days, Jack believed he was being prepared for leadership roles.
Although Jack was shy and absemhded his parents set a high mark for him and then
reinforced his capability. There were always boundaries, but they served to create a sense
of consistency in the familyn high school, Jack got his first taste of leadership and
became enamored with his fitaste of getting recognition for success. In a group where
many in the choir were far more experienced than Jack, he was soon drafted into a
leadership rolelf high school was the introduction to leadership and leading, college was
the laboratory. At Oilo State University, with its 55,000 students and 480 student
organizations, Jack had the opportunity to become involved. He viewed college and his
experiences as a way to fAimeet girls, o add
choosing to bedivity chair for the Student Union and having someone who saw his

potential.

One of the things the [student] union director is responsible for . . . [is being like
a | pied piper in a university. . . . Mo
remgni ze greatness in you.o

16C



Getting Athe bugo for | eadership and it
leadership roles in several organizations as a young adult. His cumulative transformation

came from opportunities t hatghthewouwdhave.g ki d

... having all those experiences compressed in 3 to 4 years, getting what | would
call Athe bug for | eadership,o0o . . . ta
done, being recognized for acdchanged . : Do
person because of my math professors?o
... [of] being involved and running the activities.

These experiences collectively left him with more clarity about leadership, how to

advance goals as a leader, #melvalue of having strong talent and ssHrters.

| felt that feeling of moving up to the leadership role and enjoying the fact that |
went from being in the group . . . to the head of the table. . . . For the most part,
people who have been pulledarthese kinds of [things are] usually sstérting,
go-getter kinds of very interesting people. . . . [This is] one of the things that
attracted me to leadership activities; . . . these were cool people.

Jack was once again enabled to transform whenasdowought into a high
growth organization to potentially fill the chief executive job. Another individual in a
hightlevel role, also viewed as a possible successor, was eventually promoted to chief
operating officer. Jack took the high road, opting t@refm and support this new

executive. The results were not what he had hoped, and everything changed quickly.

Two weeks later, my life was being made miserable. The other guy was one of

these guys that [believed] . . . if you are the other guy, you beusgainst me. |

had the meeting with him and said, .
AYes, tomorrow. o0 And you Kknow, I |l itera
worl d to, | said, ACan you makewuwit Mond
know?06 And very few know why and what h
probably one of the most devastating [experiences of my life].

Jack was thrown into a period of seltamination. Up to this time, his experience

was limited to very positive leaderphsituations and outcomes.
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|l 6m trying to figure out what happened.
di fferently? [1] had only done really t
really have a lot of perspective. . . . | was humble through all ofithatm st i | | a
boy from Dayton and understood kind of where | was and | participated, used my

model [the school of fish model], the m

of an environment because . . . the sharks are out in those kinds of environments.

In other situations where the complexities grew and where the challenges were
enormous, Jack was also able to transform. A company where he wadevbkidgbader

failed publicly partly due to the leadership believing they were the best.

Your ego does dded a lot by the [previous] role. . . . [Company] had a
spectacular fl ameout . . . A lot of wh
hear it; . . . they were the best, they were going to be the Fortune 10 company. . ..
You cané6t havendtlt iodeatse lowndaries bet\

The idea of overeliance on a set of capacities became a source of examination

for Jack. What ways of thinking needed to change? He had always been able to arouse

the crowd, but was that enough? Was he able to toakg calls when it came to

people?
[l changed the amount of communicating.] | was so excited about the effect | was
having on people, and | was spending too much time enjoying the effect [rather]
than getting the resul ffectanyiorer eal | 'y don

[ I'] have become tougher: |l didnét d

. . . we were having fun, so what was the point of breaking up the team just to get
a little bit more out of it?

0
e

He needed to broaden his awareness; speed, decisivanésgvigating the
political waters became increasingly important as his scope of leadership grew. After
coming out of the higly r o wt hlgse dotacanddra, where succeeding required
different kinds of capabilities, Jack learned what it took whentprakre harder to get

and success required more precise and intentional leadership.

[Failure] set me up to act more quickly and decisively when speed and focus
would really matter. [| became] more conscious and more balanced operationally.
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[l was thinkirg] . . . of course | am great at that. . . . Then suddenly coming to
grips with [the fact that] you kind of
really interested in the financial statements as you probably should have been. . . .

| had a hardime dealing with superiors. . . . | am such a strong [person].
... In my school of fish theory, [no one] is my boss. . . . But when | got to
[company], | [was] a lot more aware of this board, . . . about sucking up to all the
right people, . . . you kow, building the trust necessary so that as a CEO the trust
will be there for the long term. . . . | know I can survive in tougher situations . . .
that might have really thrown me for a loop 5 or 6 years ago when | was in my
doeeyed initial leadershipl pm] more confident: | deal with positives and the
negatives but dondét worry about them to

Transformational Leadership Behaviors and Characteristics

Jack developed a theory about leadership derived from his many experiences that
actedassi operational vision and gui de. He <cal
everyone has a role. Each is attuned to the other so that subtleties are picked up and acted
upon. Key values and important competencies are expressed in this theory, gnicisdin

deep respect for people.

| see our organization |Ii ke a school of
fish is me? | dondét s ee -basedstledrfof i n t he
leadership. | have a role like everybody else has a rolgh&/lia has to do with

equality and respect that are values. . . . If there is something that is going to eat

us or something we need to eat, the person closest to it should probably be the
most knowledgeable. In turn, we all ought to be so knowledgeabid aihat
everybody else is doing that we all turn with them without even knowing it. . . . It
should be a seamless communication environment. . . . That requires trust, it
requires a really strong knowledge about the strategic vision and objectives of the
organization. . . . It means that the CEO can have no space between him and the
person who lives in the front [reception] office.

Jack was a very good communicator, and he enjoyed it. He presented well but
also valued the twavay communication that brealswn barriers and keeps everyone
informed. To get across the leadership agenda, Jack also utilized written communications.

He saw that it made a difference and appreciated the influence it had on people.
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Communi cation i s abouwwaycomrkunicagod atwe e t her
way flow of information in which both parties end up understanding at the end the
same sort of things, and it can be a give and take. | think | am a good listener.

| would constantly try to break down [barriers]. . . . | wantesuigprise
t hem, I wanted to shock -mmahielm nignthoi nsda yh enc
had been through the dot.com bust and the hubris that happened.

Teamwork was a component of organizational success for Jack. While he wanted
to ensure that individlidiversity was maintained, the alignment of the team toward the
good of the whole was a requirement. He believed that breaking down old mindsets and

reformulating a shared view of the future created bonds.

| dondt want all t e butlidewantthem swimmimgsns ar i |
the same direction. . . . We have to act like a team. . . . | want to make people
accountable. Everybody contributes to the good of the whole.

Jack became more critical in his approach to talent, understanding thaiaden

a commodity that sometimes fit and sometim

At the senior leadership [level], perspective . . . is much more important, . . . the
attitudes of people opposed to their approach and experience. . . . | have seen a lot

of absolutely critical pople be changed out and nothing bad happens to the point
that | am not scared of [changing peopl
[ changing people] has happened and itods

With the depth and breadth he developed, Jack ¢birld across multiple
dimensions, and this contributed to his way of leading. He gained enouglaetiness

to know what he is good at.

| dondt know how pperogptive .. dhow they besoimed ar e n
leaders. Maybe they do it analytically. candét | magi ne what t ha
not very good analytically. . . . | am constantly thinking about a million things,

and my job has been to sort all that out and to try to get it a little bit more black

and white. . . . | am seeing all the gemyd the trends and the actions.

The profile for Jack is summarized in Tabld 3.
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Table 415. Summary of Profile for Jack

Specific outcomes, behaviors, ang
Event Learning outcome(s) characteristics
9 Cumulative 1 Perspective change: how to bq | Leadership framework: how to
leadership roles in  leader; value of leadership; motivate others through
high school and broader perspectives communications; getting things
college 1 New knowledge and skills done
1 Increased confidence
1 Being asked to 9 Perspective change: not 1 Leadership framework: from
leave highlevel automatically successful or success and recognition to
role after losing positive competitive and difficult
out to a new chief| § Self-awareness 1 Organizational savvy
operating officer | ¢ Emotional development 1 How to reflect
9 Company 9 Perspective change: removing| { More balanced and multiple
ifl ameou]| blinders, need to attend to perspectives
broader scope of issues and | § Focus on results
concerns, no oveeliance on | ¢ Toyugh minded
communications _ 9 Tougher on people; more
1 New knowledge and skills demanding
f Confidence 1 Acting quickly and decisively
f Seltawareness 1 Building trust/influencing
i Organizational savvy
Transformational leadership behaviors Transformational leadership characteristics
9 Communications: Opened lines of 1 Confident: Provided opportunities for people
communication at all points in the to act; acted decisively
organization; broke down barriers; focus| q Follower-centered Person closest to task is
on communication, listening most knowledgeable; others should follow
7 Credible: Trusted i n o]9Visionaryy Vi sion as a df
the same direction; granted othersopen| f i s h o ; enacted ful]l
access to him leadership
{I Caring: Respected people; each had a | § Principled: Focused on teams/teamwork as
irol eo mantra; developed teams and worked at
9 Creative: alignment
Other behaviors and characteristics
9 Team mindset change 1 Critical thinking
Profile: Seth

Al am not a Cl ykedep pullirgdayinanddayout...llanc an 6t

bY

more of a sprinter.o

Seth has been an executive with a national nonprofit mental health operation for
almost 30 years. After various roles at the executive level, he was most recently in charge

of strategic and mrket planning. Seth is in his second marriage and has several children.
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Transformative Learning Experiences

The overall context of Sethés early |if
Growing up in a steel mill workinglass section outside of Ritturgh, he loved sports.

Seth was a wrestler in high schéalntil a terrible accident catalyzed learning for him.

| remember looking up at the clock in high school and . . . both pounces just

cracked the [arm] . . . like a sledge hammer. . . . The switieaitwere there

watching this thing heard [it]. . . . One threw up.

Sethés motherdés side of the family had

over Setho6s initial enbajcehcot,ido nhsi st hmeott hgeorl fp rwe

upthesporand it changed Sethoés I|ife.
[ My mot her] said, @Al am going to have U
Al 6m not playing any golf. 0 She said,

my arm was okay, he took me to the . . . local public @urs to hit golf balls.
And | fell in |l ove with it. I actwually
in the summer for weeks on end playing golf from morning to night.

For Seth, playing golf became a metaphor for his growth.

| approached [golf] ampletely as an athletic event. . . . If there are trees that you
could hit the ball over, | tried to hit it over the trees. . . . I would do it out of the
thrill of i1t, but | wasnodét trying to wi

Seth was good but not good enough to win agajolfers from the expensive
country clubs. Even though the others were not as athletic as Seth, they seemed to know

how to play to win. He began to examine his approach.

All of a sudden, | can see these guys . . . that played the odds and understood thei
own limitations. They could do better playing less than | could because | had to be
so athletically on top of things and so warmed up all the time. . . . So | started to
see that, and that was a pretty significant thing. . . . You had to really think in
terms of 18 holes or even like the pros do . . . you have to look at it overall.

Sethdés game vastly improved; he got to
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Anot her event proved instrument al i n Se
The emotionalityvas amplified by the overall context of his life: his fatirefaw was a

high-powered executive where he worked. Seth considered his options.

Could I move back to Pittsburgh? Very seldom in my life did | ever really know
what | wanted to do, but . . . thaas a watershed 6 months. . . . Do | run [from
the job] or do | stay? | wanted to stay, but it was a lot of pressure.
Seth stayed and began to work through a complex and difficult relationship with
his fatherin-law. It caused problems, and yet theyistiwor ked t oget her in

kind of way where he worked . . . actively

came to appreciate who he was, with additional perspectives.

| was really trying to fortify myself to find my own person. . . . After theocte,

what emerges is the personality you knew you were before. | started feeling pretty

good about myself, and | started experiencing, not intellectually but more

viscerally, what | was like before | got married, . . . [what] | liked about myself.

Throughout his life and his leadership, Seth continued to learn and apply what he
learned. He came to see his part in his failures. At one point, he was promoted and ended

up not doing as well as he would have liked.

When [my boss] told me that | shot myselfi t he f oot , I said: AV
mean?0 He said, fAWell, youbre just too

| felt like through the force of what | could do, personality, eventually everything

would be fine. Through my failure . . ., | realized that how not to win friends

and influence people is to go in there like a big shot that knows everything.
S e t h Gasvareness$ dnd setiflection continued, and he supplemented his
experiential learning with more formal learning. He read up on managehs®ry and

became interested in systems thinking. He began to see his own role more clearly.

| thought: God, what a bonehead. . . . Then | became more reflective after a while;
| had an epiphany . . . how to work with the team and how to develop adeam
put it together in terms of what the component parts needed to be.

| was sort of growing up professionally [and] | saw the way a team really
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needed to work . . . what the issues were. . . . | started to intuitively understand
how systems work, andeh | started to push myself. . . . | started to then be more
introspective about how | caused i ssues

Transformational Leadership Behaviors and Characteristics

Seth expressed his leadership in ways that were out of the box, dggecihle
mental health industry. His penchant for looking at the overall system and challenging the

status quo led to a different approach for the organization.

| started to read more . . . outside of our own industry. The mental health and
mental retadtation industry is very narrow in some ways. . . . | . . . started to take
characteristics from . . . pharmaceuticals or technology. | felt our organization
could be more marketing focused . . . and that we could grow, . . . which would
then increase ouldxibility and allow us to hire more creative people.

