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Leadership That Counts

Tom Brown and Gary Wagenheim

Editorial
Leadership That Counts

In August 2015 we gathered at the Segal Graduate School of Business in
Vancouver for a provocative dialogue on 21 century leadership. Liselotte
Zvacek was there with her camera to record our progress. Her photographs
in this issue will help new readers “put names to faces” and give some sense
of the dynamic nature of our day together.

1 9

Conference organizers: (L-R) Andrea Schueller, Gary Wagenheim, Maria Spindler,
Tom Brown, Liselotte Zvacek
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Tom Brown and Gary Wagenheim

il 2 A l‘i. # —_
Welcome: (L-R) Debra Hoggan, Tamara Discussion: (L-R) Liselotte Zvacek,
Goddard, Michelle Cornfield Heesoon Bai

Discussion: (L-R) Tom Culham, Lorne Discussions: (L-R) Maria Spindler,
Blackman Debra Hoggan, Tamara Goddard, Gary

Wagenheim

Small group presentation: (L-R) Debra Small group presentation: (L-R) Debra
Hoggan, Alice MacGillivray, Andrea Hoggan, Tamara Goddard, Mark Selman
Schueller, Tom Brown, Erica Groschler

931 Challenging Organisations and Society



Leadership That Counts

Our dialogue had a particularly controversial moment when participants
disagreed about how to measure leadership results, and about what should or
could be measured in leadership. We invited authors to continue and expand
on that discussion by contributing an article that explored William Bruce
Cameron’s axiom, also attributed to Einstein, that “not everything that can be
counted counts, and not everything that counts can be counted.”

It was our assumption that there were many ways to evaluate how well a
leader, organization, or society is doing. Also, that these multiple ways could
(should) be more holistic in nature in that they improved the organization
and society beyond the bottom line.

We asked authors to focus on exploring 21 century leadership by consider-
ing these questions:

o How might leaders do well by doing good? Might a balanced scorecard
measurement enable doing well (results) while doing good (means)?

o Is it important to measure leadership? Why?

Do certain 21% century challenges change the nature of leadership and how
leaders are measured?

o If we change our counting, do we change our leadership?
o If we change our leadership, do we change our counting?

o How do differences in gender, age, ethnicity, nationality, or profession
change what we count, and our notion of leadership?

As is our tradition, we encouraged articles that were jointly authored, when
possible, and that built and strengthened connections between colleagues
from around the world. We encouraged authors to link theory and practice
while utilizing a multidisciplinary reflective approach. In this way, we hoped
to encourage new ways of working together, new perspectives on leadership,
and new possibilities for future positive sustainable action in the world.

Challenging Organisations and Society 932



Tom Brown and Gary Wagenheim

On all these dimensions we have succeeded. The five articles in this collec-
tion respond directly or indirectly to one or more of the questions posed
above. Yet what is most remarkable about this collection is the degree of
divergence these articles represent: they are, we might say, “all over the map”
and the result manages to be both disconcerting and reassuring at the same
time.

In the 21* century our maps locate us with uncanny precision in the physical
world. Car navigation systems know before we do at which streets we must
turn right or left, and they update our instructions in real time, responding
to changes in traffic conditions. Our cell phones keep track of our altitude,
our compass heading, how many steps we have walked, how many flights of
stairs we have climbed, today, last week, on average. They extrapolate from
our physical movements the implications for our health. We seem to know
precisely where we are going, how to get there, and what it will be like when
we arrive.

In seeking to map the landscape of 21* century leadership, we find ourselves
a bit like explorers encountering the New World. There is much that seems
familiar and accessible, while other territory feels different, even strange,
and calls for new ways of seeing. In separate articles MacGillivray & Litwin
and Jones & Hunter suggest that we needn’t abandon all our survey instru-
ments at the shore, provided we are careful about who does the measuring,
what gets measured, and to what end the measuring is done. Maybe meas-
urement itself is the problem, as Bai, Chang & Cohen suggest, and we need
to experience this new world before we pretend to map it. If it is true that
we find ourselves without maps, Green reassures us, we can find our way by
following metaphors that connect the strange to the familiar. Or perhaps,
extrapolating from Varley’s article, we already have good maps, prepared
long ago by those who arrived before us, and our task in the 21* century is to
learn how to read them.

“Are We There Yet? Are Perceptions of Results Shaped by Gender?” by Alice
MacGillivray and Anne Litwin explores how the perception of leadership
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Leadership That Counts

results may vary by gender. They use their own consulting experience and
theory to investigate how workplace values and results are named and
framed. They argue that masculine approaches to leadership may be more
visible and more highly valued, whereas feminine approaches are presently
less visible and less valued. While they found that leadership results are rare-
ly explored through a gender lens, they conclude that embracing a diversity
of leadership approaches and rebalancing what is valued may have implica-
tions for better leadership.

