1. Introduction:

1.1. Purpose of the study:

After having worked as a legal counsellor in diéfietr types of jobs, organizations and
positions for a total of 14 years, | felt a strareed to make some reflections upon many of
my experiences so far. | had worked with many d#ffié types of leaders, as well as having
been in a leadership position myself. My own exgrares with leadership made me develop
a strong interest to focus more deeply on leadeshd leadership development as such. |
grew especially interested in what actually seemtsatisdeadership development-and if, and
how, this could be facilitated.

This interest grew even stronger after | undertad&adership development course myself
while working for many years in an internationatmaration. | experienced a big
gap/discrepanse between both the theory preselutegl with the actual developmental
experiences | had during the course, and the ydatame back to at work after the course
was over. | became even more interested in hoauldcbe possible to enable developmental
processes for leadership which also could be appii¢he real-life frames of the actual
working-life.

This personal experience of mine is supported t®cant ph.d.-thesis done by Ingunn
Hybertsen Lysg (2009) at NTNU, about whether lestiiprcourses have an actual impact
upon the participants as well as the organizatibbeg work in when they return to their usual
jobs after the course is ended. One of her corartgsivere that the programs she studied did
not produce significant change of practice in ttenagers’ companies. However, the
managers perceived individual change from the pmogn terms of changed vocabulary and
identity (Lysg, 2009).

This recent work makes it all the more interestmghquire into leadership-developmental
training. While Lysg found little impact from thewrses in the companies themselves, |
found a gap between the course | undertook and Itfe'a My aim with this research project
is therefore also to see if a different kind ofrtnag can have a different impact

For my sake, the experience of needing to expantegal competence with more and
different types of competencies, led me to my Mast®©rganizational Leadership/Master of
Management-studies at NTNU. Through my speciabraith "Relational leadership:
Counselling, motivation and coaching”, | have bstildied and undertaken myself as a

student a specific pedagogical learning-platforagdal upon constructive developmental
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psychology. | found this approach to be a poweafd developmental process for
experiencing actual development in myself in ate@anted to focus on. Based upon these,
within this approach at the University, my aim wiklis Master-thesis is to see how similar
approaches work in a "real-life setting” within @tWegian organization, as opposed to a
University-setting.

The Norwegian Armed Forces Medical Services (hézeahlled NAFMS) generously and
courageously opened their organization to a ptlocal program with a leadership
development component, which went from Februafyd¢oember 2011. | will focus only on
the leadership development component of the prognains thesis, and describe this further
in pt.4 below, as well as my own role in it. Thi®gram has provided me with the data for
this research project, through in-depth interviewith four of the participating leaders.

My interest has been to see whether, and in whayswthe participating leaders experience
this particular leadership development course asfi@al for their concrete and daily
leadership challenges.

| am positioning this thesis up against the sclierdirticle "Making Leadership Development
Developmentdlin Academic Exchange Quarterly (2010), where Jloma Reams and
Camilla Fikse present research from within the Nagian University of Science and
Technology (NTNU)’s Master of Management prograrhich is the same Master -program |
follow. Reams is also my supervisor for this thesis

In addition, | am positioning this thesis up agathg scientific article The use of
constructive-developmental theory to advance tlierstanding of leadershipn The
Leadership Quarterly, 2006. Here the authors $taitethere is almost no research that
examines how training, development, or coaching@ums impact participants' order of
development. They also state another possibledirait to the existing body of research
being that the samples in the studies reviewee welturally homogenious. Given the
increased interest in cultural differences in leakg dynamics and on leading across
cultures, this is a critical short-coming of thesting body of research”(McCauley et.al, 2006
p.648). When reading this article, my interest gneweing able to contribute to this body of
research. Although | will not actually measure depment by a qualitative methodological
approach in this thesis, | will use a constructies<elopmental framing in a quantitative
methodology, as well as conduct a study in a Noraregrganization and culture, in contrast
to much of the existing research coming from the US



1.2. Research questions:

In this Master-thesis | want to examine how a lesitie development course can contribute
to the participants experience of leadership derakmnt.

More specifically | want to inquire into:

1. What is the participants concept of leadersenetbpment at the outset of the course?

2. Have the participants experienced that the ksagecourse-the intervention-has
contributed to their leadership development-progdisges, how?
| will narrow the wide term”leadership developmehy interpreting it through

constructive-developmental lenses, as defined apteh 2 below.

3. If the participants have experienced developrhestthis happened according to their
concepts of what leadership development is-or ilagdurse contributed to changing
their concepts of leadership development?

In chapter 2 | will present different theoreticalrgpectives | will use in this thesis, and in

chapter 3 | will describe the methodological fraghused. In chapter 4 | will describe the

leadership development program itself-the inteneentChapter 5 will present the empirical
data found, with the categories and sub-categtretsemerged. In chapter 6 | will discuss
and analyze the empirical data. And finally, intes 7, follows my concluding thoughts as

well as some implications for further research.

2.  Theoretical perspectives:

The theoretical perspectives | will present in thapter have been chosen inductively
through their perceived relevance in relation ®dbjective of the thesis and on the basis of
the empirical findings presented in chapter 5 asdussed and analyzed in chapter 6. As can
be seen in the research questions, the participaperience of leadership development will
be in focus, as well as how development can bep#wlor facilitated. This chapter thus will
focus on different constructive-developmental tiesor

First though, I will begin by defining "leadershilgvelopment” through constructive-
developmental lenses. The authors McCauley eeéihal constructive developmental theory
as a stage theory of adult development that focoiselse growth and elaboration of a
person’s ways of understanding the self and thédydvicCauley et al, 2006).

The theory is “constructive” in the sense thatiald with a person’s construals,

constructions, and interpretations of an experigtia is, the meaning a person makes of an
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experience. It is “developmental” in the sense thigtconcerned with how those construals,
constructions, and interpretations of an experigmnog more complex over time.
Constructive developmental theory thus takes asuitgect the growth and elaboration of a
person’s ways of understanding the self and thédgbtcCauley et al, 2007).
| will start the introduction to my theoretical appches with presenting a scientific article in
Leadership Quarterly from 2006. Then | presentlarascientific article in Academic
Exchange Quarterly from 2010. After that | will eeto three different theoretical approaches
within contructive developmental theory, first bylBoiner and Stephen Josephs(Joiner et
Josephs, 2007), then by Robert Kegan and Lisa I(Kleggn et Lahey, 2009) and finally by
Bill Torbert(Torbert, 2004). This will be followelly referring to Karen Horneys(1945)
influential work about resolving our inner confBcand our reactive styleg.close this
chapter by briefly referring to Jan Spurkelandps(®&eland, 2005) theories about trust.
Scientific articles:
In the scientific article The use of constructive-developmental theory t@aack the
understanding of leadersHigoy McCauley et al(2006) in The Leadership Qudytethe
authors give a perspective upon the use of devadaopahstage theories to inform the design
of management education programs. They statestitéitan approach aims to enable
“complicated” understanding in managers, in ordesgée and understand organizations from
multiple perspectives to be able to deal with theplex nature of many of the problems
managers face. The potential contribution of dgwalental theories is in their description of
how adults develop more complex and comprehensayes wf making sense of themselves
and their experience.
The authors state that although a number of piatits have used developmental stage
theories in designing leadership development ietetions, they have seen little in the
mainstream management and leadership researdtuiteithat makes use of these theories.
They ask whether one reason for this may be thdt ddvelopment has been the purview of
schools of education and of counseling programdewhanagement and leadership belongs
to business schools and to social and organizatpmyahology and political science
departments. The authors state:
" Leadership is a complex social phenomenon. ...Beedudeals with an aspect of
leadership that may be taken as basic—the generato development of meaning
for individuals and social systems—constructivesttgymental theory has the
potential to act as an integrative framework in fleéd’(McCauley et.al., 2006 p.
650).



In another scientific article calledMiaking Leadership Development Developmérital
Academic Exchange Quarterly (2010), Jonathan Rearti<Camilla Fikse cite Kegan and
Lahey in saying that much of what is done undemtn®ae of leadership development is not
actually developmental, but rather behavior trajniikegan and Lahey, 2009). They point to
a need for attention to the internal aspects, pesgrl to the external domain of experience.
Reams and Fikse then present research from Theagaw University of Technology and
Science in how to further the effectiveness of éaldip development by making it
developmental. The particular focus for their reskeas the question of how to develop
processes and learning structures that cultivgieaéity of awareness and presence to support
leaders’ development.

Reams and Fikse begin by looking at the gap betwspaused and theories in use. They
point to Argyris (2004), who noted learning is negdo overcome the gap between what
leaders know they want conceptually, but are nta abready to embody. They point to both
Senge (1990) and Argyris™ (2004) theories about leanmning organizations can create a
culture that can support learning such adaptivaweh Argyris says the conundrum is that
before a company can become a learning organizationst first solve a dilemma: most
people don’t know how to learn. He says furthet #gfigective learning is not a matter of the
right attitudes or motivation, it is a producttbé way people reason abdbeir own

behavior.

To facilitate a change in the way people reasomath@ir own behavior, Reams and Fikse
point to the need to suspend the normal habitstenton to allow for new insights to
emerge.They point to Bohm’s(1996) notion of suspemdur thoughts, which does not
require destroying our existing mental models afitg — which would be impossible even if
we tried — or ignoring them. Rather, it entails wBahm calls suspension, or hanging our
assumptions about reality out in front of us. Byngcso, we begin to notice our thoughts and
mental models as the workings of our mind. Susperasilows us to “see our seeing” (Bohm
p. 29). However, if our thoughts haug the question is how came get around them to see
our seeing? For this, Reams and Fikse use Kegahar&y's so-called "Immunity to
change”-learning platform. | will describe thisahapter 4.

Constructivist- developmental theory:

Joiner and Josephs(2007):

| will now present some core theories relevant inithe field of constructive developmental

research. | will start with the theory and researtBill Joiner and Stephen Josephs. They



describe in their booki’eadership Agility(2007), five distinct levels that leaders move
through as they master leadership competencies.

The first stages of leadership agilities are cgleetconventionalwhich mark the progress of
growth from infancy through the end of grade schaalrs. Then comes the three
conventional stages; which are cal@dnformer, Expert and Achievdfew adults grow
beyond the Achiever stage. However, the theoryrasearch of Joiner and Josephs(2007)
identifies further stages of human adult developinealled the post-conventional stages of
beingCatalyst, Co-Creator and Synergi3the research found that people at these stages ar
more welcoming of diverse perspectives, have atigreapacity for resolving differences
with other people, are more self-aware, more attuaeheir experience, more interested in
feedback from others, and better at working thromgler conflicts.

Joiner and Josephs(2007) introduce the LeaderdhilgyACompass as a tool to describe each
one of these distinct levels. This consists of Aam@ss and Intent, Context-setting agility,
Stakeholder agility, Creative agility and Self-leaghip agility.

They point to research within stage-developmerggtipology that shows that, as people
develop, they evolve through a series of recoghizstiages, in a particular sequence. True
adult development- becoming an independent indalidegins with thé&xpert stageThey
describe the different leadership agilitites atExpertlevel as follows:

At the Expert leveAwareness and interppeople develop a strong problem-solving
orientation, and the main focus becomes to solyegkeblems. They want to differentiate
themselves from others by developing their own iopis and areas of expertise(Joiner and
Josephs, 2007).

The Expert leveContext-setting agilitynakes him/her tackle one problem at the time, @ach
an isolated task., as it is difficult to step b&ckn immediate, urgent tasks and prioritize
work. They tend to focus on short-term goals. TRpé#t levelStakeholder agilitys not so
concerned with key stakeholders, and assumes omspguive is the right one. Joiner and
Josephs describe that the Experts power stylesisdoapon expertise and organizational
position. The Expert lev&reative agilitysees polarities as mutually exclusice oppositas, a
represents an either-or mindset-every argument hay& it's winner and looser. The Expert
tends to experience own opinions as if they wejeative perceptions of reality. He/she often
perceive ill-structured problems as if they mustéhevell-established answers just waiting to
be remembered or rediscovered.

The Expert leveSelf-Leadership Agilityas in self-awareness, encompasses his/her

perception of his/her current role, his/her prof@sal skills and his/her personality traits.



Their tendency to judge him-/herself harshly coredimith the need to be right, makes the
Expert hesitant to seek feedback from others. Aghi® developmental motivation,

underlying it all is the fact that the Expert’s stamt striving is largely motivated by fear-of
how he/she would feel about him-/herself if othiiek he/she is not capable or efficient. The
Expert will constantly guard against this danger.

According to Joiner and Josephs(2007), a smaligrstdl sizable percentage of people, then
grow intoAchiever stageOne way of describing the differences betweeddeship at Expert
level and Achiever level, is to say that the Expesinages tasks and the Achiever also starts
to manage people. Their purpose becomes moregittaand they achieve a strong outcome
orientation. They see that they can achieve thdiranes better when seeking support from
key stakeholders. The capacities a leader develibe achiever level, gives him/her the
mental agility needed to master the tasks cladgiaatociated with effective management;
strategic planning, resource allocation, and stgffdesigning organizational structures and
processes, and using information systems to moaitdrimprove organizational performance
Joiner and Josephs(2007) describe the differedelship agilitites at thAchiever stagas
follows:

The Achiever leveAwareness and inteallows the leader to step back from the standards
and beliefs he/she developed at the Expert levehpare and contrast them, and integrate
them into a coherent system of own values andfselidne Achiever understands that
developing his/her own system of values and belitfisiately is a matter of personal choice
and responsibility, which Joiner & Josephs referad the full relocation of authority within
the Self.

The Achiever leveContext-settin@gility enables the leader to analyze the motivetiand
behaviour of the key players in their immediateisnment. Their sense of purpose develops
from tactical to strategic. As for the Achieveréé@Btakeholder agilityJoiner and Josephs
state that a persons stakeholder understandinysldeepens to the level at which you
understand yourself. The Achiever le@kative agility develops the ability to hold

opposing ideas and experiences in mind, companre, taed, when needed, work out ways to
take both into account. The Achiever le@elf-Leadership agilitgnables the leader to reflect
on his/her life in greater depth and over longaetirames, thus gaining new insights about
his/her personal strenghts and limitations, ofedarred to as a strong sense of identity. The
Achiever self is the rational persona. As for tleeelopmental motivation, the Achiever
includes long-term career objectives and an extgicimplicit leadership philosophy to

his/her remaining primary motivation to succeedchieving the desired outcomes.