Understanding what to do was one thing. Getting it done, though, required focus,

which then cleared the way for action. Knowing what not to do was also important.

You had to take initiative to makethe@ changes, and thatodés w
work. | realized that there were really three or four really important things in the

midst of 30 things being discussed in a management team meeting. . . . Just letting
sleeping dogs lie for a few dayknowing wherto do that and when not to do

that was the strength of our management team.

The diversity, identity, and competence of the management team was a hallmark
of Sethdos | eadership. He worked at develop
for the creatie outcomes of a fluid set of relationships. His intuitive capability helped
him understand the dynamics, and his-aglareness led him to select not only those who

would fill gaps in the organization, but those who could compensate for his weaker areas.

The whole realization that golf was very much a systems approach: . . . |
understood that in business, too. | needed those kinds of people. | needed them for
the team, but | also needed them for myself [to compensate for my deficits].

I didnoti mausns tchey biucs and day out the
like golfd | love playing in the wind one day, | loved playing [when it was]
overcast. | realized that me liking variety was either a deficit or a strength at
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work. | will tell people:  am not a Clyddsa | e : : : I
day out. . . . | am more of a sprinter.

The temperament and climate on the management team added an additional

dimension. Seth wanted to lead the team based on who he was and who they were.

| wanted people to bmotivated to work for me because of who | was as a leader
rather than station or position. [The other] huge piece of what made our
management a team, a really cohesive team, was that we agreed to argue but
recognized when we really needed to work reaitpredy. | know some people

say you treat all your troops the same. | never quite bought into that.

Even though Seth was in strategic planning, he understood that events unfold in

unexpected ways. He developed a healthy admiration for contingencies.

Things candét really be planned for, and
real planners. . . . Yes, we do planning, but we realized that this is going to get us
20%, 30%, 40% of the way there. l'tds a

scenario or contigency planning. That [kind of thinking] came out of my own
personal epiphanies when things would change like that [snap fingers].

The profile for Seth is summarized in Tabl4d @l

Table 416. Summary of Profile for Seth

Specfic outcomes, behaviors,

Event Learning outcome(s) and characteristics

9 Takingupgolf |fPercepti ve changg¢qy Strategy: how to play the

after serious
athletic injury in
wrestling

the power of athletics alone; systems
view; looking at opportunities and
deficits and orchestrating wins

9 Professioal framework

1 New knowledge and skill
9 Self-awareness

i Values challenge/change
9 Increased confidence

percentages
1 New ways of doing things
1 Clarity: limitations and
strengths
9 Enhanced comfort with risk

9 Learning from external
sources

9 Divorce and
continue to
work with ex
fatherin-law

1 Perspective change: enabling leng
term conflictridden relationships to by
instruments of learning and success

9 Emotional development
9 Selfawareness
1 Values challenge/change

9 Confidence

9 Courage

1 Working under pessure
9 Influence

1 Political savvy

1 Building relationships
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9 Promotedthen |fPer specti ve c¢ han(9 Leadeship framework
failed in job the power of personality; needed to | § What not to do
build team and organizational streng{ ¢ v/alue of humility
9 Selfawareness
1 Leadership framework
1 Ways of leading

9 External perspective

Transformational leadership behaviors Transformational leadership characteristics

9 Communications: Worked at on®n-one | § Confident: Knew who he was/his strengths
and team communications to build streng and weaknesses; was comfortable hiring an
and autonomy; had fumd open dialogue encouraging talent to go beyond what he wa

1 Credible: Built spirit of team from a place| capable of
of authenticity and who they were; wante|  Follower-centered Empowered team to
to lead because of who he was as a lead| execute on functional details; raised their

not authoritative power perspective to cross enterprise strategy
1 Caring: Built relationships that could sery  Visionary: Took a systems view that
to navigate change; comfortable and considered external views; focused on tloee
suppative of diversity; developed tailored| four important things
motivators 1 Principled: Challenged status quo; built stro
9 Creative: Enabled outcomes to flow out @ teams with outstanding talent; created clima
teams and from relationships there; of creative dialogue and thinking blended wi

encouraged and supported risk for his tei  strategic view/actions

Other behaviors and characteristics
9 Strategic view

Profile: Diane

Al felt | ike we were al/l in it together
Diane was chief operating officer of a nonprofit museum in the throes of
transformational change. The planned move for the museum would mean larger quarters
and a higher profile. Shead been with the organization for 15+ years. Prior to that, she
had been chief executive officer of a professional nonprofit association and had worked

in the public service sector. She was married and had three children.

Learning Experiences

Diane had amumber events that could have been transformational. She did not
describe reflecting on premises so these events, though developmental, did not
necessarily result in perspective change.
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Dianebds first job was with anheakhgi onal p
social policy. She was hired to join the commission based on the fact that she and her
new boss graduated from an lvy League school. His approach was to hire talented people
and give them opportunities to speak out, have an impact, and takd3asksise he
Aithrew people in, o0 they | earned how to wor
contribute. He got great results because i
he would add his input [and] he really took into account whatothp e o pl e sai d. o
Di aneds boss also encouraged others to
and other activities. In addition, he used praise to make sure his team got the recognition
and visibility they deserved. He seemed to keep the focusnaself whenever he could.
Diane attributed this to his low ego needs. The chance to observe and participate this
early in her career was a learning experience.
Diane believed her learning was accelerated by several things. First, her
supervisor spent tim&ith her answering her questions and pushing her to take risks.
Second, he helped her build confidence in her abilities. Third, she believed the work of

the organization had real importance.

He had a lot of confidence inme sohe wéuelv e n wh elmavel di dnoét

confidence in myself, he would give me stuff to do or send me out to a meeting

and say: fAGo do it.o He sort -outof-t hrew m

college kid; . . . I had something of value to offer.

You knew you very definitely conbuted to making a difference in [city]

in the area of health planning.

From Dianebs perspective, her superviso
into a focus for action gave the organization an advaétéige combined best thinking
for approachingssues and solving problems. The feedback loops created the impression

that the leader was soliciting input with authenticity, without any preconceptions about
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the outcome. I n Dianebdébs mind, this was ind

add \alue and have impact.

He was a convener, so | learned early on that one of the ways that you can move
an organization forward or get ideas done is to bring all the people into the room
... and ask them what they think . . . and then from that oftes &tart to fall
away; some of them are stronger. &ppearedo do it without gpreconceived
notion of where it was going to end up. . . . Then everybody felt free to say what
they thought, and | think he got much better results.
Event s i n nBliifaadnaged hep she maoied, had children, got
divorced and remarried. The twists and turns of the dynamics and contexts that evolved
as a result of these events enabled Diane to think through what the best solutions were, to
evoke values that wermportant to her, and to continue to grow as a person. Especially

in her last marriage, she is developing a sense of grounding and trust.

Leadership Behaviors and Characteristics

Dianedbs role as chief operating officer
orgarnzation was changing dramatically. Part of what she needed to do was orchestrate
and synergize the planning for all the departments, stakeholders, employees, and
corporate partners for a big move and upgrade. Not only was this a practical need, but

some sakeholders wanted to clearly see how this change would emerge.

Webre doing strategic planning now. Now
planning . . . but quite frankly, right now our strategic plan is to get open and
operating at [the new lotian]. . . . We know that we need [a strategic plan]. . .
but webdre . . . doing it because we hav
Diane had a strong focus on people in the way she led. She was caring and created

a climate of openness, both aeader on a onrto-one basis and also in the organization.

Her legal training helped her to logically sort through issues and to remain calm, and she
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believed this facilitated openness and approachability. She also worked to be empathetic

and spent time dtening to others.

| 6m calm so that when | get upset peopl
sort of that way. |l think itdéds a better
people feel very comfortable coming into my office all the time sordetimes

itds a probl em, but I think I dm approac

of view, put myself in their shoes. | listen.
The people issues were tough, but Diane found navigating them interesting

because she found people interesting.tSheo ught about things and

The tougher calls are when |1 6vlesohad peo

theyodore at a pretty seniormll enealn; ittloesy e

in some ways to make the call if somebody ialgtg money. Sometimes | have

sleepless nights about it, too, but ultimately you have got to go with your gut.

Respect and concern for others were a ¢c¢
actively and explicitly showed caring. For Diane, using failamed missteps as a way to

open the door for coaching reflected her fundamental béliefh at fAno one is p

including her, and that in general Apeopl e

| pay attention. | walk around a lot. | wander around the office. . ant o hear

from [staff]. . . . | guess my leadership style is not to be critical of people all the
time. Some | eaders tend to be very nega
very motivating for people who work for me.

Diane valuedkdadoi silye imewaér woanted to gi v

her job and role.

It is satisfying sometimes to write a grant application or if you are having a

meeting, to do the agenda. Sometimes | think leaders get very removed from real

wor k. . . f.arl fr eyrowéerde ytbyo W ochdn 6thavwav e ny
sense of the time that it takes to do it or the complexity of it.

Credibility and integrity were important to Diane. On a personal level, Diane

connected credibility with telling the truth, even abbetself.

17¢



| also think itds important as a | eader
when | screw up, I always say up front:
did. o First off because | want pdtanhe st a
to do that. . . . | think it makes me more credible, not less credible. | have stopped
pretending to, if | ever did, to be perfect.

I ntegrity is hard: thereds a million
all the ti me. Imie.My husbana actually helpspne with thatt t o

because | can come back home and talk to him about these kinds of issues and he
can sort of help me kind of see my way through them.

Diane believed in developing others with-ive-job challenges and in helping
them learn from experience. Building leadership bench strength at a number of levels was
a part of what Diane cared about. Having visibility was a consideration for Diane, and

Aone of the problems in being theidbeéeomwmd p

| try to give the staff opportunity to do presentations, talk to board members, chair
the committees, run their own departments. There are a couple of reasons. One, |

think itéds I mportant for everybodyds pr
the people that work here are younger. How are they ever going to get the
experience of doing that if they donét

While Diane was inclusive when she could be, she was confident in her ability to
make a fast decision and stand by it. Stegpip to decisions involved courage and a

willingness to be wrong, and she encouraged staff to be more confident in their decisions.

| dondt spend a | ot of time sort of hem

people that work for me, so if they comente with a recommendation that seems

reasonabl e, | generally say, AnGreat . Le
Most decisions are not irrevocabl

do stuff, then you know then the organization déesn move f or war d. I
never criticize somebody for trying som

Diane was rational and maintained a degree of objectivity. Being objective
allowed her to get to the heart of things and reserve judgment about people; it also

influenced how she saw the boundaries between work and life.

| also dondét overly invest in people. |
me and what they do. I dondét try to mak
best friends here. It would be harddm in my position anyway. | reserve
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judgment about people. | think that the workplace has room for a wide variety of

peopl e.

donot confuse the

Diane experienced a degree of conflict in her role as a leader. Sintadsheen

fbatteredodo i n her

role as chi ef

appreciated not bearing the whole burden of the organization on her shoulders.

execut i

perso

vV e

One of the things that was initially attractive to me about this position wai that
was not a top position. | came out of a place where | had been battered as the top
person. . . . Although | thought | had done a really good jobuilt itd we had

12 or 15 people when | left, but | didn
| wanted to be part of the team. . . .

You know, when | was a little kid | used to be like picked all the time to
Aruno stuff. . . . |l used to someti mes
charge all the time and fhHeypack?obylwdra 6t |
.. . teachers always giving me the responsibility to run this thing or to do that?

You know, here | am 58 years old, and i

The profile for Diane is summarized in Tabld 4.

Table 417. Summary of Profile for Diae

Event

Learning outcome(s)

Specific outcomes, behaviors,
and characteristics

9 First job out of college

9 New knowledge and skill
9 Increased confidence

1 Project management
1 Organizational understanding
9 Vale for prosocial mission

9 Having children and
current narriage

9 Emotional development

{ Work-life balance
9 More caring

1 Trust building
 Communications

Transformational leadership behaviors

Transformational leadership characteristics

9 Communications: Listened and paid
close attention; had open door and was
accessile

9 Credible: Told the truth; integrity as a
subject for examination and discernmen

1 Caring: Took time to solicit feedback an
opinions; empathic

9 Creative: Was willing to try new things tq
create forward movement; encouraged

others to try new things

1 Confident: Was confident in her ability to mak
decisions

9 Follower-centered fAPushedo p
by giving them big projects and responsibility

9 Visionary:

1 Principled: Promoted shared values (integrity|
and openness) as organizational guides for
action

Other behaviors and characteristics

9 Analytical

1 Project planning/operational skills
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Profile: William

AMy approach: strategy, execution, and
William is the senior vice president and manggilirector of a global chemical
company, where he has worked for 8+ years. Prior to this role, he worked in similar

industries in finance and general management. He is married with several children.

