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(ABSTRACT)

This research project utilized concepts and methods from the field of
marriage and family therapy, to help leaders from business organizations
develop greater relationship competency. A training workshop was
designed and then evaluated to improve the quality of the training process,
and to answer the following question: what, if any, effect did the workshop
have on the participants’ relationship competencies in their work and/or
family roles?

The workshop participants were 12 people from small to medium
sized business organizations who held leadership positions in their
companies. The training model consisted of an initial three-day session,
followed by a two-month interim period where the participants were given
individual coaching, concluded by a two-day follow-up session. Several
gualitative methods were used for obtaining data including the use of focus
groups, in-depth interviews, and case notes.

Formative evaluation processes provided information critical to the
program’s improvement. Summative evaluation results indicate that the
training was effective in helping individuals increase their relationship
competency in the following four areas: 1) increased awareness, 2) greater
relationship orientation, 3) new relationship-oriented behaviors, and 4)
perceived outcomes. Participants reported having greater awareness of
their own cognitive and emotional processes, as well as greater empathy for

the experiences of others. Participants’ attitudes became more relationally



iii
oriented and were followed by new behaviors that promoted closer family
relationships and collaborative work relationships. Participants credited
the training with positive relational outcomes such as greater trust, more
intimacy, and better communication in selected relationships. Other
outcomes, specific to the experience of particular individuals, were also
attributed to the training experience.

The results provide preliminary evidence that MFT processes may be
effective in helping leaders develop interpersonal or relationship
competencies in a workshop setting. This study adds to the collection of
research where family therapy models have been successfully utilized in

diverse human systems contexts.
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CHAPTER I
Introduction

Marriage and Family Therapy (MFT) has been shown to be effective
in treating many personal and interpersonal difficulties. Among these are
marital discord and divorce prevention (Bray & Garrulous, 1995), affective
disorders (Prince & Jacobson, 1995), adolescent conduct disorders
(Chamberlain & Rosicky, 1995), childhood behavioral disorders (Estrada &
Pinsof, 1995) and schizophrenia (Goldstein & Miklowitz, 1995). Problems
such as these are among those that lay persons might consider responsive
to MFT techniques. These traditional mental health problems, however,
are only part of the domain where MFT skills may be helpful. Since
theories and methods in MFT employ a relationship frame of reference,
various non-traditional human system contexts can be positively affected
through MFT theories and methods.

Some studies have shown that MFT methods can be used to
intervene in systems beyond the family. For example, family therapists
have worked with sports teams (Zimmerman & Protinsky 1993), business
organizations (Boverie, 1991; Nielson & Shandler, 1985) and schools (Plas,
1986). Other researchers have considered how the role of the family
therapist and family therapy supervisor are parallel with that of the role of
consultant to organizations (Wynne, McDaniel, & Weber 1986). Campbell,
Coldicott and Kinsella (1994) consult with business organizations using an

integration of the Milan Systemic Therapy approach and Tom Andersen’s
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(1990) reflecting team approach. Therefore, the literature describes diverse
settings in which practitioners have applied models that traditionally
originated from the family therapy field to larger organizations. Studies
and commentaries such as these are opening the door for marriage and
family therapists to apply their skills in diverse, non-traditional settings.

In the most general sense, the goal of an MFT practitioner is to help
individuals and families function at higher levels, to assist them in
reaching their particular goals. People who seek professional help often
consider themselves to be stuck in interactional or personal cycles that
undermine their goals and their happiness. Therefore, MFT practitioners
are often called change agents, or experts in bringing about change in
disabling systems.