The final leadership agility level | will focus an this thesis, is th€atalyst level The

Catalyst creates an ongoing process of participatescision-making. When both the Expert
and the Achiever work from a unilateral intent, @&talyst has a collaborative intent and
seeks joint problem solving.

Joiner & Josephs describe the different agilitiesheeCatalystlevel as follows:

As for the Catalysfwareness and Interd, motivation to develop to the Catalyst level a&ise
when you repeatedly experience the limitationsefafter-the-fact awareness of the Achiever
level, and begin to bring direct, momentary atmtio the current experience. In this way the
Catalyst develops an on-the-spot reflective capatite Catalyst practises the process of
being aware of his/her experience, reflecting ashiaterpreting the experience, and then
taking action by adjusting his/her response acogigi The Catalyst's appreciation of
diversity increases.

The Catalyst leveContext setting agilitgnables the leader to be more attentive to tigetar
context within which they and their stakeholdersrape. At the Catalyst lev8takeholder
agility, the leader begins to see that his/her image of/harself is just that-an image. This
enables the Catalyst to develop an attitude towandself that's more accepting of his/her
faults and foibles. This attitude towards onesethirrored in his/her attitude towards other
people. The Catalyst understands that his/her oauwsvand priorities, and those of everyone
else, are irreducibly subjective. The Catalyst ipooates two new forms of power, in
addition to personal and political power, nameky power of vision and the power of
participation. They enjoy creating teams and ortions where people feel empowered to
contribute their own unique talents and ideas.

Catalyst levelCreative agility,deepens the understanding of the relationshipdestw
intentions and results. It enables the capacityryoon” frames of reference that differ from
or even conflict with your own by excercising a Iwmg suspension of disbelief”. The
Catalyst sees that underlying frames of refereneenaich more powerful and pervasive than
he/she formerly imagined, and so will more eassly him-/herself: "What assumptions have
we made in the way we ve defined this problem?” [Blvel of awareness enables the Catalyst
to experience for him-/herself the famous insigitiorded in Talmud:We don't see things as
they are. We see things as we are”.

Catalyst leveBelf-leadership agilitgnables you to detect and letting more go of your o
defense mechanisms. The Catalyst discovers thaehidegree of dependence on others
approval is a direct function of his/her own leg€bkelf-acceptance, which leads him/her to

begin to discover the inner dimensions of empowetnikhe Catalyst is therefore more able
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to meet thoughts, feelings and behaviors that minfith the way he/she "should” be, with

an attitude of curiosity and reflective acceptaridas posture gives the Catalyst more choice
and flexibility in responding to a whole range dfetent situations, as well as accept that
him-/herself has mixed feelings and inner confli@tersonal growth at the Catalyst level is
not so much a goal to achieve as an open-endedir@ngrocess.

In chapter 6 | will illustrate some of the empilidata with these three stages of Expert,
Achiever and Catalyst.

Bill Torbert (2004):

| will now turn to Bill Torbert & Associates anddtbook "Action Inquiry-the secret of timely

and transforming leadershi(2004) For the sake of simplifying | will only ref to Torbert.
Here he describes a way of simultaneously condyetotion and inquiry as a disciplined
leadership practice that increases the wider éffEoess of our actions. Action inquiry
becomes a moment-to-moment way of living wherebyattene ourselves through inquiry to
acting in an increasingly timely and wise fashionthe overall development of the situations
in which we participate. Torbert states that thne af action-inquiry is to generate
effectiveness and integrity in ourselves. Integistgenerated, he says, through a more and
more dynamic and continual inquiry into the gapeunselves. Such gaps may appear
between the results we intended and the resultpeormance generates, or between our
planned performance and our actual performandegtwveen our original intentions and our
low state of awareness at the moment of actiorsiogws to miss an opportunity(Torbert and
Associates, 2004).

Torbert then introduces different capacities toriesy and digesting information, called
single-, double-and triple loop feedback withineagons awareness, or action-logissgle-
loop feedbaclks defined as information that tells a person Wlebr not her last move
advanced the person closer toward the set goas tyfje of awareness puts action first and
inquiry later, or not at all. Reliable single-logarning is critical for reaching goals

efficiently and effectively. Torbert goes on to &ip that most people treat their current
action-logic, structure or strategy as their velgnitity. We will tend to resist to accept
different types of feedback, unless and until wevaburselves to continue to feel ourselves
as ourselves even as we try different roles, oksyaw strategies.

Torbert then definedouble-loop feedbaclor action-logic, as a persons need to transfagm h
structure or strategy, not just amend her behariactionsTriple-loop feedbackTorbert
defines as highlighting the present relationshigveen our effects or outcomes in the outside

world and 1) our actions (single-loop feedback/anass), and 2) our strategy (double-loop
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feedback/awareness), and 3) our attention itsealbléFloop feedback/action-logic makes us
present to ourselves now. He defines this abilitgdcept more and different types of
feedback or action-logics asiper-vision This also balances goal-oriented action with inqu
about the goal, in such a way as to balance thaeinée of different participants as well.
Torbert advocates that this kind of super-visiaralbaction-logics performed at the same
time, leads to a kind of transforming power thatarces mutuality(Torbert and Associates,
2004).

When Torbert has established these different tgpastion-logics, he introduces a
framework of a seven-stage model with each staggesenting an “action logic,” that is, an
overall strategy that thoroughly informs an indivédls reasoning and behavior(Torbert and
Associates, 2004). Individuals at different stageganize their experiences in terms of a
particular logic (e.g., norms, craft logic, systeffectiveness) with the logics becoming more
complex as individuals develop. The logics shap®am focus of attention at each stage. An
individual's focus broadens with each successagestTorberts fourth, fifth and sixth stages
are quite similar to Joiner and Josephs Expertjedvehn and Catalyst, as | have described
above, and which | choose to focus on in this thesi

Kegan and Lahey(2009):

| will now move over to the theories and researevetbped by Robert Kegan and Lisa

Laskow Lahey. In their bookrhmunity to change. How to overcome it and unlbek t
potential in yourself and your organizatigR009), they state that leaders increasingly ask
people to do things they are not currently ablédpwere never prepared to do, and are not
yet developmentally well matched to do. They th@eus on how to close the gap between
what people genuineiptendto do and what they are actuadllgle to bring about.

Their research showed that some of their adularebesubjects were able to evolve whole
patterns of increasingly complex and agile wayapgdrehending the world. Each new mental
plateau gradually overcame the systematic limitetiof the prior one. This raised the
guestion whether one could do anything to supp@dée shifts in the expansiveness and
complexity of our mindsets-could people actuallyhlegped to grow?

Kegan and Lahey first sought to describe the sireadf each way of meaning-making, why
it created the reality it did, what changed inradure when it evolved. Their research shows
that it exists qualitatively different, discernildystinctlevels (plateausdf adult development
that represent quite different mental complexitemeaning systems. These plateaus of adult

mental development can be divided itite socialized mind, the self-authoring mind arel th
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self-transforming mindThese make sense of the world, and operate wtthimprofoundly
different ways.

Their research found that the driver of increasimental complexity was moving mental
structures from “subject” to “object”, from “mastdo “tool”. The root of any way of

knowing (epistemology) is an abstract-soundingglualled the Subject-object relationship
Any way of knowing can be described with respedhtd which it can look at (object) and
that which it looks through (the “filter” or “lendb which it is subject)(Kegan and Lahey,
2009 p.51). A way of knowing becomes more compléenvit is able tdook atwhat before

it could onlylook through In other words, our way of knowing becomes managlex when
we create a bigger system that incorporates ananebgoon our previous system. This means
that if we want to increase mental complexity, veechto move aspects of our meaning-
making from subject to object, to alter our mindsethat a way of knowing or making
meaning becomes a kind of a “tool” tha havegland can control or use) rather than
something thahas ug(and therefore controls and uses us)(Kegan andy.&909 p.51).

Each level of mental complexity incorporates aideily different subject-object relationship,
a successively more complex way of knowing thaitbie tolook atwhat the prior way of
knowing could onlyook through For example, theocialized minds subject to the values
and expectations of her surround. The perceivégd aad dangers that arise for such a person
have to do with being unaligned, or out of faitlithathat mediating surround, being excluded
from it and thereby cut off from it's protectioms,being evaluated poorly by those whose
regard directly translates into his regard for haths

At the next level of mental complexity, teelf-authoring minda person is able to distinguish
the opinion of others from her self-opinion. Sha choose how much, and in what way, to
let others influence her. They can take the whad@mmg-making category of others’'s
opinions as a kind of tool, or something they haather than something that has them. This
way of knowing allows the person to take othermigns as object rather than subject. This
enables her to be the author of his/her own realitg to look at oneself as a source of
internal authority-hence the “self-authoring” miridis changes the basis of context from
which the specter of risk and danger from psychohlidife arises(Kegan and Lahey, 2009).
They state that if we are able to break througlnt@even bigger emotional and mental space
that can seek out the framework’s current limitegjgather than merely defend the current
draft as a finished product and regard all suggestio the contrary as a blow to the self, we
can reach the third mental plat¢ue self-transforming mind'hus, these three qualitatively

different levels of complexity represent three idist epistemologies.
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This description is also implicit in Joiner and dolss(2007) model above, as they describe
that when adults grow toward realizing their ptisgnthey develop a constellation of mental
and emotional capacities. These are simply diffenerys of saying the same thing.

Kegan and Lahey's research led them to find a waythe inner dynamics, a sort of "master
motive” that keeps us on our current mental platdwey called this phenomen "the immunity
to change”, a hidden dynamic that actively prevastirom changing because of it's devotion
to preserving our existing way of making meaninigey describe this resulting in us "having
one foot on the gas and one foot on the break”(Kegml Lahey, 2009). | will describe this
further in chapter 4 below.

They point out that when we overcome an immunitghtange, we stop making what we have
come to see is actually a bad bargain: our immysts) has been giving us relief from
anxiety while creating a false belief that manygs are impossible for us to do-things that in
fact are completely possible for us to do!(Kegad bahey, 2009 p.50).

They use the distinction made by Ronald Heifetzg) ¥3ftween on the one hand personal-
change goals that actually require developing aaretit mindset in order to accomplish
them, so-calledddaptive challenges@r immunities On the other handtéchnical
challenge$are defined on the fact that the skill-set neags$o perform them is within a
persons current mindset. An ordinary mistake iggply technical means to solve adaptive
challenges, or mis-diagnose our challenge as aieailone.

Kegan and Lahey therefore has aimed to build aesstal “learning platform” that moves
from diagnosing immunitites to overcoming themwadl as finding adaptive (non-technical)
ways of supporting ourselves and others to megitagachallenges. This by intentionally
supporting the development of complexity of mindgce all learning and reflection will occur
within our existing mindsets.

| will use Kegan and Lahey's theories to illustrdéta-findings in chapter 6 below.

Finally in this chapter, | will present some of theory and research of Karen Horney.
Although her work also can be categorized undetabel “constructive”, | choose to
describe her work in a sub-section of it's owngsiit also differs from the contructive theory
| have presented until now.

Reactive styles-Karen Horney (1945):

In Karen Horney's influental boolOur inner conflicts. A constructive theory of nesigd
(1945), she describes neurotic conflicts and attempsolution. Although her research and
theories focused on neuroses, it is used widety\ateen working with so-called “normal”

people, hereunder in the 360-feedback tool wemsas program, “The Leadership Circle
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Profile”. The lower half of the circle is based apdorneys work, with the three reactive
styles ‘moving along”-(complying)“moving against’-controllingand ‘moving away from”-
protecting | will describe this tool further in chapter dlow. Horneys research and theory
has therefore been essential in working with thhelées and referents in our program.
Personally | find Horneys work very moving, andttihapeaks directly to me through all the
time that has passed since her book came out if, 1@t after the second world war.
Horney starts by pointing out that people have akendifferent types of choices very often,
without being consciously aware of the choices lizat to be made. Consequently they do
not resolve them by any clear decision.

Horney then states that the more we face our owflicts and seek out our own solutions,
the more inner freedom and strength we will gainly@Qvhen we are willing to bear the brunt
can we approximate the ideal of being the capthouoship.

Horney describes the essential characteristicsneluaotic conflict as showing an
incompatibility of conflicting drives and their umescious and compulsive nature, leading
always to the impossibility of deciding between tloatradictory issues involved.

It is interesting here to draw a link to Kegan d&adhey's “Immunity to change”-tool
described above, which is used to show a persotistgrmanagement system, and how
unconscious and countervailing forces makes theopenave “one foot on the brake and one
on the gas”. It is also interesting to draw a paliaio Kegan and Laheysocialized mind,
which also can be seen as made up of our readjiles s

Horney goes back to what she calls “the basic #&yiximeaning by this the feeling the child
has of being isolated and helpless in a potentraditile world. Despite own weakness and
fears he unconsciously shapes his tactics to rheqidrticular forces operating in the
environment. In doing so, he develops not only @l $trategies but lasting character trends
which become part of his personality(Horney, 1948

She then goes on to say that if we want to seedomiflicts develop, we must take a
panoramic view of the main directions in which ddtlban and doesioveunder these
circumstances. She then describes the three eslsaotres made to cope with the
environment- a child can movewardspeople againstpeople, oawayfrom people.
Whenmoving towardgeople, the child accepts her own helplessnesdsinaspite of her
estrangement and fears tries to win the affectfastieers and to lean on them. Only in this
way can she feel safe with them. If there are disisg parties in the family, she will attach
herself to the most powerful person or group.cBgmplyingwith them, she gains a feeling of

belonging and support which makes her feel leskwaed less isolated(Horney, 1945 p.42).
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Horney describes moving towards people, or comgly&s centering around a desire for
human intimacy, a desire for "belonging”. She hasnsatiable urge to feel safe. She will
automatically try to live up to the expectationtiers, or to what she believes to be their
expectations, often to the extent of losing sighter own feelings. She becomes
undemanding, compliant, over-considerate, and doesonsult her own feelings or
judgment but gives blindly to others all that skeiiven to want from them. She tends to
subordinate herself, take second place, leavarttedight to others, appease, etc.(Horney,
1945 p.52). The complying person looks at hesvielman with the silent question:”Will he
like me?”(Horney, 1945 p.80). This reactive stg@ealledcomplyingin the tool we use in the
program; The Leadership Circle 360 Profile.