In “A Reflective Hybrid Approach to Connecting Leadership Style and Stake-
holder Perspective” Huw Jones and Keith Hunter examine employee percep-
tions of leadership styles and perceived ‘results’ in terms of organizational
culture towards three key stakeholder groups: customers, community, and
employees. They conclude that leadership style (transformational vs. trans-
actional) has a clear impact on organizational culture outcomes. While they
conclude organizations seeking better alignment with stakeholders inside
and outside the organization would be better served with a transformational
leadership style, they find a surprising relationship between transactional
leadership and the stakeholder dimension of social responsibility. Their ar-
ticle provides a basis for understanding the effect of leadership style on or-
ganizational culture results.

“When the Immeasurable Leads: A Pedagogical Dialogue” by Heesoon Bai,
Dave Chang, and Avraham Cohen problematizes the modernist focus on
measurement. Of course some things must be measured if we are to make
sense of them, but it is equally true that some things must be experienced for
them to mean anything at all, and the authors contend that the balance be-
tween what is measured and what is experienced—between objectivity and
subjectivity—has become dangerously skewed. We measure what is easy to
measure and then (over) value it simply because it has been measured. Their
radical suggestion is that we deliberately shift priories and privilege experi-
ence first.
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In “The Metaphor as Stepping Stone: Navigating Postmodern Uncertainty”
Larry Green argues that the 21* century represents a “sea change” for lead-
ership. When former certainties have been revealed to be “contingent, even
arbitrary”, managers must learn to navigate in response to emergent con-
ditions, conditions for which reliable maps do not exist. In such a world,
leaders are more like explorers, scanning for useful possibilities, rather than
pilgrims who know the destination in advance. In such a world, metaphors
may suggest useful ways to proceed and can empower leaders to take the first
step into the unknown.

In her article “The Challenges of Indigenous Leadership within Mainstream
Organizations” Leslie Varley explores her personal leadership journey navi-
gating both cultural systems. Leslie reflects on her own challenges as an In-
digenous leader in a mainstream organization seeking to remain true to her
values while successfully managing projects and working to create a more
culturally inclusive organization. Drawing on her personal experience and
deep knowledge of Indigenous and mainstream culture, she offers sugges-
tions for how mainstream organizations could be more culturally inclusive
by incorporating critical reflection and listening skills.

Finally, in a short internal dialogue, Christian Stary uses the example of an
externally imposed regulation to demonstrate how problems may become
intractable unless the systemic view of the organization enlarges to include
the intangible, socio-cognitive and socio-economic systems within which
the organization itself is embedded.

We hope this issue on “Leadership That Counts” counts. Our goals—hosting
an engaging dialogue, recruiting good authors and publishing their high-
quality articles—were realized. But, does it count? You be the judge...if this
issue provokes further reflection, discussion, research, learning or change,
it counts.
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Next New Action
(3d)

Assess your creative
potential for leadership
and consulting

dates 2018 forthcoming

COS Curriculum
Creators for
Organisations & Society

25 days & 1d/8h coaching for
master’s piece

Group in collective flow
(5d)

Deep dive generative group
dynamics

Venice, 20.-24.3.2017

COS Conference active
participation
(2,5d)

Engage on stage, show your
intention and action for
organisations & society

Venice, 19.-21.10.2017

Flow peer group
(3x1d)

Your homebase for orienta-
tion, integration & individual
learning

Vienna, 3.12.2016

Integrating somatic
intelligence in high
performance teams
(4d)

Awaken somatic intelligence
for generative change

Vienna, 25.-28.5.2017

Creating my Master’s piece
Writers space *
Photography & Film *
Freestyle *

* choose one - or more (optional)

Craft your ideas and
developments and bring
them into the world. Act!

tbd. with participants

Whole System:

Co-Creating new structures
for collaboration

(2,5d)

Futuring, working with large
groups and networks for
transformational change

Berlin, 27.-29.4.2017



The COS-Certified Curriculum
»Creating Organisations & Society”

New Creations in Organisations & Society originate in the undivided
source of sensing, feeling, thinking. Acting from there we make a differ-
ence. In this curriculum you will touch the source, develop your inner
world and come out with new resources for action in the outer world. It’s
challenging for you and others!

We designed the curriculum for mindful people who:
« Wish to live and work closer to their calling and aspiration.
- Desire to go on a journey of transformation and tangible action.

- Want to intentionally achieve better, more creative results in the
organisations they own or work for.