Changing these disabling cycles is often complex and difficult since
the behaviors in the relational system are supported and maintained by
the groups paradigm (Constantine, 1986). For example, as families
confront life’s problems, their belief systems, which are based on strong
emotion, define the way they view their situation. These belief systems or
ideologies then suggest to the individuals certain ways to solve their
dilemmas and alleviate the negative emotions they are experiencing.
Interestingly, when attempts to change disabling cycles fail, subsequent
efforts to solve the problem will most likely be more extreme versions of
earlier attempted solutions and will maintain their consistency with the

original paradigm (Constantine, 1986). Therefore, when people feel “stuck”,
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their emotions reflect what is being experienced. They are stuck in a vicious
cycle where the attempted solutions serve to perpetuate the cycle. In other
words, the pathways that appear to the family as possible solutions often
lead to an exacerbation of the problem rather than to its alleviation.

While some family paradigms disable members of the family and
the overall system from reaching their desired goals, other paradigms offer
alternative frames that enable families to overcome difficulties (Kantor &
Lehr, 1975). These can be termed empowering family paradigms. While no
paradigm is considered the “correct” one, it is clear that some paradigms
are relatively less useful to families when confronting life’s problems than
others. Successful therapy could be considered a process where new
meanings, or paradigms, are co-evolved between the client and therapist.
These new ways of perceiving experiences open space for solutions that
were not previously available to the client.

Organizations may be compared to family systems in that both
organizations and families are made up of people who are directed in their
actions and emotions by paradigms. Individual paradigms contribute to
the overall paradigm or culture of the family or organization. The culture of
the group in turn defines how difficulties and problems are handled (Trice
& Beyer, 1993). For example, organizational cultures that promote
employee creativity will likely confront problems with flexibility and with
an openness to unique solutions. Likewise, organizations that see their

formal leaders as the only people responsible for or capable of making any
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decisions will not encourage the input of those not in leadership positions.
Culture also, in effect, prescribes general patterns of relating between
management and employees. Understanding the connection between
organizational culture and the relational climate is important since the
relationship aspects have for some time been known to be critical in an
organization’s ability to succeed in achieving its goals (Katz & Kuhn, 1966).
One key determinant of organizational culture is its leadership
(Schein, 1985). Since authority to define the organization’s structure,
regulations and strategic direction lies in the hands of those in
administrative positions, much of the foundation of its culture can be
traced to management. Merely by virtue of formal position, leaders have
significant influence. Hierarchical relationships emerge naturally.
Subsequently, leaders have a stronger influence over the direction and tone
of work relationships and overall culture than do those with less power.
Since the quality of the relationships leaders have with others profoundly
affects how work gets done, it becomes essential that leaders have the
ability to create healthy, productive relationships in the work environment.
Competency in relationship contexts has been identified as one of
the three main skill areas required for effective leadership (Yukl, 1994).
Leaders who do not possess a certain level of relationship competency will
find it difficult to create a shared vision between the organization and its
employees. When people do not see how their vision fits within the

organizational vision, the volunteer qualities of employee involvement such
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as initiative, intelligence and creativity will not be given. Relationship
competence has also been referred to by others as emotional intelligence
(Goleman, 1995).

Emotional intelligence has been defined as the ability a person has
to empathize, collaborate, build relationships and communicate effectively
with others. Daniel Goleman (1995) suggests that emotional intelligence,
as demonstrated by these competencies or behaviors, is the key ingredient
in a person’s ability to succeed. These skills and traits are the same
attributes possessed by couples who have happy and fulfilling family
relationships (Gottman, 1994).

Improving leadership competency through ongoing training has long
been a concern for organizations of all types. In fact, a survey of 611
companies of all sizes showed that 90% utilized external training sources
to develop their leadership (Saari, Johnson, McLaughlin, & Zimmerle,
1988). This emphasis on leadership development is predicted to continue
growing into the future (Fulmer, 1986).

Since relationship competency is a major element of leadership
effectiveness, this competency should be reflected in the training that
managers and leaders get. As organizations become more aware of how
relationship competency affects a manager’s or leader’s ability to succeed,
there is likely to be a growing need and demand for programs that can help

promote these attributes in people and groups. Providing training that
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increases the relationship competencies of leaders in organizations is a
market niche that MFT is prepared to fill.