Whenmoving againspeople, the child accepts and takes for grantedhdistility around her,
and determines, consciously or unconsciously giatfiShe implicitly distrusts the feelings
and intentions of others towards herself. She saipelvhatever ways are open to her, and
wants to be the stronger and defeat them, pantligdoown protection, partly for revenge. In
our 360-tool, this reactive style is calleantrolling.The controlling person looks upon her
fellow man and wants to know:”"How strong an adversshe?”or’Can he be useful to
me?”"(Horney, 1945 p.80). The primary need becomesod control over others. Variations
in the means of control are infinite. The contradliperson needs to excel, to achieve success,
prestige, or recognition in any form(Horney, 19465). Strivings in this direction are partly
oriented towards power, inasmuch as success astigaéend power. But they also make for
a subjective feeling of strength through outsiderattion, outside acclaim, and the fact of
supremacy. Here as in the compliant type the cerfitgravity lies outside the person himself,
only the kind of affirmation wanted from othersfdit

Whenmoving awayrom people, the child wants neither to belongtoedight, but keeps
apart. He feels that he doesn't have so much imemmwith the others, they do not
understand him anyhow. The child builds up a wofltis own. This reactive style is called
protectingin our 360-tool.

The two former predominant stylesymplyingandcontrolling, are directed towards positive
goals: affection, intimacy and love for complyimgd survival, domination and success for
controlling. In contrast to thigrotectinghas a negative goal, namely note involved, not
to need anybody, ndd allow others to intrude on or influence him(Hey, 1945 p.81).
Horney describes that one of the characteristi¢hisfstyle is a general emphasizing on
estrangement from people. What is crucial is timeier need to put emotional distance

between themselves and others. More accurate$ythieir conscious and unconscious
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determination to not get emotionally involved wattihers in any way, whether in love, fight,
co-operation, or competition. They draw around tbelves a kind of magic circle which no
one may penetrate. The underlying principle is néwdecome so attached to anybody or
anything that he becomes indispensable. That weolghrdize aloofness. Better to have
nothing matter much(Horney, 1945 p.75). Anothemprmced need is a high need for
privacy, he tends to shroud him-/herself in a vésecrecy.

Horney describes hoprotectinghas a very strong need for independence. Thisatan t
many different forms, but one can be that advideltsas domination and meets with
resistance even when it coincides with own wishesfly, 1945 p.78). Also, Horney
stresses the need to feel superior, because aititiissic association with
detachment(Horney, 1945 p.79). The protecting tgpks at his fellow man and asks
him:"Will he interfere with me?Will he want to infence me or will he leave me alone?”He
may take extraordinarly pride in having kept frééeoeling influences of environment and is
determined to keep on doing so(Horney, 1945 pB@®tectinghas the ability to look at
themselves with a kind of objective interest, as would look at a work of art. Perhaps the
best way to describe it would be that they havestime "on-looker” attitude towards
themselves that they have toward life in generakyTare often excellent observers of the
processes going on within them(Horney, 1945 p.74).

The more the emotions are checked, the more likedythat emphasis will be placed upon
intelligence. The expectation then will be thatrgtteng can be solved by sheer power of
reasoning, as if mere knowledge of one’s own probleould be sufficient to cure them
(Horney, 1945 p.85).

Often, one of these moves will become the predomioae, and so the one who most
strongly determines actual conduct. This basitud# towards others has created, or a least
fostered, the growth of certain needs, qualitieasgivities, inhibitions, anxieties, and, not
last, a particular set of values.

For a normal person, Horney says, the goal isttteathree attitudes should not be mutually
exclusive. One should be capable of giving in teead, of fighting, and of keeping to oneself.
However, these three attitudes do have intringionmpatibilities, which a person will attempt
to, conscious or unconscious, effect a compronmsgeetween.

It is interesting here to draw a parallell to Kegem Lahey sself-authoring ming

described above, which enables us to have a ne$dttip with our reactive styles. Through
this mindset, a person can take other's opiniombpxt rather than subject and be the

author of his own reality.
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I will illustrate some of the empirical data inagiter 6 below with Horney's theory.
Finally, 1will move over to briefly present sortieeory about the phenomenon "trust”. |
choose to present this both because | find it @stamg in terms of leadership development,
and in terms of some of the empirical findings.
Trust:
Jan Spurkelan (2005) refers to the so-called "Aefdof the leader in his book called (in
Norwegian:) Relasjonskompetanse. Resultater gjersamnhandling”, (English, my
translation: Relational competence. Results thrantgraction) (2005). This is referred to as
a superior dimension within relational competendé) the”A” standing for "Acceptance” in
the actual situation in which the leader operagsirkeland calls trust the main carrying-
beam in a relation. He describes it as an emotiaciwis developed through interpersonal
experiences and is built by repetetive mutualttbusiding actions, from which trust can be
the result. He says that we first and foremost $eekan contact and acceptance. First when
that is established, the work itself can start.

I will now move over to chapter 3 and a descriptod the methodological approaches | have

chosen in this thesis.

3. Procedure-methodology:

3.1. Research strategy:

According to Creswell (2007), it is important ftwetresearcher to be open about own
frameworks and/or "lenses” that will shape his/pexctice of research. Myhilosophical
assumptiorfor entering this specific research-project id thaant to study the meaning of
the participants experiences as they take panarneadership development program.

A case-study:

| choose to follow Creswell’s (2007) definitionatase studys a qualitative approach in
which the investigator explores a bounded systeocaga) or multiple bounded systems
(cases) over time, through detailed, in-depth daligction involving multiple sources of
information (e.g., observations, interviews, audiaal material, and documents and reports),
and reports a case description and case-basedghbinéntent is to understand the specific
issue of "leadership development”, using Bloeinded casas a illustration (Creswell, 2007). |
select the pilot leadership development progransrde=d in pt. 4 below for study, making

this research project avithin-site study(Creswell, 2007).
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My chosen case is distinguished by $iee,being eight participants in the program, as well a
by time, as the program consists of a total of six dayslaoted from February-December
2011, combined with individual follow-up coachimghich makes it also distinguished by
processedt is asingle-instrumentatase study, as | focus on the issue "leadership
development”, and select one bounded case toraligsthis issue (Creswell, 2007). The
program is thus in this research-project used assarument to inquire into how leadership
development can be supported and developed.

Qualitative research method:

| choose to conduct gualitativeinquiry within aninterpretivestance. It is interpretive as |
will describe, interpret and theorize on the enggirfindings collected through the in-depth
interviews (Creswell, 2007). In his book "Qualitegiinquiry and research design”, Creswell
(2007) describes qualitative research as beginmitigassumptions, a worldview, the
possible use of a theoretical lens, and the stlidgsearch problems inquiring into the
meaning individuals or groups ascribe to a soaidduman problem. Qualitative researchers
use an emerging qualitative approach to inquirg,abllection of data in a natural setting
sensitive to the people and places under studydatadanalysis that is inductive and
establishes patterns or themes(Creswell, 2@)istemological theorgn how knowledge is
constructed is in qualitative research relatedhéorelationship between me as a researcher
and that being researched. The researcher lookkdaomplexity of views rather than
narrow the meanings into a few categories or id€las.goal of the research is to rely as much
as possible on the participants views of the sangiCreswell, 2007). | have thus in my case-
study gained insight into the participants contgxpersonally conducting interviews about
how they perceived their own processes as thegvieltl the leadership development

program.
Phenomenology:

This case-study has a significguitenomenologicapproach within it, as the case-the
leadership development program- is used to desholbea specific phenomenon-leadership
development- is experienced. Aksel Tj¢2809) describes phenomenology as one of four
different sociological perspectives which can fratmetypes of phenomenon we see as
existing in society and which we can know sometla@hgut-also calledntology.Tjora also

describes how we can develop knowledge about thsesnology(Tjora, 2009).
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According to Creswell (2007), a phenomenologicatigtdescribes the meaning for several
individuals of their lived experiences of a concepa phenomenon. The ideal with the
research project would be that the reader shouttecawvay with the feeling that "I
understand better what it is like for someone foeelence that’(Creswell, 2007). In the
analysis of the empirical data in this thesis,uéhdrawn heavily on the phenomenological
approach, but built into a case-study frame, sémbe

Advocacy/participatory-action research:

The basic tenet of this worldview, according tosdvell (2007), is that research should
contain an action- agenda for reform that may chdhg lives of participants and the
institutions in which they live and work. Besidesirig a very ambitious goal, this type of
research often has been done on marginalized garupdividuals. In this project the
participants are in no way marginalized, but ondbetrary leaders. Still, many of the
criterias appear similar to advocacy/participatagyearch: As a researcher | will provide a
voice for the participants. There are clear stgtals to the intervention; the leadership
development program, in aiming to facilitate tlewelopment of consciousness, see chapter
4.1. below. Further the program is focused on limg@bout change in practices and helping
individuals free themselves from contraints, iniftstance work settings(Creswell, 2007).

Pragmatism:

This worldview focuses on the outcomes of reseatahactions, situations and consequences
of inquiry (Creswell, 2007). There is concern wajgbplications-"what works”-and solutions to
problems. Since | will focus on whether the papiits are experiencing any actual
leadership development, | definately focus on thie@mes and on what seems to be

"working” in leadership development training in @al-life” work- setting

3.2.Data collection
My empirical data was collected through interviemith four of the participants, conducted
in May 2011.

3.2.1.Contact to participants:

| presented my research-project at the outseteoptbgram in February 2011, and said |
would come back to asking some of the participahtslater stage if they would be willing to
participate. Then | asked four of the participantsarch 2011, at the end of the third day in
the program, whether they would be willing to let mterview them. | then sent them a

participant consent form, which they read and sigsee Appendix B.
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3.2.2. Sampling strategy/the interview-objects:

My sampling strategy was to ask those participauiits seemed to actually experience
developmental changes as the program progresseéthaaed upon that, hopefully would be
able to contribute with interesting and valuableada this research-project. This makes me
usepurposeful samplingas the selected respondents (hopefully) purpbgefan inform an
understanding of the research problem and cerftiexiggmenon in the study(Creswell,

20007). This also means that | usetigerion-basedsampling strategy (Creswell, 2007).
Within this criterion, | searched for variationsth in terms of age, gender, education/training
and background, which also made mems&imum variationrsampling strategy (Creswell,
2007).

The referents | ended up asking consist of thremevoand one man, in the age of beginning
thirties to mid-fourties. They have various leatigys=xperience, mostly from being
employed in the Norwegian military. Two of them kavdouble-education, consisting of
both a military training from one of the Norwegaar-academies as well as a civilian health-
education(This is very common in the Norwegian Adrir@rces Medical Services). The third
has a military training from one of the Norwegiaarvacademies, and the fourth has a

civilian education.

After the third interview | experienced some refi@ti in terms of the data | gdased upon
this | felt that having four respondents were sigfit to get rich and varied enough empirical
data for this thesis. Considering the need of dtimg-consuming transcription as well as
conducting thorough data anlysis, | feel quiteaarthat the eventual new types of data |
would have gotten from more interviews would ndahae the amount of work and time it
would have taken.

The question remains whether | would have gottéerént types of data if | would have
chosen the other four participants in the progrduwho believe that the chances are good that |
would have gotten data in the end who would in maays be quite similar to the data |
received from my four chosen referents, but thatoitild have taken more time to "get there”,
with perhaps more data on what stopped or hindiesd experiences of development; their
key developmental opportunitites. | base this upbat all eight participants expressed at the
end of the course in their anonymous feedback tdvi\bf the whole program, which was

made available to me.
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This makes me quite certain that | have not migsgbrtant sources or dimensions of data
by the sampling | did. | felt genuinely surprisedhathe rich, varied and complex data | had

received after having conducted all four interviews
3.2.3.Interviews:

| chose to conduct qualitative in-depth intervie¥scording to Tjora (2009), it is the most
commonly used method for gathering data in qualgatesearch. The goal of conducting in-
depth interviews is mainly to create a situationifaving a relatively free conversation
focused around some specific themes the resedidtdras decided (Tjora, 2009). The
purpose is to get the informant to reflect upon @xperiences and meanings connected to
the theme for the research (Tjora, 2009). | theslopen-ended, evolving and non-
directionalquestions(Creswell, 2007), which provided the rimfant with the possibility of
depth where he/she had much to t&luring the interview it is common to allow, and
actually wish for, digressions from the informahpra (2009) points out that the aim is to
study something subjective, as meanings, assungpdiot experiences-that we want the
world seen from the informants side. The in-deptbriview as a method is taken from the

phenomenological approach(Tjora, 2009).

The interview-guide, see appendix A, iseanistructured interviewyhich means that it

helped me to structure the interview —conversatarsensure they were having the relevant
focus of interest, while at the same time providjneat flexibility which enabled me to

follow the referents reflections and have a natpragression in the conversation by
including follow-up questions and asking for elad@mns where this was found to be
important. Based upon this, | aimed to provide eferents with as much space as possible,
and not asking them any more questions than | expegd as necessary. | consciously aimed
to wait and use the silence to see if the refesentild come up with any more reflections on
his/her own. My wish was to avoid to intrude anfiLience my interview-objects as much as
possible. | consciously tried to not have any codategories or preliminary structure in the
back of my mind during the interviews. | wantedaait with that until analysing the data

afterwards.

All four interviews were conducted by telephoneeg doi practical difficulties with meeting in
person. | therefore lost the ability to experiettoereferents body-language as a source of
data(Tjora,2009). However, | experienced that éhepthone enabled a very focused and

concentrated interview, with the ability to notaiso such data-sources as the tone of the

20



voice, the use of pauses and silence, etc., iiaddo the actual words being spoken. | asked
the referents to place themselves in a room winegwould not be disturbed. | started with a
general introduction, and then made them awarehefw would start the tape-recorder. |
conducted the interview with Pat (all four refesenames are fictional, and given for the sake
of readability) on May 12th 2012, with Ann on Ma$th, Bob was interviewed May 16th,

and finally Lynn was interviewed May 18th.

| wrote down my own experience of the interviewsaen as it was finished. | will only refer
that which will not jeopardize the referents anorntyrand which says something about the

interview-situatuon itself and therefore can b&alfie in terms of interpreting the data.

Pat is the youngest of the four referents. After hgvimerviewed her, | wrote that it lasted
one hour from start until end, and that | endeavitp having to ask all the follow-up
guestions | had. If not, | was sure that | would Im@ve gotten that much data from her. |
perceived her as answering my questions in a simorprecise way, but at the same time with
contact to new depths and landscapes opening lgr tlor reflections while providing me

with the seemingly short and precise answers.