» Change their surroundings collaboratively, mindfully and powerfully.
- Direct intention and generative power towards shared development.
« Enter uncharted territory.

Here and now modules address individual, group and organisational
learning spaces and offer learning on the spot in the here and now. You
practice presencing and learn how to intervene in the moment - here and
now. This is where immediate change happens.

Flow and grow together through action learning. You come closer to
yourself, develop ways to generatively hold your many facets, connect
with others in this way and manifest your actions from a fresh, supportive
social network. A learning through experiencing and acting, experiencing
and acting ...



Craft and manifest: During your learning journey you are continuously
crafting your own masters” piece. This artistic, scientific or freestyle ,piece
of work” is your gift and your challenge to yourself and to Organisations &
Society: The one you work or live in or the one you are intending to create.
A project development, a new business idea, a book, a new way of working
and living.

Your calling triggers and shapes your learning journey throughout all
modules. We support you in making a pearl-chain, your intentional learn-
ing process is the pearl string. — Beautiful!

COS Certified Curriculum:
Creators for Organisation & Society

For more information please contact:
Dr. Andrea Schueller: a.schueller@cos-journal.com
Dr. Maria Spindler: m.spindler@cos-journal.com

Costs approx.: € 5.600,00 + VAT



We are happy to announce:
Fresh COS-Creations in 2017!

The Group in Collective Flow. A Course in Group Dynamics.
March 20 - 24 2017, Venice, Italy

Dr. Andrea Schueller, Dr. Liselotte Zvacek, Prof. Bernadette Brinkmann

In a five days intense joint learning journey you look behind the curtain
of co-creating meaningful systems while being an active, sensing and re-
flective part of this process. You experience highly practical and real-time
learning while deepening the connection to your Self and the collective
wisdom of the group as it emerges Here and Now. Accessing your con-
scious and unconscious mind you widen your repertoire for recognizing
and changing patterns on a personal, interpersonal and systemic level -
and inbetween. Surfing and crashing waves, understanding and moving
with and against the currents, you and the collective become more: clear,
fluent and (personally) experienced in co-creating (from) collective flow.

Integrating Somatic Intelligence in High Performance Teams.
May 25 - 28 2017, Vienna, Austria

Dr. Steven Gilligan & Team: Dr. Andrea Schueller, Dr. Maria Spindler, Eva
Wieprecht, Dr. Liselotte Zvacek

Growing as a team and in team performance through only cognitive ac-
tion is like swimming without water: it gets very dry...! You deepen your
understanding and somatic practice to maintain and regain high levels
of creativity nurtured from a state of multiple positive connections be-
yond ego state. At the heart of this process is attention to a person’s and a
team'’s state as the core difference that makes a difference; that is, the crea-
tive outcomes are only as good as the underlying state. Through cutting
edge methodology, integrating Generative Change Work, Somatics and
Generative Group Dynamics, you go on an experiential learning journey at
the intersection of individual and collective self.



Anticipating the future with the Whole System: Co-creating new
structures for collaboration.
April 27 - 29 2017, Berlin, Germany

Dr. Tonnie van der Zouwen, MCM

In this two-and-a-half days interactive training workshop, you explore and
seriously play with a unique mix of practical theory and mindful practice:
You will get familiar and “cook” with the principles of co-creation for ena-
bling an organization or community to anticipate the future by creating
new structures for collaboration. You become familiar with various meth-
ods and techniques for facilitating productive meetings with large groups
of stakeholders (20 -> 1000 participants). Working with your own cases you
start with planning and designing the process, learn how to work with a di-
verse planning group, opening up for and allowing distributed leadership.

Read more: www.cos-journal.com



Become a Friend & Member of COS!

Join the COS movement and become a Friend&Member of COS! COS is
a home for reflective hybrids and a growing platform for co-creation of
meaningful, innovative forms of working & living in and for organizations
and society, between and beyond theory and practice. We invite you to
become an active member of COS.

Being a part of COS you have access to our products and happenings. As a
Friend&Member, you carry forward the COS intention of co-creating gen-
erative systems through mindful, fresh mind-body action. Let’s connect in
and for novel ways around the globe!

Access points for your participation & future contribution are:
« Mutual inspiration & support at the COS-Conference
« Development & transformation at COS-Creations Seminars

« Creative scientific publishing & reading between and beyond theory
and practice

« COS LinkedIn Virtual Community
« And more ...

The Friend&Membership fee is € 200,- + 20% VAT for 18 months. Why 18
months? We synchronize the Friend&Membership cycle with the COS-con-
ference rhythm and 3 COS journal editions.