In summary, the field of MFT is well equipped to provide services to
institutions and organizations outside the family. Any human resource
department would confirm that well-functioning organizations are always
partly indebted to a high functioning human system (see Mathis &
Jackson, 1988). The interpersonal interactions required of organizations
call for competency in understanding and relating to others on an emotional
level to provide a fulfilling and successful experience for its members. MFT
often considers how systemic cycles can be broken to free individuals and
groups from vicious interpersonal cycles that undermine functioning and
happiness of those involved in the system. MFT is also used as a
preventative measure or skill building process to enhance interpersonal
interactions. The skills of marriage and family therapists, therefore, are
potentially useful for training leaders in organizations, since the most
effective leaders are those who possess interpersonal competencies equal to
their technical and conceptual know-how (Yukl, 1994).

Purpose

This research project was designed to accomplish two main
objectives: 1) to develop a leadership training program based on some of
the theories and methods of marriage and family therapy, and, 2) to
evaluate the program according to two main questions. First, how were the

workshop components perceived and experienced by the participants.
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Secondly, what, if any, effect did the workshop have on the participants/
relationship competency within their work and/or family role? The
participants “experience” of the program was described in terms of their
reflections on the program'’s processes and exercises, the learning objectives
and the perceived transferability of the skills into real-world settings.

Rationale for Program Development

Theories and methods in MFT are well suited to aid in the process of
leadership development since leadership is based on interactional
processes that only take place in relationship with other people. Therefore,
the program was designed to increase leader’s ability to develop greater
relationship competency. Choosing leadership as the point of intervention
to positively affect an organization’s culture was based on the assumption
that leaders generally have more power to influence the larger culture
(Friedman, 1986). Although organizations and families are different in
function and in some of their systemic properties, both are human systems
and, therefore, will respond similarly in their relational patterns.
Friedman (1986) states, “...people are people, and their bonds and binds,
whether in a work system or a personal family system, materialize and
dissolve in response to identical processes” (p. 421).

Developing a training program grounded in MFT theories also helps
to inform other disciplines and fields of the value of MFT. The program
allows populations who may not understand the versatility and

applicability of the skills within the MFT discipline to have a chance to
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experience those first-hand. This research combined with, and added to,
other projects that demonstrate the effectiveness of MFT to add credibility
to the field.

Rationale for Program Evaluation

There were two different evaluation tasks in this study. First was
the development of the program itself, which calls for formative evaluation
processes. Formative evaluation encompasses any procedure that leads to
modifications of the processes and content of the program (Worthen &
Sanders, 1987). This process allows evaluators and program facilitators to
test the interventions, as well as the evaluation procedures and
instruments, to foresee and correct any problems that might arise. Rossi
and Freeman (1989) recommend that evaluators join in the design process
since the goal of formative evaluation is to increase the chances for having a
successful outcome.

The second task was that of evaluating the quality of the program in
achieving certain outcomes. This category of evaluation was referred to as
summative evaluation (Worthen & Sanders, 1987). This type of evaluation
provided useful information for potential customers of the program.
Summative evaluation leads to decisions concerning how the program will
be used in the future, whether it should be continued, and how it should be
changed. Qualitative procedures were used to evaluate the program. In

some cases, quantitative data was used along with the qualitative data for
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each subject to give additional information in evaluating the program’s
effectiveness.

Theoretical Framework

Educational and therapeutic interventions for the workshop were
based on both narrative (White & Epsten, 1990) and solution-Focused (de
Shazer, 1991; O'Hanlon & Weiner-Davis, 1989) therapies. Both have their
roots in the epistemology of social constructionism and have been described
as being different stylistically but very agreeable theoretically (Chang &
Phillips, 1993). These theories of human change were coupled with two
leadership philosophies that invite employee empowerment.