After the interview withAnn | wrote that she talked easily and independemntly clear,
concrete and structured way. "When she was domewsals done.” Again, | ended up having
to ask all my follow-up questions. Similar to Pate "waited” for my questions. When |
consciously waited to see if she would come up withre data without me asking, nothing

more came.

The interview withBob, being the oldest of the informantarned out to be different in all
ways. He needed time and space. But in contrdsttto Ann and Pat, he would come up with
many more reflections when | provided him with thie could describe how he was able to
"see” himself and the processes he was in fronothside. A couple of times | could not help
myself from laughing at something he said, bec#usame off as so poignant, surprising and
impressive to me-I felt | laughed from joy. At tieetimes, we both laughed. | consciously did
not comment my laughter, as | was afraid it conftlence him-so | was just quiet afterwards
and waited until he continued the interview ondws. | have written downigughte)) in the
statements in chapter 5 and 6 where this happened.

After the final interview withLynn, | commented that she talked easily, in a verycstired

way, and seemed sort of "done”in the analyses sbvded, combined with at the same time
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many reflections aorund them. She was the onlywdmebrought up awareness and being

present.
The Interview-guide:

Tjora (2009) describes the typicial open questiares qualitative in-depth interview as "the
grand tour-questions”- the researcher invites tifi@rmant to take him/her along on "a grand
tour” of the chosen open themes. The questionsidlopen up for reflections (Tjora, 2009).

The interview-guide is included in appendix A.

The first research-questioriVhat is the participants concept of leadership tguaent at

the outset of the cour®g is trying to unpack the participants concegtieadership
development at the outset of the program, sin@alldn assumption that this will influence
how the participants will interpret and experieacg possible leadership development
happening to them. The first follow-up questionatCyou describe your leadership-ideal?”,
is trying to get the participant to describe wieatdership development means to them,
personally. The second follow-up question, "Can gleacribe when-how-in which situations-
you experience a good professional self-esteerne®’ to get the referents to reveal something
about how they value themselves, as well as whatwates them. | assumed that both factors
are important in terms of how they will experieheadership development. The third follow-
up question, "Can you describe how you talk to gelfrwhen you evaluate yourself?” tries to
get the referents to reveal something about how dlseess their progress towards their
leadership ideal. All three follow-up questions aitrgetting the referents to go even more
into detail, or describe in an even deeper, rieimet more reflective way, the main question
of what their concept of leadership development is.

The second research-question asks the referentbevtirey have experienced that the
program has contributed to their leadership devekg-process. The follow-up question
asked them whether they had seen any opportufately to develop in the wanted
direction, in order to get the referents to talldetailed as possible about concrete, actual

situations they had been "experimenting” or obseythemselves.

The third research-question asked the referentsh@hany eventual experienced
development has happened according to their comoépthat leadership development is, or
whether the program has contributed to changinig te@cepts of leadership development.
This is interesting compared to the first inquimoi their concepts at the outset of the

program. A follow-up question to this is whethee tieferent can describe what kind of
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expectations he/she has to him-/herself as a leadlee future. By asking this, | hope to have
them describe something about how they see thesssaithe future, after the program is
finished, and through that, hopefully have thencdbe something about how the program

has had an impact on them.
3.2.3.0bservations

| did collect observations by taking field-notesaingh-out the program. When | afterwards
compared these observational data with the data fhe in-depth interviews, | found the data
from the interviews to be much richer and "deep@&Here can be many possible explanations
for this. One is that the participants seem to H@een more reluctant to say profound things,
to "go deeper”, in a "class-room”-situation withetiwhole group, where in contrast they
would provide rich, deep and very reflective statates when being individually interviewed.
Another is that | found it difficult to combine tlodserver-role of collecting observational
data with my action-inquiry role as one of the ti@achers in the program. | therefore think it
would have been much easier for me to take goddtfietes if this research-project would
not be action-inquiry, with me being in a teachintg. Based upon this, | have chosen not to
include empirical data from observations and fietdes in this study, but rather aim to use
the empirical data from the in-depth interviewsithorough, rich and detailed way.

3.2.4. Transcription of interviews

| used a tape-recorder while conducting the ineawg. Afterwards, | made transcriptions of
the entire interviews. This turned out to be a wane-consuming job, and amounted into a
total of 20 pages. As for the language, | intengdvin Norwegian and transcribed them into
Norwegian, to ensure that it was done as liter@dlypossible. It was at a much later stage

during the data-analysis that | translated the otaEnglish, see below.

The transcriptions from the interviews with Ann,Band Pat were word-for-word literal
transcriptions. | experienced big challenges imddhis while transcribing the interview with
Lynn, as she had the habit of phrazing a meanippsasibly five-six alternative ways, with
very long sentences and many subordinate clauses.faving struggled for a while with
trying to transcribe all of these alternativeshdse to pick the "clearest” one of her
alternative ways of describing what appeared tthbeessence of her meaning, and transcribe
this. | made an extra effort to compare the wh@adcription of her interview when done,

with listening to the whole interview on the tameorder. | feel sure that | after these
procedures was left with empirical data that igectrin terms of the interview she gave.

23



3.2.5.Me-the researcher:

Creswell points to the need of setting aside tsearcher’s personal experiences (which
cannot be done entirely) so that the focus canreetdd to the participants in the study
(Creswell,2007). This is seen as especially imporidnen using a phenomenological
approach, as | will describe further below. By dpihis, | attempt bracketing myself, in order
to further remove the possibility of my own expades influencing how | for instance
interprete the empirical data. However, | recogined | can not completely remove myself
and my interpretations from the situations | ddse((Creswell,2007).

As | described in the introduction, | have my owperiences with a leadership position and
own leadership development which | have found tedrg powerful. It made a big difference
for me in my daily, practical life and work-situaitis to be less reactive and develop more
consciousness into my own reactions. The wayslldcgee these experiences of my own
possibly could influence my interpretations of ttaga, is that | believe strongly in the
possibility of developing ourselves in adult lifénis might lead to me "hearing”’something |
think could lead to, or be about, adult developnpentesses, in data that might actually not
be about that from the referents side. | have twealvoid this by conducting a thorough
transcript of the interviews as well as a rigid hoet of analysing the data (see below), to
avoid "reading” own interpretations into it.

3.3.Method for analysis:

According to Creswell, the core elements of quaitadata analysis are reducing the data
into meaningful segments and assigning names &selgments, combining the codes into
broader categories or themes, and displaying akkihgn@omparisons in the data(Creswell,
2007). Throughout the whole process of analysiegetipirical data | had after the

transcriptions of the interviews, the referentsenealled R1-R4.

| wanted to use a structured method for analydiegempirical data in this thesis. The reason
for this is that | draw heavily in the curriculurhtbe program on quite defined theory,
theoretical models, tools and learning-platforng, ceapter 4 and appendix I@.addition,

being one of the teachers in the program, as wedhaling up coaching two of the four
referents (even though this was not planned), ceatilly make me, consciously or
unconsciously, want to achieve certain "resultehirthe participants in the program. Based
on this, it was especially important for me to aseethod for analysing the data that would
"force” me to step back from the data and look asiobjectively and inductively as possible,
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without any pre-fixed models or theories in my mihdt | would, consciously or
unconsciously, try to "fit” the data into. The pmdtiof struggling to find a methodological
approach in analysing the empirical data that wditilthese needs took me the longest time

of all the stages in working with this thesis.

| finally chose to adopt the most central stepsftbe highly structured approach to analysis
by Moustakas(1994), which is a detailed form fomposing a phenomenologicial study
(Creswell, 2007). | adopted the key steps of idgnig significant statements, creating
meaning units and clustering themes(Moustakas,)1994

When | started with analysing the empirical datarfithe four transcripts, | tried to get a
sense of the whole database(Creswell, 2007). Itteattanscripts over and over, and tried to
get a sense of the interviews as a whole beforakbrg it into parts(Creswell, 2007).
According to Creswell it is important to disreganly predetermined questions in order to be
able to "hear” what the interviewees are sayingé@edl, 2007), which | consciously aimed
to do. While reflecting on the data | started tatevshort memos of ideas or key concepts in
the margins of the transcripts in this initial pees of exploring the database. This phase
moved continously back and forth between readiefigcting on the data and writing memaos,
and describing, classifying and interpreting(Crd5v2€07). After a while of working in this
data analysis spiral, some central themes emeTdey. were still vague and "fuzzy”, but |
could sense that at least two central themes iddkebase were about conditions for
development to happen and diverse descriptionseaf processes of change. | wanted to
avoid starting at this point to use any "prefiguoedies or categories”, for example from a
theoretical model or the literatur (Creswell, 2Q@¥hich easily could limit the analysis to the
"prefigured” codes rather than opening up the cddesflect the data in a traditional
gualitative way(Creswell, 2007). | therefore swédro startingdentifying significant

statementsonnected to these initial central themes.

| developed a list of totally 56 initial significastatements. This continued as my database to
work on "condensing” further. | worked to developsi of nonrepetitive, nonoverlapping
statements (Creswell, 2007), which turned out tedrg time-consuming. | could then take
the reduced list of significant statements, inctudeappendix D, and group them into larger
units of information, which | called "categoriesi. this process, three main categories
emergedConditions, Developmental motivation and Charfga the category
"Developmental motivatidrihree sub-categories emergeteadership ideals/constructs
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prior to the program”, ” Emotional tone you use whgou assess your progress towards your
leadership idedland "Primary source of professional satisfaction and-ssteeri For the
category "Change”, two sub-categories emergsdifawarenessand ’future goals. A

schematic overview of the categories and sub-cat=yis included in Appendic E.

It was first at this point that | translated thgrsficant statements from Norwegian into
English. This turned out to be difficult, as wedl @ising many questions. | have tried to be
careful not to move too far away from the respomgl&own voices". This easily happens,
since English and Norwegian are so different laggsan many aspects. | have actively
chosen to stay closer to the respondents own wageasking, than to achieve "good English”,
although I have tried to make it into an "acceptalinglish. The result is that | still can

"feel" the different voices with their special cheteristics. It was first at this stage that my
four referents were given their fictional names ABob, Lynn and Pat.

3.4. Validating the quality of the empirical findings:

| asked all four referents in October 2011 if thegnted to read their significant statements.
Ann, Pat and Lynn said that they did not feel taedhto read through them to accept them.
Bob wanted to validate his significant statemeHtestherefore read them, and said that they

were OK.

3.5. Ethical considerations:

Tjora points to the fact that social research rpusthigh demands on good ethics (Tjora,
2009). For one, the research may intrude on pediifiesent arenas, and second, the results
are made public. In qualitative research, theaieseer often gets close to those who are
object for the research, for example through cotidgen-depth interviews (Tjora, 2009). For
instance, | do feel an obligation to portray tigndicant statements in such an objective and
correct way that my four informants will recogntbemas "their”, and that their anonymity is

taken care of.

In addition to these "normal” demands on ethicakegch, | have experienced the need to
focus extra strongly on ethics here since | acpuave triple—roles in this action-research
project; being a teacher in the leadership devedsyiroourse as well as a coach to two of my
referents, in addition to being the researcherngeiing four of the participants. This
situation made me choose a rigid methodologicataah for analysing the data, as | have
described above, to be able to look at the givéa flae of my own impressions as an active

intervener in the project.
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It has also been important to keep all four inmobjects anonymous throughout the
program, both to the other participants as wetbabe employer. This especially since

NMMS agreed to participate openly, which makewvé@remore important to secure the
anonymity of the interview-objects.

| have aimed to describe my own different rolesvall as my possible interests in this action-
research project. As well, Tjora (2009) pointshite need of describing how the researcher
may influence the empirical data that will appe@a ¢he possible effects on the validation of
the empirical data.

Tjora(2009) points to the fact that the interviean e seen as a situation where the informant
portrays him-/herself under influence of the coterateractive context which is being played
out . The interview can, based upon this, be seengay or a performance, where we have to
ask ourselves whether the informant speaks "th@{{Tjora, 2009). As a researcher, | have

to address the fact that my informants may tryn®ager me in a "right” way, as in a way that
makes them appear in a positive framing in termsladt they assume is my research- project
(Tjora, 2009). As described above, there is aigpaeed to address this in this particular

project.

There are especially two ways | have tried to atleis particular challenge. | started each
interview by approaching this challenge openly, patht out the danger of them answering
me in a way they thought "I would like”, since | sva teacher in the program. | made an
especially strong point of this to the two refesenalso had been coaching. | pointed out that
this was going to be a research project, and hieét tontributions could be important in
terms of getting valid data from a Norwegian orgation. | stressed the fact that the more
honest data they would be able to provide, theebettance would it have to become
interesting empirical data.l also underlined thagrgthing would be kept anonymous, and
that their employer would not be made known withowile referents were. | stressed that |

would let "their own voice” shine through.

The other way is through the fact that | met with teferents up to 11 different times
throughout 2012; in six days of the program plusaifive times of coaching as for the two
referents | coached myself. These meetings affirmteat the referents had provided as data

through the interviews.
| will now move over to describe the case further-feadership development course:

4. The Leadership Development Program-the Intervemnbn:
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In this chapter | will describe more in detail tteesein this thesis, or the intervention in form
of the leadership development program. | will skartdescribing some of the background for
the curriculum used in the program. Then | willctége more in detail what happened. The

setting for the program was the locales of the Ngian Armed Forces Medical Services

(hereafter called NAFMS) at Sessvollmoen Militagyr, Norway.

4.1. The background for the curriculum:

Jonathan Reams has, in his doctoral dissertatioday 2002, described a "curriculum on
transpersonal leadership”(Reams, 2002). The gaaleoturriculum was to facilitate the
development of consciousness. When describingptirigcular curriculum, Reams explains
that he sought to find a way to create a curriculbat engages participants in more than just
an intellectual study of ideas. If the mind canenstnd some of the markers and signposts of
how things will look and operate at this new lesetonsciousness, Reams says, it will be
less resistant to such transformation(Reams, 2002).

This was also the aim in the program of this themisl led to the use of periods of silent
reflection, small groups to relate the concepté wdrticipants lived experience, having
plenty of “open space” for attention to be giverwoat emerges from participants, as well as
grounding theory in experience. The pace of thgiam was designed to give participants
time to process and integrate both experiencelamty, and to allow for fresh insights to
emerge. We also sat in a circle and "checked infh@ateginning of every day. The aim of
this was to let go of the worries of everyday liferemove possible distractions and prepare
participants to be focused on the process at Naledaimed for the participants to start to go
beyond their usual everyday roles, and focus ongogiesent, as well as starting to form an
experience of being part of a group. As well, wie€cked out” at the end of every day. The
aim of this was to try to have the participantsexignce the group and the room we are in as
a type of a laboratory, or a safe place, beforg taeenter their ordinary world.