Learning Experiences

William decl areéndét hlhavédeamyeakiydsiof e:
would describe as transforming. His temperament was even, his approach to life was
rational, and his professional framework was founded in analytical decision making. He
did describe learning experiences thataverd evel opment al . Wil | i amd:
youth was that it was somewhat uneventful but pleasant. He was operating at an
acceptable I evel. 1t seemed I|ike everythin
... and just kind of moving along andt taking things too serious, and my parents were
pretty hands off . 0

One dayhis father decided to gently intervene, asking himtot e p ThHist up. 0
discussion was instrumental; his father was asking him to raise his expectations of
himself and, alongvith it, raise his performance. He was not only surprised at thinking
through his performance levels and the consequences of them, but more than anything, he
was catalyzed by the idea of disappointing his father, and he took action to advance the

goab hechanged his study habits.

It clicked that as long as | apply myself and work as hard as | can, | can do as well
as anybody, and | didndét have that befo
realize that before or didndét think tha
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The change in process worked. William began to achieve and get better grades,
and he was placed into more advanced courses. Although he believed he was not as
naturally smart as some of the kids, he came to understand something he still values
today: hard wik is important to achieving goals. He began to see himself as someone
with stronger capabilities, and from then on he understood that if he worked hard, he
coul d eomthatpaint oii,F. . | was with the smart kids in the class and | ended up
gettng straight AOGs and | prett yhemanmettiongot st
between hard work and getting results set a standard for achievement for the rest of
Williamds | ife.

William was in the oil industry at a time of great opportunity areagtransition.

One change brought a unique opportunity to William; he and his wife were asked to co
lead a small business segment in Pittsburgh. The business unit needed to change to be
successful, and their joint goal was to create a faorignted culire and change the
mindsets of the people in the business.

Williambébs focus was the financial side
responsible for the commercial side. The opportunity was unique because of the stand
alone nature of the business umtahe chance to actualize the complementary skill sets
that he and his wife brought to the organization. This move was good for the

organization, for William, and for his family.

They [the executives] were in a meet.
tackle this?0 And so | think it was |
whole different complementary skill set than | have, and [they thought] the two of
us could go there and make this happen.
very p@ple oriented and can really build camaraderie and things like that. . . . It

was great to work with her. . . . She was way better than | am in getting

organizations to go into a certain direction and get people to feel good about

things.
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William stretchechimself in this role. Many of his assignments had been single
contributor roles, and he was learning how to be more effective across an organization.
When it came to talent, William was able to sharpen his skills. Being able to assess
people and developeellence proved critical to execution of strategy.

Having his wife to rely on for help in areas where he might not be as strong
became a way to extend his learning. He has continued to rely upon key people to help.

He understood the value of having aatse team with an array of complementary skills.

ltds great to be with different people
one another, as long as you understand those styles. . . . Like [name], for example:
| would rely on himalotto helpen out with maybe those th
[strong with].
To accomplish change, William needed to get alignment across the organization.

He was able to be successful in part because he took the time to educate people about

what was going on in the businesglabout the importance of their contribution.

This was a business that was losing money, so we started trying to educate people
[about] . . . what was happening here, why were we losing money, and how we
were | osing money, anthemoheyandtodakeitimapor t a
certain way.

Leadership Behaviors and Characteristics

William enjoyed creating value and making a difference in turnaround situations.

What really gets me excited, whether it
situation, isto take it to another level, to create significant value. And again |

dondét think it has to just be | eading a
well. . . . Most of my experiences have been trying to . . . create a lot of value, and

| can thinkthrough everything . . . and be very specific about [how to do] that and
make a big difference.

William had a philosophy that has emerged over time and through having success

in different scenarios:
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|l have a slide when | 6 mlefandstsfft|talkabeut i ng p

three words: strategy, execution, and people. . . . | expound on those; . . . basically
all of these are important. You have to have a good sound strategy, and then
obviously youdve got t o exkgoodpeoplaue | I an

William was creative in the ways in which he thought about the business and
encouraged appropriate risk that could preempt the competition. At the same time, he was

disciplined about getting results.

| 6m verorirertudd . $-radhgup t rheetr ead sr detter peop

that, but | think I édm a guy who can | oo
put the right processes to execute against those plans, get everybody going in the
same direction, modnoiitnogr iatn.d Amadk el stuhrien ki
in the way | think about our business situations and the way we can go about
improving it.

| feel very accountable for meeting things and goals and getting results.
... If you ask my boss, our CEO, you knowilthk he woul d say: #dAl
give that to William.o

William was confident in the way in which he approached leadership and in his
ability to get things done. He found that getting results was a way to build confidence and

credibility in the team as well

|l 6m confident because | 6ve al ways been
|l m thinking of a guy, heds no | onger h
a leader, much more charisma than | did. He could get people in theeshort

feelingreally good, but then things would fall apart.

Determining where to go and how to change to get there was a starting point.

With strategy, | think a lot of it starts there: . . . you look at your business situation
and where you fit in the marketplacedarersus your competitors and how you
want to change. . . . Youbve first got
generally anything | 6ve done . . . has
together strategic plans with my group, not in isotat
In general, William believed in the team approach. He underscored the

importance of teamwork, believed in the value of synergies andfendigation of

ideas, and cared deeply about a focus on organizational goals.
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I reall y bel iletstogetd aseonelandewtrybody haa got to
help each other out at times. And | go out of my way to promote that behavior and
to make it happen. And actwually | think
starting to succeéeed atot aldm nhtereayieng
| definitely dondot have time for peo
ask my direct reports, they say | really overemphésize dondét know i f t
would say | overemphasize, but they would say | emphasize that.
William used astrategic approach when it came to understanding what the
individual members of his team needed to be successful. He talked with people on an
i nformal basis to gain a sense of the dApul
with his team members drtheir projects. He then devised the right approach for that
person. He did not shy away from confronting {8smexpected performance but was
sensitive to not embarrass people in public.
Getting good information was integral to William. He used itdeveloping
strategy at a number of levels. Again, he relied on communicating with people. He knew
that i f he didndot understand the business,
was important to adding value in the right ways, but it creatatioethips that help

when it comes to execution. Because he would not want to promote his individual

agenda, he clarified that he was part of the team.

As a CFO | was trying to either develop credibility with the business heads

because [I wowlt@odn&tayWwant wt©londt want t hi
[ guy] . . . . |l 6m a team player, l 6m not
somet hing, itoés for the good of the bus

William was a leader who used a variety of channels for learning. He dearne
from his wife and observed others. He valued and reflected upon the opinions of others in
the organization and brought in experts when there was a need.

William was now reflecting on whether and how his style had changed. He
received some feedback andsithinking about it to determine the right approach.

18C



| was actually reflecting on this. . . . | find myself maybe gravitating in some ways
more towards more of a rant and rave [emotional style] or [one that is] different
from at least where | was. | mehnd m

[in that direction].

not ther e, but I

The profile for William is summarized in Tablel8.

Table 418. Summary of Profile for William

Specific outcomes, behaviors, and

Event Learning outcome(s) characteristics
9 Father caofronts 1 Perspective change |  Values clarified: hard work leads to
him about 1 Selfawareness excellence

achievement;
changes habits

9 Co-leadership (with
wife) of small
company

9 New knowledge and
skills

9 Ways of leading

1 Collaborating
i Organizational alignment
9 Talent assessment/selection

1 Leadership framework: strategy,
execution, people

1 Educating/communicating to workforce

Transformational leadership behaviors

Transformational leadership
characteristics

9 Communications: Communicated with direct
often; educated w&force on what needed to
be done

i Credible: Was responsible; did what he said
he would do; got results and could be held
accountable; built partnerships based on
knowing the business

9 Caring: Was sensitive to communicate/
confront oneon-one

9 Creative: Wascreative about risk and ways @

thinking in business situations

1 Confident: Was able to deliver on goals;
wanted others to be confident in his bein
able to reach goals if he was their leader

1 Follower-centered

i Visionary: Expressed as strategy,
executionpeople; knew how to put plans
in place

1 Principled: Had a results orientation; was
disciplined; collaborated as a team to pla
focused on the good of the business

Other behaviors and characteristics

1 Adding/creating value for the business
9 Organizational alignment

9 Business turnarounds

9 A learning mindset, but instrumental not transformative learning (more observing and co

learning than reflective)
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Profile: George

ANever build a wal/l until you Kkaeeow what
walling out. o

George has been with the same pharmaceutical company for 20+ years. This
company continually downsized, and organizational change was common. Recently,
George moved from being a director to being a manager in the technology arena within
the sales support function. His family of origin was Japanese. George had four children

from his first marriage and married for the second time about 2 years ago.

Learning Experiences

From an early age, George wasamiyhar dwi r e
being successful was a fundamental driver, and achieving academically was the avenue
that would lead to future success. In high school, he excelled and in college his life away
from home was a blend of working hard and playing hard. When it waddimseorge
to get a job, he was able to refocus on doing what it took to be successful.

George had some experiences that could have been transformative for him.
Although he learned from his experiences, he did not critically reflect upon them at the
assumption level and did not integrate his learnings into a revised framework. He is
currently in an ongoing dialogue with his current wife who poses questions meant for his
reflection. It is too early to tell if this will result in transformative learningyvéeer. The
text below briefly describes his learning experiences followed by the leadership
characteristics and behaviors he believes he has.

Early in his career, George worked for the kind of company where developing

peopl e was a c u lcdraerbeghnimsales,rand thére loerdeveloped an
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intellectual understanding of the selling process and also had the opportunity to be
coached by sales leaders and experts. He learned practical approaches and ways of
looking at things that enhanced his k&itd broadened his view of the selling process.

The leaders in this company were expected to develop people and were rewarded for it.

Back then . . . it was all about having a conversation. [Name] helped me to

understand the businéssvhere the potentialpportunities are, how to think

bigger than just the basitsand my managers just took me under their wings. |

think it was part of the culture back then. . . . you are made aware of a whole new

perspective on things that takes you to your next level afileguand creativity

and joy in the experience. That is what | get with these twodgsgme joy.

Over time, the company began to change. As downsizing continued to occur,
George began to see changes that i nfluence
had developed a cadre of trusted leaders, coaches, and colleagues over the years. As they
began to be displaced, he felt that loss as a change in values of the company. Developing
others was no longer valued as highly. Delivering the results, though am@gdant,
became even more of a driver.

Then, Geyear ariage bdgan to fall apart. His perspective was that

although his home | ife had | ost some of it

shocked when his wife filed for divorce:

For me, itwas a personal blow. | realized that | had on blinders and that | needed
to take them off.

For some time after George and his wife separated, he continued to focus on his
work. He also worked hard to stay connected to his children and to have some semblan
of a family life with them.
Georgebds journey waasotiarc cheil se rlaitfeed: bfiyl whnal

every other weekend and | was very |l onely.
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anniversary and, while there, connected with a frifimils serendipitous meeting proved
to be catalytic for George. His friend introduced him to online dating. She said that she

had been using an online dating service with great success and suggested he try it.

For George, meeting his current wife was deeep ment i n action. 0l
[name], | had not considered what she asked me. . . . She asked me if | knew how my
actions or inactions might affect people. o

this woman became a highly trusted coach, satyiand colleague for his development in
the emotional sphere of his life. She asked him questions that were meant to enlarge his
perspective and to help him grow as a person. George wanted a lifetime of connection

with her, and they eventually married.

The . . . learning . . . has be&en an on
something new every day from her as she introduces me to new concepts, new
thinking . . . Ili ke the Al aws of attrac
...lds changed my |[|ife.

Leadership Behaviors and Characteristics

For George, having a trusted advisor was important. The advisor relationships
were characterized by a lotgrm focus on the relationship. George seemed to thrive

when these individuals acted ihis best interests and growth at heart.

[Name] and [name] and | built a friendship. You know, it is not only that they

have been managers and mentors and that | directly reported into them in different

assignments; they have become friends. . . . Hotions have molded that ability

to trust them.

When George began to reconnect the dots after his divorce, he was filled with
renewed optimism. He knew that once again he might be able to rely upon someone to

navigate with him as he was growing to anotbeel. Just as he experienced joy in his

work in the early days in pharmaceutical sales where he was operating in an environment
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of mutual respect and growth, he was able to create a family life where he was happier
and more balanced. His creative juieee reemerging, and he was pumped for action
and results, but his singular drive for results was mitigated by this emerging perspective.
At the same time, the experiences left him with a heightened sense of compassion
and empathy for others; he understoow e | | how I mportant it was
Because he had been through a lot himself, George was cognizant of what it felt like to
face confusing and conflicting situations; he was able to help others understand not only
the what of change, but the wiHe was able to help others focus their attention on the
greater good in this case, the greater good for the compaagd turn some of that

frustration into having a more open mind.