The first of the two leadership philosophies comes from the writings
of Kouzes and Posner (1987), two leadership researchers, who conducted
case study analyses of hundreds of managers to identify the times they
were at their personal best in their leadership role. Their research revealed
five practices or behaviors that are exemplified by exceptional leaders.

The second leadership model used as a theoretical base is
designated as servant leadership (Greenleaf, 1991). Servant leadership
describes what is needed from today’s leaders where employee
empowerment requires leaders to put their own self-interest second to the
growth and development of those they lead. Servant leadership will be
shown to require highly differentiated people who are intrinsically

motivated to helping those around them be successful.
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The theoretical discussion will begin by addressing the underlying
epistemology of solution-focused and narrative therapies and then a more
detailed description of the how this epistemology influences the way
therapy is conducted from these two models. Kouzes and Posner’s five
practices of effective leadership and the servant leadership philosophy will
then be described. Possibilities for applying the theories of human change
(solution-focused and narrative therapies) toward developing the kind of
behavior described by the leadership philosophies will then be discussed.

Social Constructionism

Social constructionism is an epistemology that questions the
assumption within the traditional or modern scientific perspective that
knowledge can be gained objectively and that it mirrors reality. This type of
thinking is often referred to as post-modern, that is, beyond the
assumptions that place knowledge within the reach of scientific
investigation. A post-modern view sees the knowledge possessed by a group
or individual as telling more about the group or culture than it does about
an ultimate or absolute reality (Paré, 1995). In contrast to the scientific
philosophy for gaining knowledge, a social constructionist perspective views
knowledge as being created rather than discovered. Current knowledge is
dependent upon previous learnings and these previous learnings take place
in discourse with others, within the context of history and culture. This is to
say that our knowledge cannot be free from a construction process. Also,

rather than viewing the construction process as taking place within the
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cognitive processes of individuals (Von Glaserfeld, 1984), meaning-making
happens in the interactional space between people. Meanings evolve into
new meanings (Hoffman, 1990) as the social conversations that shape
them move forward in time. As Gergen (1985) states, "Social
Constructionism views discourse about the world not as a reflection or map
of the world, but as an artifact of communal interchange” (p. 266).

Solution-Focused and Narrative Therapy

Solution-focused and narrative therapies adopt the social
constructionist perspective about how knowledge is created. As with all
epistemologies, social constructionism generates particular ways of looking
at the origins of knowledge. In this perspective, meanings become an
intersubjective experience that evolve. This epistemology then shapes the
way therapists view symptoms and the change process. They see the
therapeutic system as a linguistic system in which meaning is evolved and
generated through therapeutic dialogue (Anderson & Goolishian, 1989).

The interaction within a therapeutic system is different from many
other conversations as the dialogue is being deliberately guided by someone
who is expert in creating space for distinct, and possibly helpful, meanings
to surface. All the while, therapeutic direction is dictated by the goals of the
client. When therapy is conducted in this way, clients often feel empowered
in the sense that their realities are honored as the reality that matters.
Therapists take the position of being informed by the client. Only after they

are thoroughly informed are they able join with the client in the co-creative
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process of therapy. Anderson and Goolishian (1994) said, "A therapeutic
system is a problem-organizing, problem-dissolving system" (p. 27). In
other words, problems are defined and validated, as well as solutions
evolved, in the context of therapy.

Therapists working under a solution-focused or narrative model
believe clients have resources, strengths and life experiences that can be
brought to light and utilized to accomplish the therapeutic goals (O’Hanlon
& Weiner-Davis, 1989; White & Epston 1990). It is also assumed that
there are always exceptions (or, in narrative therapy terms, “alternative
explanations”) that exist to the problem-saturated story told by the client.
These alternative descriptions can be used to identify behaviors and
emotional resources that can be employed more broadly in the context of
the complaint. This experience offers new information that may not
previously have been given a prominent place in the mind of the client. A
narrative therapist would call this a “re-vision” of the client’s story (Parry
& Doan, 1994). With this new information now included along with the
original story, the story as a whole offers the client a qualitatively different
experience. There is often a sense of hope felt by the client, and this hope is
magnified as future options are identified rather than dwelling in the
problem-saturated stories brought in by the client or by focusing on past
failures.