4.2. The teachers-my role in the program:

On thefirst dayl was one of two teachers. The other teacher aasinployed chaplain in the
Norwegian Armed Forces Medical Services, HannaéwB My role was to focus on the
leadership development component of the prograraugih leading the case-work (see pt.
4.3. below), presenting the chosen theoretical@gres, as well as prepare for the
participants to take the feedback-tool The LeadprSircle 360 profile. In other words, my
role was very active the first day.
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Thesecond and half the third dajonathan Reams was hired to conduct the so-called
"Immunity to change”-process, see a descriptioagpendix C. My role was quite passive
and observing these days, as | also aimed to tekkrfotes, see pt. 3.2.3 above. The other
teacher, Hanna H.Brow, was a participant duringeigays.

The last three days of the program, in Octobereckmber 2011, | was again in a very
active teaching-role.

4.3. The concept-what happened:

| conducted the in-depth interviewshich provided this thesis with the empirical data,
May 2011 after the third day of the program. Inexpgix C | will describe the program in
detail up to this point. The following is a summaifithe highlights of relevant activities:
Day 1:

We took on a case for the participants to "try diiferent types of leadership excerted from
an Expert-, an Achiever-, and a Catalyst-mindset¢bapter 2, Joiner and Josephs(2007)).
The case was then illustrated by some central dpustntal theory to support and ground the
participants own experiences, based upon the thealginer and Josephs(2007),
Torbert(2004) and Kegan and Lahey(2009), as destiibchapter 3 above. We ended day
one with setting them up for taking TLCP 360.

The Leadership Circle Profile 360 (TLCP):

In the program we used The Leadership Circle Rr¢liLCP). This 360-degrees instrument
brings to the surface key opportunities for develeptal growth. It focuses on the

dimensions that reveal the relationship betweesrimatl motivating assumptions and patterns
of action. This gives the leader a clear picturthefgaps between their self- perception and
how others experience them. TLCP measures the twapy leadership domains —reactive
tendencies and creative competencies, which dedito Kegan’s (2009) socialized and
selfauthoring structures of consciousness, asagdlorneys (1945) theory about our reactive
selves, se chapter 3. The data from TLCP prowdapshots which gives us and the leaders a

picture of their strengths and challenges.
Day 2 and 3:

One month later, in March 2011, we presented batbPras an instrument in more detail, as
well as some more theory on the reactive styldbaif profiles, according to Horney (1945).
We then had them identify one core issue fromttiey would like to work on. This led into
"the immunity to change processhis is further described in appendix C.
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Individual coaching:

In the program the participants received invididu@ching. The aim of this coaching was on
the one hand to insure the coachee’s understantithg actual feedback from TLCP, as well
as having them work with wanted changes. In additiee included the learning platform of
the “Immunity to change”-process, as describegipeadic CThe coaching was done as

follows:

My initial intention was to avoid coaching the peigiants that | would later interview, to
lower the possibility of me influencing my refersrats much as possible. We therefore
planned to have two other coaches having the mefetbat | initially thought would be most
likely to interview. However, it was first a whileto the program (by April 2011) that | was
able to actually choose my four referents, baseshwghom | at this stage into the program
perceived experienced processes of change, arefareehopefully would have interesting
and/or valuable data to deliver to this researchept (see pt. 3.2 above, sampling strategy).
Two of these, Ann and Pat, turned out to be my owachees, despite my intentions to avoid
this. The other two referents, Bob and Lynn, haehb@ached individually by other coaches
than me. Ann and Pat had each received 1,5 handwidual debriefing of their profiles

with me, in the second day of the module in Maiidiey then received one hour each of
individual coaching with me on March 28The two other referents, Bob and Lynn, had

received the same individually from their coaches.

After the interviews were conducted in May 2011, hvael two more gatherings of totally 3
days, in October 2011 and December 2011. In additi® had three more individual follow-
up coaching-sessions. Since this last part of tbgrpm was conducted after the collection of
the empirical data in this thesis, | will not dekerthis last half of the program in any further

detail.

5. Data findings-Presentation of Empirical Data:
My data for this research project was gathered fitoerfour in-depth interviews, see chapter
3.2.3. I will start by presenting the categoried anb-categories that emerged through the

data-analysis, as described in chapter 3.3 anchdppE.

5.1. Presentation of Categories and Sub-categories:
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The significant statements that emerged provea teobmany that due to the restrictions of
lenght for this thesis, the whole list of signiftastatements that | ended up using in the
discussion in chapter 6 is included in appendix therefore choose to present just the
categories and sub-categories that emerged ichhister, by the quotations that | find most
representative of them. In other words, | presiemtquotations that | find to be most typical,
or the best example, of the specific category/aategory. In chapter 6 the significant
statements will be presented as a whole, togethbrtiae discussions for each statement. |
choose to begin with the category’conditions:

5.1.1. The category "Conditions”:

The empirical data in this category was not a tedulesearch-questions | asked. | choose to
show the statements anyway, since | believe moirtant information from the referents
about creating the right foundation for developnteriie able to happen at dfi.other

words, the participants are saying something alwbith conditions that are beneficial-or the
contrary-for them to experience an actual chandgciwis necessary to experience leadership
development.

The most typical statements in this category idrietance when Ann describes how she has
experienced previous leadership-programs atteraetlhow she had expectations of this
program being different:

Ann: In aspect of me having expectations about thaskeeild be able to work with not only
"that’s how it is, that's the facts”, but also gbe possibility to go into oneself, to find out
what it is that makes me score high on for exartggatrolling” , | think the course has met
my expectations.

Ann also describes how her present jobsituatidrerseficial in terms of working with
developing herself in the wanted direction:

Ann:l don't have to fight all the time to provetthan good, which | strongly felt like | had to
in my previous job- ..... There are nobody else wkaHting and aiming at my job and
waiting for me to fail, so they can take over.

Bob gives a concrete example of how problematigesst the work-place has made him
change plans of working with own development imigiof experimenting and lower barriers:
Bob:.Parts of that has been turbulent just latelygd then one does not want to discuss
anything at all, on the contrary. Then one just tmsutlast it.

When Ann is asked how she can work with own wad@delopment in the future, she says:
Ann: ...1 think the possibilities are there everydayt it's about being conscious about the

possibilities instead of falling into the old patteall the time
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5.1.2. The category "Leadership Ideals”:

As | worked through the empirical data, | foundrsiigant statements about the participants
own leadership ideals, or own constructs about &hgdod leader is-or is not- to them. |
found it interesting to try to "unpack” these consts during the interviews, as | had an
assumption that their constructs about what a d¢eadker is, will have an impact on what they
actually experience in their own personal develamdeprocess. Based upon this, | had a
specific follow-up question, see appendix A. Dudirtotations of length of this thesis, | have
chosen to just show Bob's statement in this cayegor

Bob talks about how a leader should build trustl, laow this is important in both military as
well as civilian situations:

Bob: The underlying trust one then achieves, ersable...that one doesn't need to have a
discussion or a dialogue, because one then acsepbething that must go fast.

5.1.3. The category "Developmental motivation™:

| found a number of significant statements aboeatgéarticipants motivation to develop and
experience change. | was particularly interestaddniring into this by having possible
follow-up questions to my main research-questior2nsee appendix A. The empirical data
turned out rich both in terms of the participarggisg something about their developmental
motivation, as well as their own leadership idehksr construcs of what leadership
development is to them. The participants also desdrhow they talked to themselves when
they assessed their progress towards their leadedsals. | also found statements about
their own sources of professional satisfaction sgiftesteem. In this rich data, a main
category turned out to be "Developmental motivatidinvo sub-categories emerged,;
"Primary Source of Professional Satisfaction anlf-&teem”and "Emotional Tone used
when Assessing Progress towards their Leaderseg’id

| will begin with providing some typical statemeimsthe two sub-categories, with ” Primary
Source of Professional Satisfaction and Self-estdiesh and ” Emotional Tone used when
Assessing Progress towards their Leadership ideaidnd. The main category,
"Developmental motivation”, emerged more as a surgroategory of these two sub-
categories, and will be discussed in chapter 62Rw.

5.1.4. The sub-category "Primary source of professnal satisfaction and self-esteem”:

In this sub-category the referents describe somgthibout "what makes them tick’-their
inner motivation behind their actions.

Typical statements in this category is for instawben Pat is asked the question of when she

experiences a good professional self-esteem agdfisfaction, and says:
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Pat:When | carry through tasks that are both demanding stressing and | master them in a
really good way. ..... It is in connection with meiaging something or another, | think. A
task...or...that it goes well....that | get a good enaeghilt.

When Lynn is asked the same question as aboveasisehe following:

Lynn: ...To have dared to set a goal, and maybeila higher goal, and feel that "this time |
will take it one step further”. Actually get it depand feel the co-operation and solidarity
while doing it, and actually be able to suceed \itith

5.1.5. The sub-category "Emotional Tone used whens&essing own Progress”:

In the next sub-category that emerged, Ann, Boblaimth describe how they talk to
themselves when assessing their own progress tewlaed own leadership-ideals. Typical
statements in this sub-category is for instancevB@b is asked to describe how he talks to
himself when evaluating himself, and says:

Bob: | have on several occasions used a lot of torieok at what | have done wrong.

When asked to give examples of how he talks to dlinns these situations, Bob describes:
Bob: Oh-it's words like "Oh help! Have | misundexstl this so fatally? Have | forgotten to
think about that? Have | not read/thought about.. ldke this: "I have thought this through,
and I'm completely convinced that | am right-wimathie world have I missed, because this
did not go well".

Lynn describes several situations she experierspsssibilities to develop herself. When
asked the question of why she saw these situati®ssich possibilitites, Lynn describes the
following:

Lynn: It has to do with consciousness- ...It is sbmgtabout recognizing the situation, to
feel that "now I'm about to repeat that action-matt-but STOP-| actually don't need to do
this.

5.1.6. Change- the core-category:

The next category that emerged, is by far the atietive richest and most empirical data, and
is therefore my core category. Here the refereaesembe their own actual experiences and
processes of change. The number of significangérstants here, originally a total of 42, was
so rich that there emerged two sub-categoriesf-&ehreness” and "Future goals”.

| will begin by describing some typical statemeait®ut the processes of change. After that, |
will give examples of typical statements in the tsud-categories.

When Lynn is asked if she has seen any opportsridtely to develop in the wanted

direction, Lynn says:
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Lynn: ..... in the profile | scored very high on "pect” and "the clever-girl-syndrom”. ...But

| have become more aware of, through this progridat, this is something which can block
other characteristics/qualities.......

Bob explains:

Bob: | can think about my test. | asked a collegacretely after about one and a half
month into the program:”’Do you think | have becobatter at listening than the last time we
spoke together?”And then he took a break, and treesaid:”"Do you know what; | think that
you have.” Then | had been, on several occatioasyaetely conscious upon not following
what | know is this impulse-thing | have.

Lynn summarizes:

Lynn: | can feel that | have adapted some actiotigpas which are unsuitable, and
eventually | don't know why | do it. So one can@séself:"Why do | do this?” And if one
does not get a good answer, one actually can jogt doing it.

5.1.7. Change-The Sub-category "Self-awareness”:

The next category which emerged, exists of staté&fesm Bob, Lynn and Pat about their
own consciousness or self-awareness.

When Bob describes the tests he has performed,dsked whether it has happened a change
within during these processes of performing thestdob then says:

Bob: ...But I think it has happened an actual change alyeadlong pause). And it has not
disappeared. But the consciousness has actuallgirezd-and it is there constantly.

When Lynn is asked to describe how she talks tedtiewhen evaluating herself, Lynn
summarizes as follows:

Lynn: | think it is about daring to recognize thatell, well, what | did there was not
optimale, it was not the best way of solving itdrP to see that there exist several options for
handling it, and not simply justify to oneself wbae did. And to make a good consideration
of "I will try to do it better next time”.

When Lynn is asked why she saw the situations ekeribes as developmental possibilities,
Lynn says:

Lynn: After a while it will turn into a more autommareflex-1 will not have to think about it
every time and remain conscious-it will become @ paime and my actions.

When Pat is asked what kind of expectations shédlasrself as a leader in the future, Pat

says the following:
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Pat: | feel that the root of developing in a gooayws to make myself more conscious, where
| am strong, and where | can be better. And ifnl ealress those things, | can become better
all the time

5.1.8. Change- Sub-category "Future goals”:

The last sub-category that emerged, includes stttnfirom Ann and Pat about how they see
themselves as leaders in the future. | had a spéoifow-up question about this, see
appendix A.

When asked how Ann sees the possibilities in thadufor developing in the wanted

direction, Ann summarizes:

Ann: Possibilities are here everyday. | haveéacbnscious about me wanting to change and
develop, and then it's about using it in the daily.

When Pat is asked whether the program has eventadilto a different type of development
than what she expected, Pat says the following:

Pat: | feel that | am still just in the beginningd. have a longer way to go in terms of
development, but this will take time. Now | amrigkone thing at a time and working on that.
After a while | can begin to adress different issueaddition.

After having introduced the categories and subgrates that emerged, | will now move over

to the discussion and analysis of the empirica.dat

6. Discussion and analysis of the empirical data:

In this chapter the empirical findings, represerigdhe presented categories and sub-
categories in chapter 5, will be discussed andyagedlin relation to the theoretical
perspectives presented in chapter 3 above. | nyitbt make sense of the data, by stepping
back and form larger meanings of what is goingrotine situations (Creswell, 2007). My

interpretations will be tentative, inconclusivedajuestioning

6.1. Discussion of the category "Conditions”:

The purpose of this study was to examine how aeleshiip development course can
contribute to the participants experience of leshigrdevelopment. In the category
"conditions”, the participants say something abeshich conditions are beneficial-or the
oppsosite-for them in order to experience a devetp.

Ann describes how she has experienced previousngag-programs attended, and how she

had expectations of this program being different:
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Ann: Usually, when | have been to other leadershipgpams, there has not been any focus
on why things are as they are, you get the papdr’trat's it”, "that’s the facts, now you
know”, and then nothing more happens........ In aspicte having expectations about that
we should be able to work with not only "that’s hib¥g, that's the facts”, but also get the
possibility to go into oneself, to find out whaisithat makes me score high on for example
"controlling”, | think the course has met my expatbdns.