If you are approachable, if you feel comfortable going up to that peasanif |
were in a leadership position, | would want people to have the ability to come and
talk to me and ask me questidnsither on a professional or personal level.

|l had this quote in my high school vy
knowwhaty ou ar e walling in and what you ar e
through time and how many walls and barriers you put up. | think that what | have
learned today is that as a leader, just tear down the walls and move forward with a
more open mind. ...There are great things out there.

In the professional arena, George was continuing to drive for results. He was
haunted by conflicting concerns. As the company continued to downsize, he was required
to do more and more tactical work. He wondered whetteenewer bosses and superiors
who had not shared a long history of accomplishment, growth, and friendship with
George saw him as too tactical. This dilemma absorbed much of his energy and focus, yet

he continued to go in every day and try to deliver xpeeted results.

So, for example, when a process needs a rework, | look at those types of

challenges as opportunities. Maybe | am misleading myself to a certain degree.

When | approach all kinds of work as an opportunity instead of a challenge, | may

gett oo caught wup in the tactical pi eces a
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Recentl vy, Georgeds frustration reached
working on for almost 3 years had been sidelined due to a merger. At the same time,
although he had beext the director level for some time, his title was changed to
manager, signifying a change in scope. While George was good at refreshing his
perspective and understanding how these kinds of things go in big organizations, he was
working at coming to termwith this latest development.

The profile for George is summarized in Tabl&3t

Table 419. Summary of Profile for George

Specific outcomes, behaviors,

Event Learning outcome(s) and characteristics
9 In a management 9 Ways of doing things 91 Developing trusted advisors
development program, 9 Values challenge/change | { Working with bosses to

changes in culre occurred, | ¢ New knowledge and skills | develop
resulting in downsizings and

other changes

9 Divorce 9 Ways of doing things 9 Creative risk; trying dating on
line
9 Remarriage 9 Emerging perspective 9 Increased optimism
9 Emotional development 9 Increased compassion
1 Increased creative energy
Transformational leadership behaviors Transformational leadership characteristics
i Communications: Was approachable and | § Confident:
willing to havea conversation; not as a 1 Follower-centered
leadership activity q Visionary:
1 Credible: 1 Principled: Helped others focus on the greate
{I Caring: Was compassionate and empathic;  good
capable of trusted relationships
9 Creative:

Other behaviors ard characteristics

9 Sales skills
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Summary

The within-case analysis described the context, transformative learning, and
transformational leadership behaviors and characteristics of all of the participants in the
study. The analysis was a reduction of theaadkesigned to provide descriptions of the
unique circumstances, events, learning, and leadership from the perspective of the
individual. Each case was different, yet each yields information that contributes to

themes and categories noted in the next enapt



CHAPTER 5:

CROSSCASE ANALYSIS

This section provides a cresase view and draws on the cases to provide data
that inform a broader perspective and to produce aggregate themes and assertions (Stake,
2006). Of the 20 original participants inthe stuoyp e was a pil ot , and t
information was not considered part of the study. Of the remaining 19 participants, 18
described significant events that could have led to transformative learning, but for 3 of 19
participants transformative learnidgd not occur. Two individuals described learning
that was incrementally developmental, but not transformative. One individual described
events that could have stimulated transformative learning, but he did not appear to have
reflected on them and theregodid not describe outcomes that suggest transformative
learning had occurred. Thus, where relevant and possible, all participant data are
described. However, in some cases, because certain circumstances relate to
transformative learning only, such agstormative learning outcomes, two groups have
been identified: the transformative learning group (16 participants) and the non
transformative learning group (3 participants).

This chapter reviews themes related to transformative learning and to
transformational leadership behaviors and characteristics. For transformative learning,
separate sections cover the themes from Mezirow (1991) that were relevant in the data:
stimulating event s, reflection, and outcom

theorydiscussed 10 steps, no participant experienced all 10 steps.
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Transformative Learning: Stimulating Events

In this study, 19 participants described at least one stimulating event; these events
fell into six broad categories: early career (17 participalifis)i;changes (9 participants),
work-related role changes (13 participants), immersion in other cultures (3 participants),
challenges to self/identity/framework (17 participants), and laogdée business changes

(11 participants) (see Tablell.

Table5-1. Types of Stimulating Events

Work - Challenges to
Early related | Immersion framework
career/ Life role in other Business
Case life changes| changes| cultures Personal | Professional| changes
Olga X X X X
Irene X X X X
Amy X X X X X X
Peter X X X X X X
Frank X X X X
Connie X X X X
Ken X X X X X
Michelle X X X X X
Yvonne X X X X X
Quinn X X X X X
Bob X X X
Lorraine X X X X X
Harold X X X X
Nancy X X X X X
Jack X X X X X
Seth X X X X X
Diane X X
William X
George X X X X
Early Career
I n this study, fdearly career o0 describe

in the participantsd work I|Iife, including

an early leadership experiendarly career events stimulated learning as 17 participants
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encountered a new world of work with preconceived ideas about the way things were or
should be and with their personal and professional frameworks largely unexamined. Their
disorientation involed situations where previous sources of authority as the primary or
only source of framework and context setting for the world of work were challenged, fell
away, and/or were mitigated.

For Quinn, his first job in manufacturing provided him with the elgnee of
working in ways that he had not known much
a manufacturing facility and putting myself in the shoes of the people who went on strike
and having to do things | never did before and never even had a confcepto

Amy was changed forever after she landed her dream job in operations, especially

at such a young age.

| learned a lot about the way the real business operates. . . . That vogeayey
... Seeing the impact that you can have. . . . In my prevaas in a staff
organization, people were very happy to have very little impact and not know
what they did at the end of the day.

Life Changes

Life changes evoked i mportant and trans
illness or death, having childreand trauma to children caused 9 participants to question
and reformulate who they were in relationship to important others in their lives. The
personal nature of the events heightened their importance.

Conniebs | i fe c¢hange cheméver expesthdgo have,0 Kk 0 n

with its ensuing consequences:

As my husband opted to stay at home with the children, which is a major life

event, | became the sole provider. So being able to progress, to be able to provide

for my family particularly at timesf merger when things get difficult, [to not

say] Al 6l1 just go and | eaveo [and inst
this to . . . make this work for me?o0
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Peter was challenged when, though one of his adoptive sons was flourishing, the

other sorwas having difficulty.

He got involved in alcohol and drugs, and the next big moment in my life was he
tried to take his life. And going down into the hospital in the back of the state

trooperdés [vehicle], tryingngbusidkte ep hi m
see if he was goingtodie ... ... realized that . . . you could do a helluva lot
better as a husband and father. . . . Maybe you could have see this coming.

Work-Related Role Changes

Work-related role changes with broad exposure to ciesumstances and
unfamiliar environments were triggers for 13 participants where sudden and cumulative
adjustments to setfoncepts, concepts about capabilities, and leadership/professional
frameworks.

Yvonne took a job in a different functional area anth much broader scope and

impact:

It was huge; that was probably the capstone of transformation for me because

youdre in a place you dondt know. Hundr
dollars of budget and customer impact, and it was cool bust Wow where do
| start?

Harold made a decision to move out of where he had always been and took a

broader leadership role in another company.

The transformation for me was really taking a step out of my comfort zone,

saying that I reallyneedtoleamor e t o make a difference
really what drove the decision. | was able to . . . go to completely different types

of products and niche industry that | 6d

Immersion in Other Cultures

Although working in other cultuseand in other countries was cited as
developmental, the immersion in other countries and cultures where participants were

required to rethink their own frames of reference and come to clarity about the vast
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di fferences i n ot he scilkkddstransioening [TaylorelP9%d)r e n c e
for 3 participants and was amplified because they need to enact what was being learned,
to further test and rechart their experiences and revise theaoselépt. Being in a
position to gain exposure to broader sdtsultural, professional, and personal
frameworks all at the same time and having to execute on tasks and responsibilities that
required transferring expertise gained in specific areas across a new set of circumstances
proved instrumental in facilitatingansformative learning. Although 3 of 19 participants
discussed immersion, their descriptions and emotionality and the degree of change
associated with the events were among the most dramatic.

Quinn experienced transformative learning after immersi@mather culture in a

crosscultural assignment:

It made me | et go of the need to kno e
communi cat e. . . Half the time 16d I o
what it meant, but | knew it meant somethlng to somebodigrdiit than it
means to me. I't made me think a | ot abo
pretend that it was the best or something novel. | only know that it was very
different from what | had before.
Nancy was challenged by being immersed in a diffiecalture in her own

community:
| used to be a white girl and was raised in suburban [town name]. Everybody was
adcgooder on my motheroés side. . Thi
school in innefcity Philadelphia and | taught at [name] whiel school for 9 years
t he . : : drug zone. . . . I |l earned wh

Challenges and Changes to Personal and Professional Frameworks

People in this study experienced stimulating events regarding challenges to the
way they viewed themselves. Paf their transformative learning was becoming aware

of their personal, professional, and leadership frameworks. Additionally, their learning
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was amplified when stimulating events caused dissonance and disorientation in how they
viewed themselves.
Lorraine was initially surprised at how she was viewed, and it challenged her

perception of herself:

So she [the coach] went around and got all this feedback. Well, lo and behold, |

was stunned to learn that a fair number of people in human resources regarded me
as an Aice maiden. o0 Me, |l 6m a nice pers
see the analytical and the perfection.

Peter was surprised to learn that not all his skills and approaches were effective

once he got back home from Vietnam:

| went in the srvice, went to Vietnath | became a leader through that. The good
side of that is that because | was aggressive and smart | was able to take
leadership responsibilities. The bad side is | got pretty rough in the sense of my
feelings about people.

Business Ganges

In this study, business changes were described as being assigned to, jumping into,
or being immersed in work situations that were viewed as having risk and challenge
and/or that did not have a prescribed approach. Such changes were triggers for
transformative learning. Selhitiated or circumstantial business context change such as
turnarounds, mergers, and shifts in the business milieu created a chasm in the way things
had always been. In this study, participants viewed that chasm either asvekiegrel
turning point or reflectively as a series of learnings resulting in broad change.
For Michelle and others, changes in the environment and the resulting changes in
peopl ebs behavior caused them to rkedhink w

leaders, their values, and about themselves.
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| grew up in that [corporate] culture and just developed really positive

relationships with many people who believed in me and really gave me a start in

life to the point where you trusted them implicitly.. The corporate environment

started to change . . . and it was becoming much more cutthroat. It was the age of

merger and acquisition. . . . It was the first time in my career | saw what had been

a positive mentoring experience, they would sell oybae.

|l reneds perspective was broadened- when
scale turnaround and learned from the experts who were brought into a manufacturing

site.

It was about a 306people machining center. . . . We were on the verge of a
shutdown. . . . We got a new leader from GE. . . . By year 2, we were . . . 80%
there. . . . What did it do for me? One, that . . . lagme changes in organiza
tions are possible in a short period of time and that [these are] ntdroméda
fits-all situations . . . but are critical elements of what is required for change.

Transformative Learning: Reflection

Reflection was an important learning tool for the participants in this study.
Content, process, and critical reflection occurred simultaneouslgrasetjuentially. In
some situations, only one or two of the types of reflection aided developmental learning.
For transformative learners, reflecting on premises and frameworks of beliefs provided
them with possibilities for transformative change. Pardictp had cause to reflect when
they were involved in a disorienting dilemma or when an accumulation of experience
illuminated how old ways of thinking and behaving no longer worked-e&alnination
as the initial step in reflection occurred in responsegtimulating event and was
typically accompanied by strong feelings (Mezirow, 1991). As participants mulled over
what they were hearing, seeing, and feeling;&edmination blended into a broader
examination of longheld assumptions. Participants trieddentify the sources of their

assumptions as part of their overall examination of self.
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Leaders in this study either reflected alone or reflected with key others. When
reflecting alone, the reflections were energized by exposure to new settingsamdles
experiences. When reflecting with others, such as spouses, trusted confidants, or
collaborators, the discussions provided additional perspective, information, and points of
view, although no one in the study referred to rational discourse as pdraof
happened.

What participants reflected on fell into clear but not always discrete categories:
reflections regarding work, career, and profession; reflections on self; reflections on the

integration of self and work; reflections on the organization;rafiections on learning

(see Table 2).