Your 18 month COS Friend & Membership includes:

- 3 editions of the COS-journal: 2 hard copies, one for you and one for a
friend of yours = 6 hard copies 3 issues for the value of € 169.—

. Conference fee discount of € 150.—-

« COS-Creations: Special discount of 25 % for one seminar of your choice
each year

Send your application for membership to office@cos-journal.com



Join COS, a Home for Reflective Hybrids

The future is an unknown garment that invites us to weave our lives into
it. How these garments will fit, cover, colour, connect and suit us lies in our
(collective) hands. Many garments from the past have become too tight,
too grey, too something...and the call for new shapes and textures is ac-
knowledged by many. Yet changing clothes leaves one naked, half dressed
in between. Let’s connect in this creative, vulnerable space and cut, weave
and stitch together.

Our target group is reflective hybrids — leaders, scientists, consultants, and
researchers from all over the world who dare to be and act complex. Multi-
layered topics require multidimensional approaches that are, on the one
hand, interdisciplinary and, on the other hand, linked to theory and prac-
tice, making the various truths and perspectives mutually useful.

If you feel you are a reflective hybrid you are very welcome to join our COS
movement, for instance by:

- Visiting our website: www.cos-journal.com

+ Getting in touch with COS-Creations. A space for personal & collective
development, transformation and learning. Visit our website:
www.cos-journal.com/cos-creations/

« Following our COS-Conference online:
www.cos-journal.com/conference2016

+ Subscribing to our newsletter: see www.cos-journal.com/newsletter

+ Subscribing to the COS Journal: see
www.cos-journal.com/buy-subscribe

+ Ordering single articles from the COS Journal:
www.cos-journal.com/buy-articles-pdf

« Becoming a member of our LinkedIn group: go to www.linkedin.com
and type in “Challenging Organisations and Society.reflective hybrids”
or contact Tonnie van der Zouwen on tvanderzouwen@cos-journal.com



Order COS Journals and COS Articles
Challenging Organisations and Society . reflective hybrids®

Mental Leaps into Challenging Organisations
and Society

Volume 1, Issue 1, October 2012

Editor: Maria Spindler (A)

Reflective Hybrids in Management and
Consulting

Volume 2, Issue 1, May 2013

Editors: Maria Spindler (A),

Gary Wagenheim (CA)

Involving Stakeholders to Develop Change
Capacity for More Effective Collaboration
and Continuous Change

Volume 2, Issue 2, October 2013

Editor: Tonnie van der Zouwen (NL)

Different Culture, Different Rhythms
Volume 3, Issue 1, May 2014
Editor: Karin Lackner (DE)

On the Move: Patterns, Power, Politics
Volume 3, Issue 2, October 2014
Editors: Maria Spindler (A) and

Tonnie van der Zouwen (NL)

Subscription of the
COS Journal

The journal is published semi-annually
(May and October). The price of an annual
subscription is € 50.— plus shipping costs
(two issues each year).

The subscription can be terminated until
31.12. for the next year.

Positive Deviance Dynamics in Social
Systems

Volume 4, Issue 1, May 2015

Editors: Maria Spindler (A) and

Gary Wagenheim (CA)

Elaborating the Theory - Practice Space:
Professional Competence in Science,
Therapy, Consulting and Education
Volume 4, Issue 2, October 2015

Editors: llse Schrittesser (A) and

Maria Spindler (A)

Change in Flow: How Critical Incidents
Transform Organisations

Volume 5, Issue 1, May 2016

Editors: Nancy Wallis (US) & Maria Spindler (A)

Leadership That Counts
Volume 5, Issue 2, October 2016
Editors: Tom Brown (CA), Gary Wagenheim (CA)

each € 28,— plus shipping costs

Order the COS Journal

for € 10,— per article at www.cos-journal.com
www.cos-journal.com/buy-articles-pdf

Order and subscribe the COS Journal
at www.cos-journal.com
www.cos-journal.com/buy-subscribe/
or mail us to sales@cos-journal.com



SAVE THE DATE
3rd COS Conference
19.-21. October 2017
In Venice, Italy

ANNOUNCEMENT - MAY 2017

Challenging Organisations and Society . reflective hybrids®
Volume 6, Issue 1
Title: Inner Outer Spaces

Editors: Maria Spindler (A), Christian Stary (A)



The Journal with Impact

The Journal “Challenging Organisations
and Society . reflective hybrids® (COS)”

is the first journal to be dedicated to the
rapidly growing requirements of reflective
hybrids in our complex 21st-century
organisations and society. Its international
and multidisciplinary approaches balance
theory and practice and show a wide
range of perspectives in and between
organisations and society.

Being global and diverse in thinking and
acting outside the box are the targets for
its authors and readers in management,
consulting and science.

www.cos-journal.com
ISSN 2225-1774