Ann’s statement actually meets with the aim of lsslership development program. We use
TLCP 360 to brings to the surface key opportunifiesievelopmental growth. TLCP focuses
on the dimensions that reveal the relationship etwinternal motivating assumptions and
patterns of action. This gives the leader a cleduge of the gaps between their self-
perception and how others experience them. In iaddite use the Immunity to change-
learning platform in the program as well as initidividual coaching, to address change by
trying to unlock our mental immune system’s gripaum perception so we have an
opportunity to see it in action(Kegan and Lahey)@0see chapter 4 and appendix C. We use
these tools in order to be able to actually worthwhanges that the participants want-not
only state the present situation and leave it ti#t.

Ann then goes on to describe how her present jodisiin is beneficial in terms of lowering
her guard and be more vulnerable, when working deeloping herself in the wanted
direction:

Ann: In my present job | feel that | am safe anddyd don't have to fight all the time to
prove that I'm good, which | strongly felt likeddhto in my previous job-... There are nobody
else who are sitting and aiming at my job and wagitior me to fail, so they can take over. |
felt very much like that in my last job.

What Ann describes about feelinggfe and godtis a necessary condition in order to start to
experiment with testing the assumptions revealextiion, as is described in the Immunity to
change-process and appendix C. If Ann feels tleap#ople surrounding her asaiting for

me to fail, so they can take oveshe likely won't feel like experimenting at all.

Bob expresses somewhat the same in the following:

Bob:At the same time, there has been some issuesolder times which has reappeared
again the last month. This time | have been coralyiebnscious about:”"No, | think that time
for development has to be next month”(laughterk @ference is that it was a conscious
thought | had (more laughter). That the month tpeziment and lower barriers and those

sort of things were absolutely not present-on th&tmary (more laughter)....... Parts of that
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have been turbulent just lately, and then one da¢svant to discuss anything at all, on the
contrary. Then one just has to outlast it.

Bob expresses clearly thane for developmerats well as experimentirand lower barriers
does not go together with his experience of isdeasy turbulent.

When Ann is asked how she can work with own waddlopment in the future, she says:
Ann: ...l think the possibilities are there everydayt it's about being conscious about the
possibilities instead of falling into the old patieall the time.

Ann’s statement also meets with the aim of thedesidp development program, in wanting
to relate the intellectual or theoretical concepith participants lived experience, as well as
grounding and supporting the participants own erpees, see chapter 4. Ann expresses this
so articulate when she says that the possibilii@eveloping ar¢here everydayut that she
has to consciously experience them as such.

Lynn says somewhat the same when asked in whick th@yprogram eventually has met her
expectations to own leadership development:

Lynn: None of us can develop you for you. You kade it yourself. | expected to get a
possibility to develop myself. And | got that.de®ed a good tool which enabled me, if |
want, to get information and tools which can prevaddevelopment for me. So that was
fulfilled by joining the leadership program.

This statement also says that if the leadershigldgment program is able to provide her
with ways of using her everyday experiences forettgument, she will do it herself. The tools
canprovide a developmeitr her.

When Pat is asked what kind of expectations shédndeerself as a future leader, she says
the following about using these tools that sherttag gotten:

Pat: That | can use the evaluation | have gotterd aun more tests, to disconfirm or confirm
how I can develop. | wish to adress those challsndmave to enforce the creative half-circle,
to become an even better leader. | picture than gse the system. | have gotten a great
opportunity now, with these tools, and the theogyreceived. ....it is really worth it,
considering what | have experienced the two tintes/e been running tests.

6.2. Discussion of the category "Leadership ideals”

When Bob is asked the follow-up question of whetieecan describe his leadership ideals,
he talks about how a leader should build trust,feowl this is important in both military as
well as in civilian situations. He then says:

Bob: The underlying trust one then achieves, ersable...that one doesn't need to have a

discussion or a dialogue, because one then acsepbething that must go fast.
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Bob's statement can be illustrated by Spurkelameisries about trust and the so-called "A-
factor” as a superior dimension within relationahpetence, with the”A” standing for
"Acceptance” in the actual situation in which tleader operates. Spurkeland calls trust the
main carrying- beam in a relation. He describes ian emotion which is developed through
interpersonal experiences and is built by repegatiutual trust-building actions, from which
trust can be the result. This fits well with Bobescription of how a good leader in his
experience has successfully been able to aclhiederlying trustBob describes typically
military emergency-situations where the companydede act fast, and there is no tinte ”
have a discussion or a dialogudf the leader has been able to achieve undeglyinst, Bob
says, it enables these situations to go well, astibordinates acceptsomething that must
go fast. This description fits well with Spurkelands statent that we first and foremost seek
human contact and acceptance. First when thatableshed, the work itself can start
(Spurkeland, 2005).

6.3. Discussion of the category”’Developmental Motation” and the sub-categories
"Primary Source of Professional Satisfaction and SeEEsteem” and "Emotional Tone

Used when Assessing own Progress”:

When analyzing this category and sub-categoriespérienced the empirical data in these
three as strongly connected. | therefore chooskstuss these together. | will start with the
two sub-categories, and illustrate the main cateffoevelopmental Motivation” as more of a
summary of the two sub-categories discussed first.

6.3.1. The sub-category: "Primary Source of Professnal Satisfaction and Self-esteem”:

| will illustrate Pat's and Lynn's statements althig sub-category by using Joiner and
Josephs(2007) theory about leadership agility tatingy with a particular stage of personal
development. Joiner and Josephs(2007) point taresevithin stage-developmental
psychology that shows that, as people develop, ¢heive through a series of recognizable
stages, in a particular sequence.

To illustrate this, we can start with Pat's statenadout when she experiences a good
professional self-esteem and/or satisfaction:

Pat:When | carry through tasks that are both demanding stressing and | master them in a
really good way. Then | get a feeling of masterg s@lf-esteem.....It is in connection with me
achieving something or another, | think. A task...tirat.it goes well....that | get a good
enough result. If you can solve a task with sonadl@hges along the way, and achieve it in a

good way, it is real fun!
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If we interprete Pat' Awareness and intenive can see that she expresses a strong problem-
solving orientation, the main focus being to sdteg problems. We can read into her
statement her wish to differentiate herself froimens by developing her own opinions and
areas of expertise. All of this is typical for tB&pertstage of leadership agility. It is also easy
to interprete Pat €ontext-setting agilitas making her tackle one problem at the time, each
as an isolated task, and that she will tend todasushort-term goals. As for PaCeeative
agility, it is easy to interprete that Pat has an underlgggymption thaproblems must have
well-established answers just waiting to be remester rediscovered. Based upon her
statement, PatSelf-Leadership Agilityas in self-awareness, encompasses her pemteptio
her current role and her professional skills. Skarty connects achievinggnod enough
resultwith a feeling of mastery, self —esteem and fuiskems important for her self-esteem
that others think she is capable and efficient.

All of this is typical descriptions dExpertleadership agility.

This can also be illustrated by Kegan and Laheg&uption ofthe socialized mindvhich is
subject to the values and expectations of her sad{Kegan and Lahey, 2009).

When Lynn is asked the same question as Pat, slsesathething else to what Pat describes
above:

Lynn: ...To have dared to set a goal, and maybela higher goal, and feel that "this time |
will take it one step further”.... Actually get it de, and feel the co-operation and solidarity
while doing it, and actually be able to succeedwtit And that actually also has to do with
showing that you know your specific discipline uhdieg what you shall do and receiving
feedback like "this you actually could do” and aefing the goal.

Clearly, Lynn expresses much of the same as Pat dogetting it done, being able to
succeed with it, showing that you know your discip] receiving feedback and achieving the
goal. This expresses the Expert leadership agiityood as Pat does above. However, a
significant difference lies in Lynns statement atidael the co-operation and solidarity while
doing it'. With this statement, Lynn shows that she startsnanage peoplé addition to
tasks at the Expert-level.

Pat also says something about this when askedkiithbf expectations she has to herself as
a future leader,when talking about using the taold the theory of the program, and then
says the following:

Pat: ......And use this as a part of my developmentyn@aybe also contribute to developing

others around me.
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In Lynns statement above, her context-settingtstgdis in sense of purpose, seems to have
developed from tactical to more strategic, in sgyio have dared to set a goal”. It also seems
that her focus on objectives has a time-frame Iotiggn just short-term. She expresses a
strong outcome orientation, in sayiractually be able to succeed witli iLynn sees that she
can achieve her outcomes better when seeking suippar key stakeholders. These
capacities illustratéchieverevel agility.

Lynn describes more about achieving a good, psajeal satisfaction:

Lynn: | can also achieve a good professional satisbn from doing a good job for other
people. ..... If I am going to look at my own develepia perspective, or if | shall think at the
big, important lines. And it is both.

It is interesting that Lynn distinguishes betweewii developmental perspective” and "the
big, important lines”. The Achiever-levAwareness and Inteenables the leader to
understand that developing her own system of vanedbeliefs ultimately is a matter of
personal choice and responsibility, which Joinet dmsephs (2007) refers to as the full
relocation of authority within the Self.

The Achiever leveSelf-Leadership agilitgnables the leader to reflect on her life in greate
depth and over longer time frames, thus gaining imswghts about her personal strenghts and
limitations, often referred to as a strong sengédeftity. It is clear that Lynn reflects upon
this, as she refers to her own developmental petispe As for thalevelopmental

motivation the Achiever includes long-term career objectiaed an explicit or implicit
leadership philosophy to her remaining primary natibn to succeed in achieving the
desired outcomes.

Lynn also has a statement that points to the mextdrship agility level when she is asked the
guestion of how she talks to herself when evalgatierself:

Lynn: ..... And the next time one comes in a situatibere | feel that this has happened to me
before-here | actually have to prepare in a diffgrevay. And not go into self-defence-but
actually remain open to what comes. Instead of anisyg too quickly, rather consider. Those
times | have felt that it has gone like that, ibexcause one becomes too concerned with
thinking just of oneself, and shall defend oneaelbpposed to being more laidback, letting
others voice their frustration because it is impamttto them then and there.

In this statement, Lynn gives an example of the headership agility level, name(yatalyst.

As for the CatalysAwareness and Interitynn describes how she brings direct, momentary
attention to the current experience, an on-the-ggtective capacity. The Catalyst practises

the process of being aware of her experience,ctéigon and interpreting the experience,
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and then taking action by adjusting her responserdgly. The Catalyst's appreciation of
diversity increases, and she develops an intarestderstanding other ways of life from the
inside out. It is an example of this when Lynn digsss letting other voice their frustration
because it is important to them then and there.

She also describes Catalgtbkeholder agilitywhich enables her to develop an attitude
towards oneself that's more accepting of her faritsfoibles. This is mirrored in her attitude
towards other people, when she describes her gdied tmore laidback, ambt go into self-
defence-but actually remain open to what corAedor Catalyst leveCreative agility,it
enables Lynns capacity to "try on” frames of refeethat differ from or even conflict with
her own by excercising a "willing suspension oftdilsef”. The Catalyst can temporarily
drop her own frame and adopt one with alternatssaimptions and priorities long enough to
understand what a situation looks like from a nenspective.

This also provides a good example of what Bohnsaalkpension, or hanging our
assumptions about reality out in front of us. Byndoso, we begin to notice our thoughts and
mental models as the workings of our mind. Suspensilows us to “see our seeing”(Bohm,
1996).

It also proves a good example of Kegan and LahHeg@ry about moving from subject to
object, in respect to that which Lynn can lookdadijéct) and that which Lynn looks through
(the “filter” or “lens” to which she is subject)(lgan and Lahey,2009 p.51). A way of
knowing for Lynn becomes more complex when shéie eolook atwhat before she could
only look through In other words, when she creates a bigger systahincorporates and
expands on her previous system, and moves asgdus meaning-making from subject to
object . In this way a way of knowing or making mieg becomes a kind of a “tool” thalhe
has(and can control or use), as when she refecsitigider rather than answer too quickly
rather than something thiaads her(and therefore controls and uses her), as where$ies to
go into self-defen¢egan and Lahey, 2009 p.51).

So this provides a good example of how these @iffietheories actually say the same thing in
different ways. Lynn also describes Catalyst l&évehtext setting agilityin enabling her to be
more attentive to the larger context within whitie and her stakeholders operate.When both
the Expert and the Achiever work from a unilaténéént, the Catalyst has a collaborative
intent and seeks joint problem solving-as Lynn dbss when sheemains open to what
comes.

6.3.2. Discussion of the sub-category "Emotional Te Used when Assessing own

Progress”
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| had a specific follow-up question to inquire inkas, see follow-up question to research-
guestion nr.2, appendix A. In this sub-categoryn ABob and Lynn describe how they talk to
themselves when assessing their own progress tewlaed leadership-ideals.

When asked the question of whether there has beepassibilities lately for developing into
the wanted direction, Ann describes the following:

Ann:There was a situation recently in which | cobfive shown externally that | was
irritated.... The first thing | thought when | felitat | was starting to wind myself up was
"No...! This here we are going to work with!” Théthought "now you have the chance to
show that you have some ice in your stomack, aatchis here will work out.”

Ann’s statement can be illustrated by Kegan an@¥stheories(2009) about moving from
thesocialized mindo theself-authoring mindWhen Ann earlier, in these types of situations,
was in the socialized mind, she was subject tovéthges and perceived expectations of her
surroundings, and reacted accordingly to these.rghe in this specific situation was able to
distinguish the opinion of others from her selfrapn, she could choose how much, and in
what way, to let others influence her. This wakweéwing allowed Ann to take other's
opinions as object rather than subject, and endidetb be the author of her own reality, and
to look at herself as a source of internal autiidrénce the self-authoring mind. This
changes the basis of context from which the spedtesk and danger from psychological life
arises, and from which she reacts(Kegan and L&869).

When Bob is asked to describe how he talks to Himgeen evaluating himself, Bob says:
Bob: | have on several occasions used a lot of torleok at what | have done wrong. And it
is probably too much time to look at what | haveelarrong and perform a self-search.

Bob here describes a typical wayExperttalks to himself. The Expert- lev€reative agility
sees polarities as mutually exclusice opposites represents an either-or mindset. Every
argument must have it's winner and looser, theegBmb sayswhat | have done wrorig

The Expert leveSelf-Leadership Agilityas in self-awareness, often hagteadency to judge
himself harshly combined with the need to be rigistfor the developmental motivation,
underlying it all is the fact that the Expert’s stamt striving is largely motivated by fear-of
how he would feel about himself if others thinki@&ot capable or efficient. The Expert will
constantly guard against this danger.