Table 52. Ways of Learning and Learning Focus

Ways of Learning

Learning Focus

Reflection Subjects for Reflection
1 Learning networks 1 Family/historical assumptions
1 Exposure T Who lam
1 Spouse 1 Career/profession
1 Trusted confidant 1 Leadership framework
1 Self 9 Cultural assumptions
1 Collaborations 1 Organizational concerns
1 Learning tactics
1 Feedback

Other (Content and Process)

Subjects for Learning

1 Mentoring/role model 1 How to execute

9 Discussion 1 Efficiencies and processes

9 Observation 1 Navigating change

9 Experts 1 People management

1 Books 1 Politics and navigating the organizati
9 Training

1 Feedback
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Reflections on Work and Career

Regarding work and career, leaders reflected on leadership and leadership
effectiveness. Considered here wissaies and concerns related to overall effectiveness,
the role of a leader, and the leadership characteristics that were needed or that were
displayed and their relationship to effective leadership. Subjects for reflections were
people and people issuesyvigating change, and organizational survival skills such as
political savvy, roles, and role clarity and the impact of cultural assumptions on decisive
and effective actions.

Harold looked for ways in which he might improve his effectiveness:

| 6 m antyrasking myself: How do | become more impactful? How do |
become a better leader? How do | become a better manager?

Quinn was willing to examine fundamental mindsets to enhance his effectiveness

in a different culture:

| had to think, concentrate, éibe sensitive and aware of things . . . that are going

on in my own life, culture, and in my own family with other relationships that |
never thought about. | wasndét conscious
tremendously, and it helped with people.

Jak examined his effectiveness after a company with which he was associated

had a public Afl ameout 0:

You know, your ego does get fed a lot by the [previous] role. And to figure out

how to maintain your egob6s heal tdks even
[ bad] publicly . . . li ke it isnb6t a su
searching in those kinds of situations: Could | have done it differently? What

should | have done? Was it my fault?

Reflections on Self

Reflections on self and identity maononly focused on historical influences on

identity, such as the meaning of family, neighborhood, and ethnic background.
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Peterodos reflections were on how he over
upbringing in the Bronx and went on to lead a street gadghen a combat group of

men in Vietnam.

| was really involved in . . . ugly stuff. . . . | came to begin to realize: this whole
macho thing that |1 6ve kind of | et mysel
what i1 tds al |l cr atdokstartto juspback aff framethat aditted | 6 v

bit. So that wad it was actually coming home from Vietnam that | said: | really
have to take a little stock.

Nancy reflected on her background and the assumptions of race and class that
went wi tgoodher fido white . . . Suburban

her perspective about what effective learning looked like.

| thought you had to have freedom in order to grow. . . . It took me 2 years to get
the kids in their seats. [An admired authsaid this liberal white mentality is just
resulting in chaos in our inner cities, and you have to provide the structure that
kids . . . and workinglass parents . . . expect you to provide. Then you can start
to talk about what the learning is for andahio do it.

Reflections on the Integration of Self and Work

Concerns about the integration of self and work were focused on navigating
change at pivot al points and on defining a
with fAwhat | do. 0o

Ol ga6s ouestomrsnvere amolund integrating who she was and her

leadership role:

What was powerful to me was the very personal connection between where you
are personally and the kind of leader yowavehat you put out in your own
organization. [The reflecting] wasned really well for me because | was making
this leadership transition.

Michelle considered her values and legacy:



And it was transformational for me, because it made me for the first time in my
career think: What do | want to be known as, as a pevdwan | leave this work
world?

Reflections on the Organization

Reflections on the organization spoke to questions about doing the right thing,
having the right people, and coming to clarity about the appropriate direction of the
organization. Examining oggizational assumptions with an eye toward accessing and
leveraging factors that could positively impact outcomes served to build perspective
about the organization and the ways in which it could be improved or changed.

Amy asked others to reflect in tpeactical way that she did:

Youdbre a smart person, and you want to
... and the success of the business. . . . You know, one of the things | always say

is: Hey, when you are trying to figure out what the rigimg to do, just do the

401k test. . . . [Ask yourself]: Does this help my 401k or not?

Quinn reflected about complexity and about reflection:

You need to challenge your thought and you need to challenge your relationships.

: : You docnubutm.do. t.hi.s litn caanvwa | ust be
|l eading individuals; youdbre | eading an

on the problem and the action on the pr
those others who also have a mindioa problem.

Harold reflected often about doing the right thing:

When they put me in this position and asked me to take on this role, . . . it goes
back to that questioning, not necessarily paranoia, but: Did | do the right thing?
Am | really doing thigight? And is this really the right thing to do?

Reflections on Learning

For participants in this study, growing awareness about discrepancies in an
existing belief or set of beliefs and current reality facilitated awareness of learning

processes and regedl in the assimilation of new ways of thinking and acting in the
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context of a complex interaction of individual, program, and organizational contexts over
time and in transformative learning (Lamm, 2000). New frames of reference were
described as an illumating point in time where the collection of the experiences and
their resulting integration created awareness of a change in frame of reference. Not only
were the descriptions given as though they occurred at a point i& améluminating
pointd but theepistemological perspective change was also evident. This occurred in the
16 cases where transformative learning occurred. The new architecture for learning
occurred in integrated and nestep fashion, implying a permeability and openness to
learning tothe revised frame of reference.

Seth evolved and reflected on how to be better at follmeatered leadership and

principled leadership:

| saw that in work someti mes; | 6d have
thought: God, what a bonehead. Théretame more reflective after a while. |

sort of stepped out of my own sort of body a bit and kind of observed the

dynamic, and | had an epiphany how to work with the team and how to develop a

team to put it together in terms of what the component partiedde be. So |

di dnot feawveta koma of thing that influen
more of [an evolution].

Irene was able to learn about principled leadership, caring leadership, and credible

leadership from her rise through the ranks:

lIguess | start out with the Agolden rul e
as | was coming up through the ranks, if you will, | started out as an engineer at a
company, and | remember so many things,
leader lehaved . . . being very impersonal, . . . just getting down immediately to

business, not understanding on an individual level who the different people are in
an organization. And when | saw that | said: Why do they do that?

Peter reflected on learning te la more credible leader and recognized how many
different things contributed to his not being as effective as he would have liked in the

bigger picture of his life:
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Transformative Learning Outcomes
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outmoded frames of reference, on seeing and thinking about things differently, and on

acting upon things differently (see Tabl3p

Table 53. Types of Learning Outcomes
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Olga X X X X X X
Irene X X X X X
Amy X X X X
Peter X X X X X X X X
Frank X X X X X
Connie X X X X X X
Ken X X X X X
Michelle X X X X X X X X
Yvonne X X X X X X
Quinn X X X X X X X
Bob X X X X X
Lorraine X X X X X X X X
Harold X X X X X X
Nancy X X X X X X X X
Jack X X X X X X
Seth X X X X X X X X
Diane X X X
William X X
George X X X
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Because the nature of transformative learning involves perspective change, the 16
participants who experienced perspective change are noted, as well as the three who did
not (see Table-B). In general, thentee participants who did not experience
transformative learning that resulted in perspective change did experience developmental
learning. Their learning was typically more instrumental, resulting in increased
knowledge and skills. Among all the partiaps, the outcomes of learning, in addition to
new knowledge and skills, were increased confidence (11 participants), increased self
awareness (14 participants), emotional development (11 participants), increased
autonomy and empowerment (9 participantsgnging or clarifying values (12
participants), and changes to the leadership framework (17 participants).

The participants in this study experienced a critical awareness and an
accompanying sense of freedom from the constraining nature of their owh dneé o s 6
assumptions. New frames of reference included discriminating and discerning not only
new interpretations but the relative meaning and value of those that were uncritically
assimilated by others. They became more eperded and thus able to viewstions,
knowledge, and experience from multiple perspectives. The revised frame of reference
then included fisetting in placeo of ol d as
assumptions and resulting actions and ways of thinking. What follows argpkesaof

each of the outcomes.

Perspective Change

Transformative learning is a complicated evolution of more complex perspectives
and thinking resulting in learners developingiare inclusive, discriminating, permeable

integrating perspectivéarticipats in this study described their growth as a more
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encompassing perspective in their worldview, their experience base, and their ability to
more systematically absorb and integrate information from multiple sources, disciplines,
and types.

Qu i n n 0 sthevinfimtemess &nd vastness of the world evolved into broader

vision and a focus on followarentered leadership:

| watched people and
more, or | realize t
want to | earn that 161/ never get it
was like: Oh, this is infinite, and people have infinite contributions.

Har ol ddos perspective and br e atbhshthatof vi

both required and developed creative leadership:

I saw therebds so
hat diffeeemt thiogsthatlo many
O | a l

m

S

|l understand the business probably bett

lived through the bad times, the good times, thesodiad, notso-good times.

...Because of my learningtoss i de t he box, | 6ve tapped
areas . . . plus 1 6ve had thedladvantage
havendét just been i n sw@wBywastatimnd mar ket in

operations, where | was on the supply side of tigress.

Changes in the business climate opened

perceptions, her leadership framework, and her way of thinking.

[Ilt was] kind of justaney@ peni ng, you know: weore
dondt know t hshipskils ag muehras iesdrt of chaage@ my whole
outlook on the work world.

Nancyos professional perspective was

innercity schools, and she reworked her new framework into a fundamental structure for

the way shedd her business.

| thought you had to have freedom in order to grow. . . . It took me 2 years to get
the kids in their seats. So | went home and cried every night and then | just said,
AOkay, thatoés it. o This womarSheavas 0s s

tough. . .. So it was a complete transformation. You will sit down. You will shut
up. It is my responsibility to make sure you do okay.
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New Knowledge and Skills

All participants in this study acquired new knowledge and skills. For the

transformatve learning group, new behaviors and characteristics derived from a revised
frame of reference were often expressed as new ways of leading, new ways of navigating

the organization, and sedfvareness. All participants described developmental learning

thatresulted in a variety of new understandings and ways of doing things. Fable 5

describes a broader range of knowledge and skills derived from other ways of learning.

In terms of transformative learning, Peter learned about empowering others

[follower-centered leadership]:

Being a good leader now means that you empower; . . . the job gets done so
youbdbre not i mportant, that you can
in time and itds not going to matter.

Lorraine learned how to better balance &ealytical and emotional sides to be

more comfortable in her role [confident leadership]:

Being an executive running across, against the grain for me, the demands on it
especially for someone who is emotionally reserved. . . . The leadership kind of
rolewas so stressful that | made good use of therapy help, and that really did

facilitate me developing that more emotional side . . . and get more comfortable

with it and just kind of be more
i t 6s | iehkasarrivddén my lifenfor the relationship strength to be as
important as the analytical.

Increased Confidence

Embedded in transformative learning theory is the idea that the revised frame of
reference is more dependable and more effective (Mezirowd) 2BAhanced confidence
and competence are byproducts of the learning process. In this study, confidence was

derived from seeing challenges through and integrating lessons into an overall revised

framework for action.
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Isabel learned confidence from her expnces in music, and that led her to

enhanced communications leadership:

You just kind of build up kind of that

ti me. l dm no | onger an introvert. Il  wan
comfortable in diffeent social settings and actually quite enjoy speaking in big
audiences; thatodéds one of the things tha

Michelle became more confident in herself and her principled leadership and

values:
| was more confidentinngye |l f actually because | had
| hadndédt buried anybody. : : : |l hadnodt
trouble. | was hurt by the situation, but | felt more confident that | had managed
through it. . . . It took me to artwr level of leadership.

Increased SelAwareness

Learning about self was one of the more profound outcomes of transformative
learning for participants in this study. Learning about self, though not always the central
topic of the learning, occurred in atlonship to external triggers and events and in the
course of reflection on the events. Learning about self fell into several categories,
including emotional development, self and context, self and capabilities, self and power,

and self and impact on ofise

SeltAwareness and Emotional Development

Self-awareness grew in the form of emotional development, where the
participants in this study described that they were less naive, more sensitive, more
disciplined, and more attuned.

Yvonne understood betteow to moderate her style to be more effective

[confident leadership]:
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| 6m al so, Il think, conscious as | get o
fast processing of information]. .

t h at. Sayou. have to not do it in a way that | think people hear it as too

intense, you know?

Peter grew to be se#fware not only reflectively but actively [followeentered

leadershipl]:

[It is a process] of just becoming more aware, morecitcious omyself and

then looking at the times, quite honestly where: Boy, why did you do that? . . .

You drove that one through, and you kno
it should.

Harold expressed sedfwareness as emotional development [confidedeleship;

credible leadership; principled leadership]:

[Having faith in the future is] probably justselifwar eness; t hatés th
emotional intelligent side, thatos real
process. . . . | mean this whole thimigunderstanding who | am and what | am . . .

as | tell peopl e, |l 6m real |l yoatledast t hat d
understanding it, you know how deep | a
confidence, itds e moiteifoothexgteatergodde! | i gence

SeltAwareness and Context

Perspectives about self and the relationship of self in context changed. Self
centeredness as a delimiting boundary changed.
Peter understood that a good leader uses folloeetered leadership and

emmwers others:

Being a good | eader now means that you
not important, that you can actually walk out the back door at some point in time,
and itdéds not going to matter.

Quinnds perspective wadenhaweddisvisomatyusi v e

leadership:

| realize there are so many people with so many different things that | want to
l earn that 16111 never get it all, and i
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SeltAwareness and Capabilities

Perspective change regarding self and capabilit@duyzed a blend of
understanding better what oneds capabiliti

possibilities could be.

Yvonne saw herself as a creative leader capable of developing original ways of

doing things:
It was like our little homagrownt hi ng . . .. and then, of ¢
head up and you say: Oh, they are writ.i
in it for that. . . . It was like our little experiment and it worked. It was really
transformative.

Bobo6s vi e wctualfcapdbilities grew, tarel lthis enabled more confident
leadership:

There was a time at [university] where the students were having a disagreement
with the leadership at the graduate school around course offerings, and | was
leading that fight, and as paf that | drove down to Wharton [to discuss

transferring]. . . . And he says to me:
with? . . . I dondt undseledwhamotherolksy cer t
do. o

SelfAwareness and Power

Participantsaw themselves in a different relationship with others and having a
different way of viewing and utilizing leadership and executive power.

Olga broadened her personal sense of community and enhanced the way she

envisioned, communicated, and employed fodesentered leadership:

| f eel l i ke a major community organizer
| t 6 s ¢ Ifewltlike this work, as a role being a leader is to really organize
communities to first of all kind of see their own sielferests in the agenda, come
together, and are we moving in the same direction?
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Yvonne learned to tap the diversity in the organization to enhance overall

outcomes [caring leadership; followeentered leadership]:

| like to engage people . . . | have neveeib one to think | have all the answers. |

told you earlier in my career it was like the two or three of us or four of us would
hang out together and build, and you kn
going to build on ithawd tbat anhdatogeét
good at that. And | get a charge out of &haringing people together doand |

had to learn that.

Peter grew to believe in followeentered leadership as the best path to improved

performance and outcomes:

| got a groupdgether, you know. | lookéd| foundd these are the folks | think
that are willing to open up their minds
really let them build this thing. And | was involved, but | really let them come up
with the solution, and #t was probably the one that | feel, you know, the best
about.
SelfAwareness and Impact on Others

Becoming conscious of the impact on others is not only a reflection of increased
sensitivity but a sense of responsibility.
As Peter 6s e fdrsagrew ts bethis primarygappgoach, b ldarned

the value of building trust and credible leadership:

| think the one thing that I really hold myself very accountable to is that | do what

|l say 1 6m going to do, thathngdthiokpl e <can
above all others that | hold to be pretty sacred, and that is that my word is there.
Lorraine learned to compensate for her perceived lack of eloquence by giving a

solid commitment to others [credible leadership; communications leadership]:

So | feel |l i ke as a | eader people can c
say I 6m going to do. |l 6m going to make
kind of commitment | evel i s there. I te
not el oquent necessarily as a speaker;
or sales person. But i f | real ly .

persuasive . . . and can get peopleds c
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Freedom from ConstraintséPsonal Autonomy

Fundamental to transformative learning is the transfer of decisions about what
constitutes appropriate ways of thinking and being to the individual. In this study,
participants became empowered to negotiate the meaning of their expagence
complex cecreation of the past and the present. Thisreation allowed for greater
control over how they experienced their world and what those experiences meant in a
larger, more inclusive framework (Mezirow, 1991). Personal autonomy is retated t
belief systems and the power to act upon revised frameworks. In this study, the learning
process acted as a pathway to deriving new learning about the relationship of self nested
within and interacting with complex contexts. The power to act refergsomed power
and autonomy, and the power to enact extended the learning into everyday life.
Exercising the ficrucial sense of agency ov
361) is the fundamental goal of transformative learning and apparenbatgame in
this study.

Olga enhanced her credible and principled leadership when she let go of thinking

that she needed to separate her work and personal values and experiences:

[The learning experience] made me comfortable with using personal expsrience

as a way to formulate who | was going to be professionally and how | want to

lead. . .. All those things are not disassociated; these things are all a part of me.
ltds not | ike | have a personal i fe an

Michelle freed herself frora rigid moral stance and became more fluid and open

to possibilities [visionary leadership]:

| was less naive. | was more realistic about the realities of the business world and
decision making . . . and thatedort wasno
recognized. Then | parlayed it into this experience of: Well, how do you make the

most out of this situation?
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Sethdés vision expanded as he overcame

where he grew up and became more confident in his atailgge things systemically:

| never understood when to take a chance and when not to take a chance. [I was

going on] the thrill of hitting the perfect golf siiot hat 6 s when | r eal

there was a lot more to the game than | knew about. | just seswtieee

weaknesses in my game that couldndét be

And then | realized that thdsgolf is a system, golf is like a planned system; you
have to kind of play to your strengths, you have to have a shot in golf that you
fed you can hit under pressure no matter what.

Quinn translated his heightened sense of autonomy into a way of envisioning and

operating:

Speed has massive value in businesses. . . . If you sit there from a distance, use
your history to evaluate it, thenyad r e | &lsit stadoroyt Youodl |

extraordinary action because youodre onl
What 6s going to make you act any differ

Summary of Transformative Learning

The crosscase analysis of transformatikarning yielded a deeper understanding
of the transformative learning events experienced by this group of leaders. Themes
related to stimulating events emerged as early career events, life changeslateck
role changes, immersion in other culturdsltenges to self/identity/frameworks, and
business changes and shifts. Reflection was the primary way in which learning occurred.
The outcomes of learning were perspective change, new knowledge and skills, increased
confidence, increased selivareness,motional development, increased personal
autonomy/freedom from constraints, values clarity/change, and awareness of changes to
the leadership framework. The next section turns to analysis of data related to

transformational leadership behaviors and chargstics.



Transformational Leadership: Overview

This section displays the themes related to transformational leadership behaviors
and characteristics as described by Sashkin and Rosenbach (1993) and in the conceptual
framework. Themes were derived fromantiew data and additional source material.
Transformational leadership behaviors refer to the ways in which leaders enact leadership
and demonstrate behaviors that enable them to lead others in transforming organizations
(Sashkin & Sashkin, 2003). Leadeirs characteristics refer to personal capabilities that
are | ess mutable yet finot a trait in the
Rosenbach & Taylor, 2000, p. 95) since it is possible to develop them.

The next two sections review thentatésults for transformational leadership
behaviors (communications leadership, credible leadership, caring leadership, and
creative leadership) followed by transformational leadership characteristics (confident
leadership, followecentered leadership,sionary leadership, and principled leadership)

(see Table &}).

Transformational Leadership Behaviors
Communications Leadership

Although each of the 19 participants in this study referred to communications as a
part of their leadership repertoire, commuatiiens leadership, which refers to the ability
to direct the attention of others using clear communications and in multiple ways, was
described by 17 participants. Both group and individual methods of communications
were utilized. Diane and George, twotlfee participants in the nbimansformative
learning group, communicated, but their communications were instrumental rather than
associated with transformational leadership; Diane tended to communicate about
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Table 54. Transformational Leadership Behawsoand Characteristics
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Olga X XX | X Y4 X X SV, TE, PS, LF
Irene X XX | X 777 | X X SV, TE, LF, GF
Amy (A) X X Y4 SV, TE, LF, GF
Peter X XX X 7227 | X X SV, TE,LF, GF
Frank X X X Z X GF
Connie X | XX | X Y4 X X SV, TE, LF
Ken X X X X X X (D) SV,PS
Michelle X XX | X X X X SV,TE, GF
Yvonne X XX | X X 227 | X X SV, TE, LF, GF
Quinn X XX X 227 | X X SV, LF, GF
Bob X X X Z X X (E) SV, TE, GF
Lorraine X X X 227 | X X SV, TE, PS, LF
Harold X X X Z X X SV, TE, PS, GF
Nancy X X X 227 | X X SV, PS, LF, GF
Jack X X X 227 | X X SV, TE, LF, PS
Seth X X X X(C) | zzz | X X SV, TE, LF
Diane (B) X X Z X TE, GF
William X X X 777 | X X TE, LF, GF
George X PS

Note: X = present; XX = fundamental.

Under confidence: Z = self; ZZ, others; ZZZ, self and others.

Under principled: SV = shared values; TE = team; PS = prosocial; LF = leadership framework;

GF = goals focus.

For letter notations: A = problesolving focus: team; B issues focus: individual; C = case

frequency; D = indirect but present; E = thinks in pictures.

emerging performance issues and/or employe
communications activities were focused on building-on®@ne relationships. Fahe

remainder of the participants, focused communications leadership was expressed as a

way to communicate and gain commitment to the organizational agenda and/or vision

and/or as a way to exemplify preferred values and behaviors. Specific findings for

communications leadership follow.
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Communication of the Organizational Agenda

The communication of the organizational agenda was a key theme for
communications leadership and was accomplished primarily through activities related to
clarification and reinfora@ent of the vision. Participants expressed the vision to
individuals, groups, and the overall organization by employing stories, analogies, and
visuals to create a picture of and rationale for the desired future. In addition, they cleared
the way for exedion by simplifying complex issues, creating a line of sight from the
vision to the individual level, and emotionally connecting individuals to the vision with
discussion about impact and personal meaning. Communications leadership for this
group of partigpants was also an exercise in personal credibility as a way to advance the
organizational agenda/vision. Participants established bémérgtenes touch points and
influence networks that served as checkpoints for bidirectional understanding and
engagemat; they understood better what to include in the vision and they communicated
the vision by what they said, who they were, and the way they acted. Participants were
better informed, they had a fApul sedo for fAw
more reliable and credible.

Peter was growing more adept at getting a clear message about the vision out.

| used to [develop a vision] only in my own head. Now | tend to do it with my

people, and | am taking them more and more on that journey with m@nce.it

starts to get clear, then you know the key leadership function is make sure you
figure out how to say it . . . where it
it is actionable.

Yvonne grew to understand the importance of connecting on anaetsvel:

| think the power of personal communication is extremely important. [With]

culture change . . . [it] is communication, communication. [People say to me]:
Yvonne, youobdbre killing me. Bbfl[sdy. have to
Realy? W n you start feeling |ike that, thc
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Nancy learned to structure communications so that they were embedded in the

operational culture:

|l f you set it, you donét have tad worry
itdog hjewett you can count on it, itbds str
a |l ong meeting with their group, and th

[measures of success].

Isabel helped the members of the choir visualize sounds:

What | try to dowas kind of describe in my own way, in my own words, what is

the type of sound that | wanted to try to create as a team, as a choir. Andso you
you use different analogies, you use different experiences that perhaps people can
relate to or different visusl

Action as a Way to Communicate and Exemplify Preferred Values and Behaviors

In general, this group of participants communicated important organizational
messages by seizing on opportunities in the environment and working through them with
individuals anl teams as a form of action learning. Diane was especially focused on
achieving results in the face of a huge and unyielding bureaucracy and encouraged her

team to ask a lot of questions.

In a large organization, you never really know what is going oesgnfou are out

there close to the road. . . . You have got to be the rubber on the road. . . . We just
have to keep moving forward, and whatever obstacles come in our path . . . we are
just going to keep going forward.

Olga focused her team on moving gweom personal agendas and toward the

organizational agenda.

| reminded people of [what] we had been talking about to move us to this
conversation about: What are we going to do about it? | created a staff model of
[people] | thought were representatfethe staff and people who | knew could
have a conversation that was above them . . . that would be able to sit in the
helicopter with me and make some decisions that were more objective.

21¢



Credible Leadership

Ethical and moral dimensions of leadershiprfed an important and fundamental
building block of leadership skills and behaviors for participants in this study. Having
credibility and being viewed as authentic were important transformational leadership
considerations (Sosik, 2006) and were prevalesines for this group of leaders.

Evidenced in the way many participants valued credible leadership and in their
description of it, most participants enabled transformational leadership with the use of
credible leadership. Participants viewed credible lesiile as related to character and
authenticity and to who they were and/or who they have become, and it was an ingredient
of their actions and/or behaviors; participants saw themselves as needing to be authentic
and acting in ways that reflect their valu®l beliefs. Transparency and directness
contributed to both authenticity and trust.

In the nofitransformative learning group, several iterations of credible leadership
emerged that are worth noting. Di anebs ref
acknowl edgment that she was fAnot perfecto; Wi
the consistent achievement of results; and George made almost no references to his
credibility but valued it in his leaders. In Tablelsthe 7 participants where credible
leackrship was noted as significant described it as fundamental to them and as an
organizational asset related to gaining support and engagement for enacting visions and
goals.

Olgawantedtoge he fitechniques righto but mor e

leadersip:

It made me comfortable with using personal experiences as a way to formulate
who | was going to be professionally an
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di sassociated. These things are all/l par
and a pofessional life. . . . I think of those slippery types that get the techniques
right but theydre not real

Michelle connected who she was naturally to the way she led:

| just say this is what comes more naturally to me as a person, and if | am in a

comfot zone of natur al behavi or, then i1 to:
defined by the natural tendency &han |
|l 6m not very good at that.