Bob illustrates more when asked to give exampldwouwf he talks to himself in these
situations:

Bob: Oh-it's words like "Oh help! Have | misundexstl this so fatally? Have | forgotten to
think about that? Have | not read/thought about...olh.ike this: "I have thought this
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through, and I'm completely convinced that | antigghat in the world have | missed,
because this did not go well”(laughter). It is tiygpe of thinking.

Bob also describes that own reactions have beengdr than expected, giving the following
example:

Bob: With a couple of the pieces | was more irgththan | thought | should become. ....Own
reaction and feeling were stronger than | had thaugut beforehand-there it was a
difference.

Bob refers to feedback from his referents whenril@sg "with a couple of the piecedt is
easy to understand how feedback can be difficuthke for an Expert-agility, since he will be
largely motivated by fear of others not experiegdimm as capable. To not automatically
continue to constantly guard against this, buth@ncontrary actually open up to feedback, as
Bob courageously did in our program, takes a canscand active choice from Bob to do.
When Lynn is asked the question how she talks teeffevhen evaluating herself, she
describes the following, using an example of aagitun that did not turn out so well:

Lynn: ..... | think it is about recognizing what adtyalid not go well, and then go into and
look at why | chose to do that. Could | have chadiffierently.

This statement is easily illustrated by Torbert08@) theory about action-inquiry. Lynn is
usingSingle-loop feedbaclas information that tells her whether or notlast move

advanced her closer toward the set goal, and sncdse she concludes that it dctually did

not go well. Lynn then usesdlouble-loop feedbaclor action-logic, when she states a need to
transform her structure or strategy, not just amerdoehavior or actions, in sayinigdk at
why | chose to do that. Could | have chosen diffiye

Lynn then describes several situations she expmrseas possibilities to develop herself.
When asked the question of why she saw theseisitsads such possibilities,Lynn describes
the following:

Lynn: It has to do with consciousness-to think ti@at/ | am about to do something that |
don't need to do.....It is something about recoggittie situation, to feel that "now I'm
about to repeat that action-pattern-but STOP-I aljudon't need to do this. ...And then just
let it pass, and experience the following day thatday went along after all, if you
understand what | mean.

In this, Lynn expressesiple-loop feedbackby highlighting the present relationship between
her effects or outcomes in the outside world anklet)actions (single-loop
feedback/awareness), and 2) her strategy (doubfefeedback/awareness), and 3) her

attention itself. Triple-loop feedback/action-logimakes her present to herself in the moment.
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6.3.3. Developmental motivation-a short summary sfar:

If I at this point should try to summarize what tiespondents actually are describing about
their developmental motivation-what are they sa¥ing

It's obvious that the Expert-agility has a diffearprimary source of professional satisfaction
and self-esteem than the Achiver, or the Catadysl,that they conduct inner conversations in
different ways accordingly. We can see that onenrpaint of leverage is when the leader
begins to notice their own thoughts and mental Hsoalsthe workings of their mind, or
"suspension”/ hanging their assumptions abouttsealit in front of them, according to
Bohm(Bohm,1996). Or as Torbert describes it, thatiéader is able to bring moment-to
moment awareness to his sensemaking and experf&ondasrt, 2004). Another way of
generalizing the processes the leaders are desgyribithat they are moving different aspects
from being subject to being object to them, as Kegyad Lahey describe(Kegan and Lahey,
2009). In other words, the leaders are able taembigger system that incorporates and
expands on their previous system.

| will now move on to try to describe these proesssf change in further detail, by discussing
the next category, “the Process of Change”.

6.4. Discussion of the core-category "The Procest@hange”:

| will divide the discussion of this category irt@o separate parts. First, | will discuss what
the respondents say that can be linked to recognai consciously become aware of their
reactive styles, or inner conflicts. This will beetfirst part of the process of change. Then |
will discuss what the respondents actually do areoto try to changtheir reactive patterns
they have become aware of-the second part of theeps of change.

6.4.1. The Process of Change-our Reactive Stylesloner Conflicts:

Some of the statements about the processes of eltangoe illustrated by the research and
theories of Horney(1945), in terms of our innerftiots and reactive patterns.

We begin with hearing what Pat says, when des@iaitest she undertook while leading a
group. Pat noticed that the other members sawnhedifferent way, and reflected upon what
she had done that made them perceive her diffgrdrgh before. Pat explains:

Pat: What | noticed, was that | focused more onrilet things, that | was maybe more calm,
and that when | adressed issues was strong and. cleabecause earlier they had perceived
me as a little weak. ....What has been enforced lay \éhd, was that they became more
clear of my way of leading, or something like that?

Horney describesoving towards people, or complyjras centering aorund a desire for

human intimacy, a desire for "belonging”. He hasresatiable urge to feel safe, and will
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automatically try to live up to the expectationstiers, or to what he believes to be their
expectations, often to the extent of losing sidttis own feelings. He becomes
undemanding, compliant, over- considerate, and doesonsult his own feelings or
judgment but gives blindly to others all that helisven to want from them. He tends to
subordinate himself, take second place, leavetiaight to others, appease, etc(Horney,
1945 p.52).

When we know that the profile of Pat reveals higbres in complying, both from
respondents as well as own score, we can somehaginmmhow she has come across to
others earlier. It is no wonder that she will reeestrong reactions from others when she
suddently, in her test, focuses more, addressessstrong and clear, and enforces her way
of leading . It is also easy to use Horneys "moatang”-complying to illustrate why this
represented a developmental change for her inglaelership role.(For the sake of anonymity
and confidentiality, Pat’s actual profile is natluded as an appendix in this thesis).
However, Pat also scores high, both others scaresh as own score, on the reactive style
"moving away from”-protecting?When Pat is asked if she has had any opportandtely to
develop in the wanted direction, Pat describegdtewing:

Pat: Yes, in the 360-evaluation | had some chaklsrig terms of being distanced, in the
Reactive half-circle (of TLCP). Based upon thatafried through a test, and received really
good response, and did it actually again now relgent..And feel that this is part of the
developmental process which I'm in. | feel thaavengotten confirmed that by becoming
more honest and direct, | am being seen in a diffeway, which again makes me more
visible, which again makes my leadership more lMsiind that provides consequences also
for the Creative half-circle (of TLCP).

Horney describes that one of the characteristitkefeactive stylenoving away from-
protectingis a general emphasizing on estrangement froml@edfhat is crucial is their

inner need to put emotional distance between thivesand others. More accurately, it is
their conscious and unconscious determination t@ebemotionally involved with others in
any way, whether in love, fight, co-operation, ompetition. They draw around themselves a
kind of magic circle which no one may penetratetddo have nothing matter much
(Horney, 1945 p.75). Another pronounced need igh heed for privacy, she tends to shroud
herself in a veil of secrecy.

It will be a developmental opportunity for Pat @iigconsciousness on in which situations
complyingis her preferred reactive style, and in whichatitunsprotectingis her preferred

reactive style. Only then can she start to make@ons choices about which actions she
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believes will be most efficient in the specificusition she is currently in. We can also suspect
several underlying conflicts in her, between the teactive styles of complying and
protecting. For instance, Horney points aamplyingwishes to share experiences for human
intimacy based on a desire for belonging(Horney511940), while the need protectingis

for utter indepence, and makes her dislike shamgexperience

We can see how this represents a conflict showmnig@mpatibility of conflicting drives, as
Horney defines. According to her, the task willtbenalyze the underlying conflicts. The
goal of wholeheartedness can be approximated dtdiythese have been resolved.

When Pat gains consciousness about these twoaorgldrives, it will be possible for her to
arrive at a feasible decision even though it maldxel on her and require a renunciation of
some kind(Horney, 1945). It is also easy to undexsivhy Pat gets so strong reactions from
her surroundings, when she consciously changelsdi@viour from being distanced to
"becoming more honest and directihd is therefore seen in a different way, whichimg
makes her more visible, whichgain makes my leadership more visible”.

Bob makes another statement that can also illestraving away from”-or protectingAs he
also scores high on protecting, both in self-agsess and from respondents, he describes a
particular test he undertook. This is the test ihdescribed in appendix C

Bob explains why this test represented a developahehallenge for him:

Bob: It was in response to many of the commentsctrae (in the profile), and how they
talked about it. It is about the amount of space takes up in different contexts. And then
seeks to use-to try to influence so that one takdsss space and still achieves what one is
after. And then it is this about listening and lgesilent.

Horney describes how protecting has a very stragglrior independence. This can take
many different forms, but one can be that advideltsas domination and meets with
resistance even when it coincides with own wishesfely, 1945 p.78). Also, Horney
stresses the need to feel superior, because aititiissic association with detachment
(Horney,1945 p.79). The protecting type looks atfallow man and asks him:"Will he
interfere with me?Will he want to influence me all we leave me alone?”’He may take
extraordinarly pride in having kept free of leveglimfluences of environment and is
determined to keep on doing so(Horney,1945 p.81y.dasy to imagine how this can hinder
Bob in listening to others. Here he explains thigHer:

Bob: It is a developmental opportunity for me witipulse-control in various settings. It is
probably a combination of others getting more spaue then feeling more comfortable, and

that | have a bigger opportunity, in fact, to thip&fore | talk and also getting a chance to
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achieve a better information-foundation for myselBut | have to be a little conscious about
it. And one has a tendency to become somewhat edgagome contexts. That is not always
as good.

When asked if he can describe more about what@oésside when he holds back, Bob
describes:

Bob: In the beginning it was connected with a degkirritation. I'm sitting and "shaking a
little”. Or that a point another one makes is comtely obvious, it's just about getting to it. It
is a little negative that one. But irritation-yes.

This indicates that he is out of his comfort-zaaag is experimenting with new behavior.
When Bob is asked if the program has led to anteraédevelopment in line with his
concepts or expectations, Bob summarizes:

Bob: ...If there was anything different than whaxpected, it was probably that | reacted
stronger than | had thought myself.

According to Horneyprotectinghas the ability to look at themselves with a kafidbjective
interest, as one would look at a work of art. Ppshthe best way to describe it would be that
they have the same "on-looker” attitude towardsrbelves that they have toward life in
general. They are often excellent observers optheesses going on within them(Horney,
1945 p.74). This can explain Bob saying:

Bob: The case itself | had already been able tomeate upon myself- but not my own
reaction.

According to Horney, the more the emotions are kbecthe more likely it is that emphasis
will be placed upon intelligence. The expectatioart will be that everything can be solved
by sheer power of reasoning, as if mere knowledgme's own problems would be
sufficient to cure them(Horney,1945 p.85). This dastrate why Bob already had observed
some of his own patterns in a rational way-withaling emotions into consideration. When
Bob experienced that emotions were a central gdrisdehavioral patterns of protecting
himself, he experienced very strong emotions anglsugprised by the force of them.

It is also easy to expect an underlying conflicBwb, between how his reactive protecting
style interferes with his listening-abilities, andw Bob describes his ideals in terms of when
heexperiences a good professional self-esteem faetion

Bob: It is when several of us deliver somethingcWiis good and proper. .......there has to be
several people to achieve it-it provides a profesal satisfaction........ I have a thing in me
that at least all military work -is a team-spormd\l think that is applicable to other settings

as well. One gets executed individual tasks andgs®es in a whole different way in co-
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operation with several others than any single indidl can achieve alone. ...... No matter
how good an individual is, it will be better if tgato a larger system

Bob here describes a typidahtalystStakeholder-agility in terms of incorporating th@wver

of participation. The Catalyst enjoys creating teand organizations where people feel
empowered to contribute their own unique talentsideas (Joiner & Josephs, 2007). We can
easily see how it represents an importaddptive(Heifetz, 1998) challenge for Bob to gain
more consciousness into his reactive protecting styd how it influences his listening
abilities, in order to enable him to actually leadre like a Catalyst. This also proves a good
example of why it probably would not have worked Bmb to adress his challenge of
listening more in a purelechnicalway, for instance by just deciding to use willpower

start to listen more.

When describing the third face of the basic coftitoving against or controllingve can see
what Lynn answers when asked if she has seen gortopities lately to develop in the
wanted direction:

Lynn:.....in the profile | scored very high on "pasféand "the clever-girl-syndrom”. This is
nothing new or surprising, | know these sides dfetfypretty good. But | have become more
aware of, through this program, that this is sonmegtwhich can block other
characteristics/qualities........

According to Horney, the primary need for the pradwnt controlling type becomes one of
control over others. Variations in the means oftadrare infinite. The approach may be by
the intellect, implying a belief that by foresighterything can be managed. The controlling
person needs to excel, to achieve success, prestiggcognition in any form

(Horney,1945 p.65). Strivings in this direction geatly oriented towards power, inasmuch as
success and prestige lend power. But they also foakesubjective feeling of strength
through outside affirmation, outside acclaim, amel fact of supremacy. This may give some
more backgroound to why Lynn scores high in theestision “perfect”, which is one of the
dimensions in the reactive style controlling in prefile.

Pat describes this in a different way, when stesked when she experiences a good
professional self-esteem and/or satisfaction:

Pat:When | carry through tasks that are both demanding stressing and | master them in a
really good way. Then | get a feeling of masterg s@lf-esteem.....It is in connection with me
achieving something or another, | think.

6.4.2. The Process of Change-what can we actuallg oh order_to changeour reactive

patterns or inner conflicts?
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OK, so what happens when we actually have beentalsiesour own reactive styles or inner
conflicts-what can we actually dbout it in order to change in the directions vant¥

Ann describes this as follows:

Ann: The other times when | have joined a leadershipsmut has not been any specific
focus on why things are as they are, you get tipepand then it's "that’s how it is”, "that's
the facts, now you know”, and then nothing moregems.

According to Horney(1945), there is only one wayaae resolve our conflicts, and that is by
changing those conditions within the personaligt throught them into being(Horney,1945
p.217). On the other hand, Kegan and Lahey(200&) hasomewhat more practical approach
when they state that it is absolutely possiblddsethe gap between what people genuinely
intendto do and what they are actuadllgle to bring about, by evolving whole patterns of
increasingly complex and agile ways of apprehenthiegvorld.