Diane was willing to be vulnerable and to express her vulnerability:

lalsot hi nk i tés i mportant as a | eader to b
when | screw u@ which | do, of course, because everybody screws up all the
tmed 1 al ways say up front: 1 06m sorry, | ¢

more credible, not lessedible.

Yvonne was sensitive to congruence:

But when | say integrity | really mean integrity of thought and action, when |

think about | eaders. And i f you dondét h
probl em. . . . | f knoy dvawd/ou €an beothre inbst effectveal | I
leader that you can be.

Bob made it clear that he valued and exercised straightforwardness as a way to

avoid problems:

Somebody makes a mistake somewhere; the organization needs to be very
comfortable with tellingp i t sel f and making it transp
that 1 6ve built and I am very proud of

it gets you out of a lot of trouble. So later on when you come forward from a

business perspective and satisigoing on, everybody believes you.

William built credibility through results.

|l have this track record: . : . the job
meeting our goals, so I know that the t
not | i ke, |l dondt know, we got stuck wit

never done anything.
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Caring Leadership

Expressing caring in the form of respect (Sashkin, 1998), compassion (Boyatzis &
McKee, 2005), and an appreciation of the special tafggaple bring (Bass, 1985) is
both a fundamental behavior of transformational leadership and a behavior for 11
participants in this study. That ability was enacted in several ways.

First, having a deep appreciation for the diversity of what people bfer t
organization was a key caring behavior of 10 participants, with representation in both the
transformative learning group and the hivansformative learning group. This includes
creating that Aright mixo of onshipwitht t o get
followers was a point of focus for most of the transformative learning group of
participants and was expressed by attending to the emotional needs of employees and
showing compassion for them as a éallwhole pe
lives (Goleman, Boyatzis, & McKee, 2002). In the hivansformative learning group,
however, considerations for the Awhol e per
comments referring to how the participants themselves were made whole by important
others. Third, valuing individuals in the context of their work was expressed by engaging
them intellectually (Bass, 1985), situating the importance and impact of their
contributions to the organization and overall vision, and investing in their develbpmen
through coaching, sharing the spotlight, and development experiences.

Ken had a deep appreciation for difference and diversity:

| 6m able to appreciate the differences
|l m not one who workhé needror s hllitocbe exactylthe y ar g
same as much as I 6m one who appreciates
being very, very different from one another.
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Amy liked to think of her team as a blending of talent:

| like a very diverse team becausey anal ogy is fisoup. o0 | p
believe in a Asalado in terms of that w
di stinct[ness]. . . . I't should be an a
Michelle cared deeply about the people she led:

Ithi nk i tés really important while | eadin

add. . . . I really try to take a personal interest in every person who works for me.
... You want people to come in here and feel warm and cared about.

Connie bent the rab to accommodate others with wdife balance:

|l think ités a heightened awareness of
ltds the right thing to do for the indi
extra] what do you do? Well, you betiek rules.

Bill extended himself to others at pivotal times:

For me, itds terribly strategic in busi
who has lost anything of value to them. | never, knowingly, miss an opportunity
to call t he meilbotwelconmtbemiback ih thedr gpace when they

come back. . . . All of this is to say in business and in life in general, | think
thereds great power that can be unl eash
is rooted in expressions of persgnadividual attention and generosity.

Creative Leadership

Transformational leaders create opportunities that are founded in careful thought
and consideration and are especially attuned to challenging others to perform and succeed
(Rosenbach & Sashkin, 26, 2000, 2002, 2004). In this study, 12 of 19 participants
expressed being willing to jump in and succeed in risky or opportunistic situations and/or

to model that behavior to empower others.

Quinn modeled Ajumping ind for the orga
My fundamena | belief is I f you set this goal
heck you are going . . . and [you] start doing it before you figure out the whole

thing.



If you put side by side . . . an organization or person who makes ten moves versus
somebody who mads two, . . . [the one with ten moves] will beat that [other]

person to the goal, learn twice as much as they do, and . . . adjust before [the one]
who spends all their time figuring out how to make that one move.

Michelle encouraged others to take risklam learn from failures and expressed

her own learning lessons:

things:

But | encourage the group to be comfortable with risk taking by sharing my own

warts . . . on a regular basi s. . .
per f ect .whylneed all of Jou hetredl svill give back to you leadership
and guidance, and together webll succ

Amy didndét expect perfection and enco

| 6m al ways encouraging stafftickeo try s
somebody for trying something that di
million ideas and, you know, maybe on
all in this together. . . . | have stopped pretending to, if | ever did, to be perfect.

Transformational Leadership Characteristics
Confident Leadership

The majority of the leaders in this study expressed feeling confident, having

efficacy, and/or behaving with confidence, and many focused on the value and process of

instilling confidence in thers. In the nartransformative learning group, while passing

references were made to situations where the individuals were able to build confidence as

part of their learning experiences, only William referred to instilling confidence in

followers, and fo him, it was through achieving results.

me t

Amy had i mpact in operations roles an

rics to fAdrive behavior o; Bob transl a

standard for himself and achieving it to expectatn s f or hi s t ea m: A |
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myself and my team, and again, it comes ba
excited and confident about his ability to
di fferenceo.

Lorraine built confidence in othhg by positioning those she led for impact and

success:
| could say, AThis is what the possibil
our act together here.o And | think tha
[was] a good team. . . . | had therddties because | was positioning them in that

process in a way that they could have some very meaningful impact.

Irene targeted those who needed coaching to develop confidence and developed

tailored approaches to build confidence in them.

Therearethenes who are very capable and conf
balance so then you have to work with them to temper some of those areas and

then there are those folks who should be much more confident. . . . Coaching and
working with those folks is al€bis a completely different thing than tempering.

| td&hat is more about on a retine basis pointing out when they have done

things well or doing things that give them further confidence in their abilities and

what theydére able to do.

Harold enabled peoglto be confident about moving out of a difficult situation:

It was really about being able to talék
out of this. . . . We have to plan now, because once a product starts hitting, the
expectation is going to behfit we] sell it. . . . At that point if we [have not]

prepared the groundwork for it and weor
hands, iIitdéds not going to happen then ei
keep working on it, |l etds keep moving.

Follower-Centered Leadership

Being follower centered refers to the use of power in ways that help move the
organization toward the vision and the ability to share power with others (Sashkin &
Burke, 1990). In this study, many participants discussed the &ald rewards of sharing

power and empowering others. In the noansformative learning group, George
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described a lack of empowerment, and Diane discussed how she sometimes felt

fiinvi si bled as the second in colbaonfdé d. I n

participants described their own sense of being able to impact situations and problems

and the actions they took to instill empowerment in others: offering shared leadership

experiencesandseffi r ect ed fAbi go pr oj emablesd jndependént s et t i

yet aligned actions.

Yvonne directed but did not overmanage her team:

|l m not the kind of | eader thatodés going
Whereds this? Whereds that? Do it my wa
over ,|l iskhneee6siLook it. You and I, | etbds gEe
strategic direction, and we can visit o
this.o Iddm |ike AYes! o
Olga clarified boundaries and expected people to collaborate but not be

dependat:
|l think implicit in that is that |1 6m co
charge and 1 dm clear that the final dec
would do here from this office alone
for this organization, because my predecessor was a different kind of leader; she
was more kind of the classic model, and my biggest challenge was getting people
to own their work.
Peter engaged small groups of people in a mutual exploration of whatineede

happen:
When | took over this specialty piece, | really engaged a small group of people to
help me build a solution. [Name] was one of them right from thggeProbably
one of the first times that | really, you know, got a small group togethesaaad
Letdébs figure this out together. And h a

had to turn around [company name] and | got even more people involved and
actually, you know, found a way to set up a project team, get adnhme them
pick the name. &t them help select the words that we would communicate, and it

just became easier.
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Visionary Leadership

Being visionary includes the ability to think and plan over relatively long spans of
time (Sashkin & Burke, 1990), understanding and synthesizing earppbblems to
construct and describe fundamental concerns as an enabling activity. This theme reflects
ways in which leaders collect, synthesize, and communicate complex information that
they then compose into communications that enable others to undemsthact on the
information. Although much literature has focused on communicating vision, Sashkin
clarified the distinction between simply having a vision and constructing one. Cognitive
capability allows leaders to engage in the sort of visioningduptires them to
understand and communicate complex chains
actions and outcomes over relatively long time spans and in relatively complex ways,
frequently rethink actions, tSashkinn2903,jpnt o ac
97).

In this study the following themes emerged for visionary leadership. Visionary
leaders had methods to develop information channels, were able to assimilate and
crystallize information, expressed a clear picture of the preferrectfand created
alignment to enable actions consistent with the vision. In the group of participants, two of
three noitransformative learners made few references to visionary leadership activities
and approaches while most in the transformative learnmimgpgdid express aspects of

visionary leadership.

Developing Information Channels for Clarity and Emergent Understanding

Two primary ways in which participants formulated clarity for themselves were

digging in (engaging in communications meant to ascetft@ifiacts at multiple levels)
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and developing organizational touch points (creatingway feedback loops that
provided an open exchange of information).

Frank was able to get a clear picture of backroom operations:

Il tds a big bil la ntgh oduespaanrd npeenap | ea. clo umpd ar

going to wander to every little nook and cranny in the building unless you know
somebody. . . . And those networks serve to keep you in reality in some ways. . . .

| think you have to have that, though;Imea | dondt know how yo

otherwise.

Peter worked with his team to take things apart to clarify the issues and gain

consensus:
One of the phrases | use i s: Let s di
mean? . . Let 6st takar tt ha&nd hlioogk dtetidts:

look at the fuzz and see if we can, by diagramming the sentence, find a way to
look at what are the core drivers, the trends.

Harold spent time in the field so as not to lose his feel for what was going on:

| o ser @yself as executive vice president of worldwide commercial
operations. . . . I n the field, Il st

way | view my role. | t s har dertodayecause

interaction, wheh is probably why | thrive on walking around and talking to
people and, you know, visiting the sites and going out in the field with reps,

which |1 still do just to, you know, fi

Assimilating and Crystallizing Information

Being visinary included being able to quickly assimilate, analyze, and reduce
information to develop clear fundamentals. This cognitive capability was expressed as
speed, essence, and complex thinking.

Bob was able to figure out how to help the organization survive:

| am extraordinarily good at . . . [taking] a situation, [being able to] assess and

figure out what the I mportant attribute

consider to be the bucket of pure cognitive skill and then what | view as very

A

muchasw i v al i nstinct. So itds not di ffere
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and saying: What are the three i mportan
next 20 minutes?

Michelle got to the fundamentals quickly:

What | notice in my life is the moremplex my life has become, the quicker |

process and the more | simplify everything | do. . . . | synthesize to the simplest

levels, and | communicate at those levels. | can get througipadg®PowerPoint

and present it in about 10 minutes flat. .. .aMhés t he essence of v
here? What are we really trying to tell
group effectively . . . because | really crystallize for them exactly what our

objective or mission is.

Yvonne liked connecting the dots anérnhseeing things through to execution:

| really, really |l ove what | <cal/l Aiconn
conversation and in pursuit of a goal where | can see and understand how it all
hangs together . . . and [then] bringing the veses to bear to execute that.

Expressing a Clear Future

Part of visionary leadership is expressing a clear future for the group and allowing
vision to evolve with the participation of employees. Participants actively worked at
communicating vision and usgj stories, visuals, and analogies to bring the vision to life;
connecting with teams and individuals; and facilitating intellectual understanding and

emotional connection.

Peter learned the value of engaging others and of communicating with clarity:

| used to [develop a vision] only in my own head. Now | tend to do it with my
people, and | am taking them more and more on that journey with me. . . . Once it
starts to get clear, the key leadership function is you figure how to say it where
it 6s c kEeapte rementber it, where it is actionable.

Isabel persisted in getting the message across and helping others to connect to it:

| mean over and over and over to a whole bunch of people on repeated basis of
[explaining]: this is our future and laying thaut and how then they will

completely change how we contribute to the organization . . . translating not only
what it is visually but how that then translates into how you feel about yourself.
[That] is a big connection that has to be done in gettinglpdo realize that.
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Taking Action to Achieve the Vision

Participants in this studyreated organizational alignment that facilitated the

achievement of the vision. Acting as both reinforcement and a path for action, the

participants orchestrated congraerand assessed structures, talent, and strategies for

overall directional fit and relevance to the vision.

Irene helped members of the choir to attend to subtleties and align with each other

for a better outcome.

How do you help individuals have awarene of what 6s around th
their voice fit into the broader voice of the group? They were trying to do this

visual thing individually [but] you also have to figure out how and incant them

and help them to listen to each other and so all consciousn@odscious

adjustments that the individuals are making [to contribute to] the sound to [come]
together as group.