We can see how Bob and Lynn describe their owngsses of change, and begin with Bob
when he is asked if he has seen any opportungielylto develop in the wanted direction:
Bob: Those pieces that | have thought about usihgye probably been able to use along the
way, both home and at work, but one has definededhédown, so that one becomes very
selective at what one attempts or not. | definebitredown to something that can be handled.
And in some circumstances it is then down to”OKhwi couple of individuals | will try this,
and try this consciously, and this will be that ra&

As discussed above, Bob scores higlpatecting so for him to start experimenting with
new behaviors in terms oftiose pieces | have thought about uinigmands that he defines
some frames that he can feel comfortable and safdile experimenting. Or else, we can
easily imagine that his anxiety-management syséesndescribed by Kegan & Lahey, will
prevent him from such actions(Kegan and Lahey,2009% therefore an essential choice
Bob makes when he describes that he'tieBned oneself down, so that one becomes very
selective at what one attempts or not. | definebitredown to something that can be
handled”. This statement is to me impressively insightfall also provides an example of
Bob's protecting reactive style enabling him toeslae his own processes, as well as
intellectually foresee his own reactions.

Bob goes on to explain:

Bob: | can think about my test. | asked a collegoiecretely after about one and a half month
into the program:”Do you think | have become betefistening than the last time we spoke
together?”And then he took a break, and then hd:¥ao you know what; | think that you
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have.”And that was quite interesting, that was g@xciting. Then | had been, on several
occasions, completely conscious upon not followthgt | know is this impulse-thing | have.
It is important and beneficial that Bob experienpesitive feedback from his collague at this

point. We can read his excitement and joy whenxdpemences that he is actually able to

changen the wanted direction!

Lynn goes on to describe how she started to wdid; having defined that she wanted to
focus on her high scores on controlling:

Lynn: And so | set up a concrete test for a peabtivo weeks, where | decided that "now |
will not be the one who takes responsibility toateesystems and structure and ensure that
everything is delivered and all is being done a@®K all the time. Now I'm going to be
more laidback. ....After those two weeks where laraary conscious test on myself, | have
been in many situations where | have felt "hereuld easily go in and take responsibility to
make sure this goes well, or this document | caulte better”, but consciously left it to save
that energy and time to do other things.

Lynn describes in a clear way how she consciowslid at her patterns of how she focuses
and performs her work, and decides to take diffeapproaches. It can easily be illustrated by
what Kegan and Lahey(2009) say about overcomirigharunity to change- we stop making
what we have come to see is actually a bad bargammmune system has been giving us
relief from anxiety while creating a false belieat many things are impossible for us to do-
things that in fact are completely possible fotaudo(Kegan and Lahey, 2009).

When asked why she saw this situation as a pasgitaldevelop in the wanted direction,
Lynn explains further:

Lynn: When a situation appears where | feel thadvnl want to ....or override others or
develop a schema or something else, | have to tigrikis something that will make a
difference?”If | feel that, yes, it actually is\itill enable tomorrows activites to be more
efficient, then maybe | shall do it. But if | féleht "no, this is something that is just estethjcal
or that this actually just influences me and nobetye”, then maybe | shall not do it. | have
to become better at recognizing those situationd,take a moment to breathe, and think
about to what extent | shall spend my time onntd #en arrive at "no, | am actually not
going to do that”.

In a concrete way, Lynn here describes how hettikeacontrolling style changes and turns
into a kind of a “tool” thashe hagand can control or use) rather than somethinghé&s her
(and therefore controls and uses her)(Kegan andy,&909 p.51).

Lynn then summarizes:
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Lynn: | can feel that | have adapted some actiotigoas which are unsuitable, and
eventually | don't know why | do it. So one can@séself:"Why do | do this?” And if one
does not get a good answer, one actually can jogt doing it.

It sounds so easy, doesn't it! However, for Lyns tepresented an adaptive
challenge(Heifetz, 1994), and so took an adapipmaach to be able to address. It also took
work over time for her to gain consciousness ir@oprieactive controlling pattern, and her
own specific Immunity to change-system.

6.5. Discussion of the sub-category "Self-Awarenéss

In this category, Bob, Lynn and Pat say somethbapatheir own self-awareness in terms of
their change-processes.

When Bob describes the tests he has performedB(des statements above in "the
processes of change”), he is asked whether it &yggemed a change within during these
processes of performing the tests. Bob then says:

Bob: ....But I think it has happened an actual changeaalye...(long pause). And it has not
disappeared. But the consciousness has actuallgiresd-and it is there constantly. And |
can say that quite categorically. Yes. Also oné¢hmscasions where | have to do with that
setting where | have a strong wish to just buikigher wall (laughter). So the consciousness,
at least, is there just as good (laughter).

It is interesting to hear how Bob describes thatdonsciousnessas actually remained-and it
is there constantlyThis meets well with our aim in the program, oébling a development

of a greater awareness and sensitivity to the&umge of levels of consciousness available to
the participants, see appendix C.We use some tdetralopmental theory to support and
ground the participants own experiences, based tigotheory of Joiner and Josephs, Torbert
(2004) and Kegan(2009), as described in chapter 3.

Lynn says something related when she is asked tvagaw the situations she describes as
developmental possibilities:

Lynn: After a while it will turn into a more autotmareflex-1 will not have to think about it
every time and remain conscious-it will become @ pime and my actions. | have to hold on
to these things, and maybe not take on so mangghanthe same time, but actually become
conscious about the fact that just this specifiarabteristic might be something that demands
time and energy, which hinders me at developing@gtther dimensions which | might find
even more important.

Spurkeland says something about trust as a fundaianlding-instrument in relations with

others(Spurkeland, 2005). However, Lynns stateralkote can also be interpreted as
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describing another form of trust, namely trust iegelf. Lynn describes a fundamental trust
in that the processes of change that she isiitl,turn into a more automatic reflex’so that
she”will not have to think about it every time andwmain conscious-it will become part of me
and my actionsThis development fits well with Horneys statemdnatttthe more we face our
own conflicts and seek out our own solutions, tleeamnner freedom and strength we will
gain. Only when we are willing to bear the brum ez approximate the ideal of being the
captain of our ship(Horney,1945). Lynn's descripi®also a good illustration of Kegan &
Lahey's statement that adults actually are abéyddve whole patterns of increasingly
complex and agile ways of apprehending the world, that each new mental plateu
gradually overcomes the systematic limitationshef prior one(Kegan and Lahey,2009)
When Lynn is asked to describe how she talks tedfiewhen evaluating herself, Lynn
summarizes as follows:

Lynn: | think it is about daring to recognize thatell, well, what | did there was not optimal,
it was not the best way of solving it.” Dare to $lkat there exist several options for handling
it, and not simply justify to oneself what one didd to make a good consideration of "l will
try to do it better next time”.

Lynns statement can be illustrated by Joiner asdgtus description of Catalyst le\Bs|f-
leadership agilityThis enables Lynn to detect and letting more gbesfown defense
mechanisms, as she describesdgring to recognize The Catalyst discovers that her
degree of dependence on others approval is a dinection of her own level of self-
acceptance, which leads her to begin to discowemtier dimensions of empowerment,
which Lynn illustrates by seeing thah&re exist several options for handling ithe

Catalyst is therefore more able to meet thougktdirfgs and behaviors that conflict with the
way she "should” be, with an attitude of curiosatyd reflective acceptance. This posture
gives the Catalyst more choice and flexibility @sponding to a whole range of different
situations, as well as accept that she has mixaohés and inner conflicts(Joiner and
Josephs, 2007)

When Pat is asked what kind of expectations shédhasrself as a leader in the future, Pat
says the following:

Pat: | feel that the root of developing in a gooayws to make myself more conscious, where
| am strong, and where | can be better. And ifnl ealdress those things, | can become better
all the time. ...... Leadership development is aboubinétg more conscious and being able
and willing to do something about what has bees@néed. | have gotten a great opportunity

to develop through this program. | can choose tsoimething about it or not.
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Pat’s statement can be illustrated by Joiner easephs Cataly#twareness and Interds

they describe that a motivation to develop to th&a(yst level arises when you repeatedly
experience the limitations of the after-the-facaseness of the Achiever level, and begin to
bring direct, momentary attention to the currergerience(Joiner eand Josephs,2007). In this
way the Catalyst develops an on-the-spot reflectapacity. Pat describes this clearly when
she says thatlie root of developing in a good way is to makeatfiysore consciotisThe
Catalyst practises the process of being awareraéXpgerience, reflecting on and interpreting
the experience, and then taking action by adjustargesponse accordingly. Again, Pat
describes this by sayindgadership development is about becoming more caunsand

being able and willing to do something about wheg been presentéd

6.6. Discussion of the sub-category "Future Goals™:

Finally, after having participated in a leaderstigvelopment program like ours, it is very
interesting to hear what the participants say ahout they see themselves as leaders in the
future. Ann and Pat have statements about this:

When asked how she sees the possibilities in tieefdior developing in the wanted
direction, Ann summarizes like this:

Ann: Possibilities are here everyday. | have ta@wbescious about me wanting to change and
develop, and then it's about using it in the dhi#y.. It is just about seeing them and be
conscious about them. | have to keep working witlprofile and the different dimensions
there, and eventually | hope things will go moretbglf. At least the development will be
there when | don't have to think about it anyméres demanding, of course. It is not
something that is done in a couple of weeks, ittaka years.

It is interesting to hear Ann describing thpo&sibilities are here everydayHer statement
can easily be read as her developing her actiomiingkills, by conducting action and
inquiry as a disciplined leadership practice thateases the wider effectiveness of her
actions(Torbert, 2004). Action inquiry becomes anmeat-to-moment way of living whereby
she attunes herself through inquiry to acting inne@neasingly timely and wise fashion for the
overall development of the situations in which pheticipates, as when she saydiave to

be conscious about me wanting to change and devatapthen it's about using it in the
daily.”

When Pat is asked whether the program has eventadlto a different type of development
than what she expected, Pat says:

Pat: | feel that | am still just in the beginninghave gotten a hold on some things, but there

are many other issues in that 360-degree feedbaeki(Eadership Circle Profile). | have a
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longer way to go in terms of development, butuhilktake time. Now | am taking one thing

at a time and work on that. After a while | can ipetp adress different issues in addition.
Pat’s statement sounds so optimistic and encogragime. She feels that she is able to work
in a methodological way with her wanted developmbewntsaying how | am taking one thing

at a time and work on that. After a while | can ineip address different issues in addition
She expresses faith in that she will be able t@lbgvin the wanted directions in this way,
over time. And that, to me, illustrates Kegan aati¢y's theories about evolving from the
socialized mind to the self-authoring mind, by dmapher to be the author of her own

reality, and to look at herself as a source ofrirdkauthority(Kegan and Lahey,2009). And
this represents an interesting development fofrBat the socialized mind that she seemed to

represent more through her statement in pt. 6130ve&a

7. Brief summary of findings-implications for furth er research:

In the introduction, | pointed to Lysg s(2009) fings about whether leadership-courses have
an actual impact upon the participants as welhastganizations they work in when they
return to their usual jobs after the course is dfidesg, 2009). Although | have not studied
the organizational variable in this thesis, buufed on the individually subjective variables
of my four referents, | think a significant findimg this thesis lies in what Ann says about
how she has experienced previous leadership-pragasiended, and how she had
expectations of this program being different:

Ann: In aspect of me having expectations about thaskaeild be able to work with not only
"that’s how it is, that's the facts”, but also gbe possibility to go into oneself, to find out
what it is that makes me score high on for exartggatrolling” , | think the course has met
my expectations.

In the program that constitutes the case in thasiff we use different tools to address exactly
what Ann points to, namely to actually work withaclges that the participants want-not only
state the present situation and leave it with 9at tool is the 360 feedback profile, to bring
to thesurface key opportunities for developmental growéhchapter 4l his focuses on the
dimensions that reveal the relationship betwiagrnal motivating assumptiorandpatterns

of action This gives the leader a clear picture of the degtw/een their self- perception and
how others experience them. Other central toolsiseeare the Immunity to change-learning
platform in the program as well as in the individo@aching, to address change by trying to
unlock ourmental immune system’s grip on our percepiorwe have an opportunity to see

it in action(Kegan and Lahey, 2009), se chaptandtappendix C. Our aim in the program is
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to enable alevelopment of a greater awareness and sensitovitiye full range of levels of
consciousnesavailable to the participants, see appendix C.1&@facus on taking an
adaptiveapproach t@adaptivechallenges(Heifetz,1994), as well as enablingpmticipants
to gain consciousness into theactivepatterns(Horney,1945).

Obviously there can be used different types of¢dott these purposes.

| think that another significant finding in thiseis lies in wha#inn says when asked how she
can work with own wanted development in the future:

Ann: ...1 think the possibilities are there everydayt it's about being conscious about the
possibilities instead of falling into the old patieall the time.

The aim of this program has been to relate thdl@ateal or theoretical concepts with
participants lived experience, as well as grounding supporting the participants own
experiences, see chapter 4. Whqgrerson experiences that possibilitites of deveky are
here everyday, Lynn goes on to signe of us can develop you for you. You have b do
yourself. | expected to get a possibility to depeaty/self. And | got that. | received a good
tool which enabled me, if | want, to get informatand tools which can provide a
development for meThis statement also says that if the leadershigldpment program is

able to provide the participant with ways of usihgir everyday experiences for

development, they will do it themselv8%e tools caenable a developmefdr them

Pat frazes this another way by saying:

Pat: | feel that the root of developing in a gooayws to make myself more conscious, where
| am strong, and where | can be better. And ifrl ealdress those things, | can become better
all the time Pat feels that she is able to work in a methodoldgvay with her wanted
development, by sayingqibw | am taking one thing at a time and work ort.tAdter a while |
can begin to address different issues in additi@ine expresses faith in that she will be able
to develop in the wanted directions in this waygmtvme.

If I should end this thesis by suggesting somethipgut the implications for further research;
| would first point to the need of conducting merapirical research on the various types of
toolsthat can be used when working with developmentatgsses. Here | point to McCauley
et al(2006) who say that it is rare with studibsit imeasure features of the holding
environment and assess the extent to which thasarés stimulate developmental movement
for individuals at different developmental prograisvould be very interesting to read an
integral study, combining both for instance quatitie and qualitative approaches, to
examine this further. | would be especially intéedsn seeing empirical research on how

coaching as a tool can stimulate developmentalgss®s for the coachees.
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Appendix:
Appendix A-The Interview guide.

Appendix B-Consent form.

Appendix C-The intervention-the leadership develeptrprogram.

Appendix D-Significant statements.

Appendix E-A schematic overview of categories amotsategories
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