Jack appreciated individual excellence

describe alignment.

fit.

| 6m gl ad t o see ilnbdm vei xdpueaclt ienxgc etl hl eenm cteo bf
overall organi zational structure of wha
to be pulling in the same diredtion

dondédt want all the f i dbwanhtthermssinmisgsnar i | y

the same direction.

Nancy appreciated diversity but created alignment by looking for philosophical

[ Some might think] I am not a good CEO
out at the door. They want the external trappingo f st ruct ur e. .
connect to your passion for living, to your job here, | want you to work
somewhere el se. |l f you need me to clock
the wrong place.
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Principled Leadership

Principled leadership is ahbt culture building and includes ways that
transformational leaders enable organizations to change as a collective. Principled
leadership focuses on the extent to which the leader develops and embeds adaptive skills
in the organization (Sashkin & Burke990). What emerged were the following themes:
leadership frameworks, supporting shared values, teamwork, and goal attainment
(Rosenbach & Sashkin, 1996, 2000, 2002, 2004). A striking theme, the emergence of
leadership frameworks, was present in 17 of Ifigggants and not in two of the three

nori transformative learning group participants.

Leadership Frameworks as Culture Building

Leaders in this study expressed leadership codes and theories of action as culture
building and as frameworks for understamdand action. A striking number of leaders in
this study, 17 of 19, articulated mental constructions that formed guides for action both at
the individual and organizational level. They were vdelVeloped espoused theories
(Argyris, 1991), usually accompial by a visual or some other expressed architecture. In
the nontransformative learning group, only William expressed a leadership framework
and his was related to the execution of strategy. Typically, however, the subsets of the

theories were described personal codes with a moral underpinning.

Jack had a Aschool of fisho approach to
| see organizations . . . It ke a school
dondt see them [as a] s eindividuéls perfoormmg ni c a't
tasks. | dondt see myself in the front.
amprobablg who knows where |1 6m at; | have a
based leadership. | have a role like everybody else has a rolbeMdnas to do

with equality and respect and things like that, that are values [and] necessarily a
requirement for | eadership success. | 6 m
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operate, and it relates to everything | do and why | respect people gridreat
people the way | do and why | communicate and who | communicate with.

Nancy related growth to the fAphototropi

The phototropic soul grows to the | ight
and disaster; anybody can see that, in aag gou look in. So in our little section

of the world, wedre going to help rescu
presume to go into anybodyés househol d
can convince them to turn offthe TV for 30 minutde r e ar e t he Dbooks
the skills, hereds what they need to kn
fun, and i1itobés alll about | eadership and

their own life and na@ getting rid of this victim thing,md we dve got to ¢
external authority being the reason you do things. So the whole thing has to move
inside.

Seth used athletics and golf to describe his way of leading:

Wel | |l probably wil!/l Ago for iittd mor e.
center about what we needed to do, | mean | would take a shot a little bit more on
certain things than maybe some other pe
day out the exact same way. |l tds just |
| loved playing in the, you know, in the overcast, so | like the variety of that, and |
realized that me liking that variety was either a strength or a deficit at work too. |
tell people . . . 1 0m not a Clydesdal e;
of a sprinter.

Shared Values and Beliefs as Culture Building

Culture building occurred as participants in this study were concerned with

instilling markers that both differentiate the organization and provide an umbrella for

collective understanding aration. Developing a sense of belonging, constructing a

valuesdriven climate, expressing the need for and value of taking action to achieve

results, and supporting ways of working together were among the expressions of

principled leadership in this group.

Yvonne understood and expressed the need for fun and collaboration for herself

and her leadership team.
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| really enjoy the people | work with. | do think you have to be open and have fun
because what | say to myself [is]: What would you be workingasd for, right?

You spend a lot of time either being here . . . thinking about what | need to do to
help the organization.

Harold worked to break down cultural barriers to effective action.

Everybody is terribly respectful because there is this cultoira that everybody

comes with. . . . Youbve got to be care
constantly try to break it down. . . . | wanted to shock them into saying: | ought to
beemai |l ing him when | think tdbeeneds some
through .com bust and . . . | was right at the top at the time of the hubris.

Creating a safe climate was valued and intentional for Lorraine. She understood

the power of her role and intentionally
feel i f | have some authority over them. 0
of people to express themselves, defining

expect that other people will not try to increase their capital or their sociat business

standing at your expense. o0

Teamwork and Teams

Although most leaders in this study acted on a broader view of teams as a
collective force for action, two of three participants in thei i@msformative learning
group referred to teams but didt express a focus on teams and teamwork. For the
majority, however, several actions related to teams emerged and were framed in various
constructions of relatedness. Leaders used a balance of leadership and influence to form
and engage teams with tightloose boundaries. Teams, coalitions, partnerships, and
collaborations were developed with a shared view of the future and sometimes with
shared goals. Key was the blending of skills in ways that were complementary.

Amy thought teams were more effecta® a blend of the diversity on the team:

WO
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|l i ke a very diverse team because my a
believe in a fAisalado in terms of that w
di stinct[ness]. | t nsgh opuoltddo bteh aatn wae
Peter understood that getting the team to buy in was critical:

You have to find a cadre of people that are going to buy into that, are going to
help you to get the rest of the team to realize that without taking these risks we
staywher e we are, and obviously thatdés nol

Bob used a team approach to solve problems but also to represent a way of

working:
When you come to us with a problem, you always get a number of us. . . . We
always have a point person, butweewner have one person. . :
together to discuss . . . [ things]. And

dramatically different than many other teams. | refuse to have in my group . . .

racy diagrams [that outline where] everglyas responsible and accountable. |

know thatods against everything that peo
wal king by something, see it broken, an
.. . Everybody has to help.

Focus on Action to Achieveo@ls

The majority of the participants this study had a strong orientation to action that
was enacted at a broader level in the organization. They were able to develop clarity to
instigate action and maintain the ability to act by clarifying accountiabitand urging
focus on the most important goals; they worked to overcome obstacles that interfered
with action; and they used communications and feedback metrics to make sure others
were clear about what was important and to enable the right actionk.Helged one of
his key | eaders facilitate action by coach
dondt know what they are supposed to do
communi cat-emdiimg nee®se of urbgd magy avwd s itmp di

going forwardo in spite of sometimes overw
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with action and speed, saying fAspeed has

have . . . | want people to act. o

Summary: Transformational Leadership Behaviors and Characteristics

This section reviewed the themes and categories for transformational leadership
behaviors across the cases. Communications leadership behaviors were prevalent in
different forms throughout the group of participantsaaing degrees of sophistication
and relevance. Credible leadership was important to many participants; however, those in
the transformative learning group primarily enacted it as a primary transformational
leadership behavior. Confident leadership wasiduted throughout the participants, but
enacting confident leadership in the form of instilling it in followers was seen only in the
transformative learning group, with the exception of William. With visionary leadership,
several themes emerged. Papimts actively developed pictures and perspectives of the
organization that contributed to their developing a vision, they crystallized complex
information to make the vision understandable and actionable, and they were able to
create alignment that faitdted the enactment of the vision. With the itoansformative
learning group, little or no reference was made to visionary leadership. The elements of
principled leadership that emerged with this group of participants were shared values,
teamwork, prosdal orientation, leadership framework (as a surrogate for vision and/or
shared values), and a focus on goals. Most common and most striking was the presence
and the specificity of what were cogent leadership frameworks that formed fundamental
organizing stuctures for many participants in this group. The remaining transformational
behaviors and characteristics (creative, folloaentered, and confident leadership) were

found frequently. This section also explicated the specific categories of behaviors and
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characteristics this group of participants described as pertinent to each of the

transformational leadership behaviors and characteristics.

Summary Analysis Across the Cases: Outcomes of Transformative Learning

and Transformational Leadership Behaviors am Characteristics

In earlier sections, the outcomes of transformative learning and their relationship
to transformational leadership were described as discrete influences on particular
behaviors and characteristics. This section describes and displagtsaddighlights
themes relevant to the conceptual framework of the study, but not necessarily directly
expressed by the participants, nor as discrete and definitive outcomes.

Table 55 displays participants for whom credible leadership was fundamental to
them and enacted in a way that formed a mutual exchange with others where trust was
actively sought and valued. This table highlights that in addition to perspective change
and new knowledge and skills as outcomes of learningasglfeness, increased
auonomy, values clarity/change, and clarity/changes to the leadership framework were
evident for this group.

Table 56 displays participants for whom visionary leadership was a part of their
leadership framework and actions. This table highlights that @etrsep change, new
knowledge and skills, sedwareness, and the leadership framework were experienced as

outcomes for the participants who had and used visionary leadership.
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Table 55. Outcomes of Learning for Participants with Fundamental Crediblel&eship

o Q 0 E o

= Dol 2 2 | B e > =X

&} T = o ) c s e n O

o = o 3] = = c O QP
= = = = o0 o = o

53 [582| § TS| E3 = 3 s £

Case as |25 ® @) n T W o < > 3
Olga X X X X X X
Irene X X X X X
Peter X X X X X X X X
Connie X X X X X X
Michelle X X X X X X X X
Yvonne X X X X X X
Quinn X X X X X X X

Table 56. Outcomes of Learning for Participants with Visionary Leadership

] () E o
= So| ¢ 2| s | 2 =
) o g ) GC) c s £ ) o
2% | 2% =< g | 29 g 4 3 3
o5 |z230| £ 28 | 28 S 3 T E
Case £5 [258| &S Sz | 053 3 g 48
Olga X X X X X X
Irene X X X X X
Peter X X X X X X X X
Frank X X X X X
Connie X X X X X X
Ken X X X X X
Michelle X X X X X X X X
Yvonne X X X X X X
Quinn X X X X X X X
Bob X X X X X
Lorraine X X X X X X X X
Harold X X X X X X
Nancy X X X X X X X X
Jack X X X X X X
Seth X X X X X X X X
William X X

Table 57 displays participants for whom being confident (Z) and encouraging
confidence in others (ZZ and ZZZ) were a part of their leadership framework and actions.

This table highlights that in addition to perspective change, new knowledge and skills,
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selfawareness, and increased personal autonomy were more frequently experienced as

outcomes for the participants who have and use confident leadership.

Table 57. Outcomes of Learning for Participants with Confident Leadership

C
2 Qul 8 3| =g > 2x | 22
So| B% S gl ss| § | , |22|8¢2
oo = =l o =8 c i) QD =3
"S5 |23 E | =g sg | g S | R | 58
Case £§5 1258 & Sz 03 2 S g8 o8
Olga X X X X X X 77*
Irene X X X X X 77
Amy X X X X Y4
Peter X X X X X X X X 7727
Frank X X X X X Z
Connie X X X X X X Y4
Yvonne X X X X X X 777
Quinn X X X X X X X 777
Bob X X X X X Z
Lorraine X X X X X X X X 2727
Harold X X X X X X Z
Nancy X X X X X X X X 277
Jack X X X X X X 7727
Seth X X X X X X X X 7727
Diane X X X Z
William X X 277
* See overall table for guide to Z6s (p. 2

Table 58 is the salient data matrix for both transformative learning and
transformational leadership behaviarel characteristics. To further illustrate the
leadership framework, the matrix also describes the leadership framework and its
fundamental nature.

Though the data and results imply possi
transformative learningx@eriences and their transformational leadership behaviors and
characteristics, the next chapter speaks directly to conclusions about the relationships

between them.
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Table 58. Summary of Data for All Participants

» 3
5 21 2 5 g
o | B |3 G 5
z |20 8|2|s|2| |B% -g 2| S| »
[S] = oy [ () () = -l
e =%|2|z|€|2|¢les E |2|g|ls|&|s| &
nc|l =22 E|L o | o S |8 ¢ £ SIE| S| E|S 2
8 3¢ S| % E| 5| 3|85 Fundamental s o | @ s S iz o
Name |2 S| 2a& | O | 0 | W | < | > |d&E Framework nature O OO0 O | > Principled
Requires
Giant comm | orchestration sV TE
Olga X X X X X X organizing | and vision, but X XX | X ZZ | X X e
. PS, LF
project not dependent
leadership
Treat others
with respect sV TE
Irene X X X X X | Golden Rule| and remember X XX | X ZZZ | X X LF’GF’
where you '
came from
Obstacls . .. | Problem
. need to cut solving SV, TE,
Amy X X X X | Inthe jungle through and focus: X X | 2z LF, GF
persevere team
Bring people
peter | X | X | x | x | x | x | x | x | The big voila| &0ng untilthey} o1 vy X |zzz| x | x SV, TE,
can see it for LF, GF
themselves
Frank | X | X | X | X x | Rwver... X X X | z X GF
rapds
Accommodate
Connie | X | X X x | x | x | Bendthe | opleandtheil X | xx | x 7z | x X SV, TE,
rules needs LF
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