One of the theoretical assumptions of this program was that

behavioral change can be accomplished by first bringing about a cognitive
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change through solution-focused and narrative therapy methods. Although
some of the processes in the leadership program required behavioral skill
development (e.g., the development of interpersonal communication skills),
there are other interventions that were meant to help the participants
create a new perspective with the expectation that effective leadership
behaviors will follow.

Five Practices of Effective Leadership

Leadership qualities that are being asked for today have a lot to do
with a person’s ability to form empowering relationships with those they
lead. In the Leadership Challenge (1987), Kouzes and Posner report that
the most effective leaders are good at the following five different behaviors:
1) challenging the process, 2) inspiring a shared vision, 3) enabling others
to act, 4) modeling the way, and 5) encouraging the heart. Each of these five
practices require a certain relationship quality between the leader and the
subordinate before they can effectively occur. Relationships that are based
on respect, trust and empathy provide the foundation for these practices. In
other words, the five practices are outcomes when the more fundamental
processes, such as an effective relationship, are in place.

In the following paragraphs each of the five practices will be
described. Since they are specifically from Kouzes and Posner’s work, the
researcher will utilize their writings to give them definition unless

otherwise referenced.
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Challenging the Process. Leaders today, need to continually look for

ways to adapt and change to the conditions facing them. They also need to
encourage those working with them to apply their creativity and innovation
to these challenges. Innovation and change is synonymous with survival
and profitability in many industries, requiring people to challenge the
status quo. Taking risks in these ways requires people to trust themselves,
their boss, the organization and the others they work with. Trusting
relationships set up positive interactional cycles where people are more
likely to support one another (Atwater, 1988). Without trust, people are
less supported, and the fear of failing invites people to follow the already
established routines in their work. Therefore, the basis of a workforce’s
ability to challenge the process and take risks is established through a
trusting relationship.

Inspiring a Shared Vision. Effective leaders have the ability to

envision where the organization needs to go and are able to connect that
vision to the visions and purposes of others. They are able to help others
see how they can work together to create a “win-win” situation or to meet
the goals of both the organization and the individual. Inspiring a shared
vision requires the leader to communicate expressively and powerfully,
know the followers, and appeal to the common purpose. Creating a shared
vision requires good communication skills (speaking, writing, and
listening), empathy and sensitivity, and trust on the part of followers, all of

which are integral to developing effective relationships.
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Enabling Others to Act. Enabling others to act is closely related to

one’s ability to develop effective relationships of mutual trust. This practice
has to do with strengthening others and fostering collaboration. Kouzes and
Posner contend that to empower people, leaders need to make others feel
important, strong, and influential by treating them with respect and
dignity and fostering this same kind of relationship between others on the
team. This practice also entails giving people ownership in projects and
freeing them to make autonomous decisions around the work process.

Modeling the Way. Leaders who have clearly identified their

leadership philosophy and the values that support it are prepared to begin
modeling the way for their subordinates. In conjunction with
communicating the philosophy to others, the leader must set the example
by acting in ways that are consistent with these values. There will be times
when leaders will be challenged to remain consistent with these values (i.e.,
during a crisis), but these are the times when it is most important to live
by them. Holding to the stated values increases the level of trust
subordinates feel for their leader which, again, is fundamental to building
an effective work relationship.

Kouzes and Posner identify the setting of clear goals, making plans,
and establishing milestones for projects as an additional aspect of
modeling the way. Leaders who do model the way, and plan small wins for

their team, are more likely to be successful. Intuitively, these processes
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also influence the kind of relationship that exists between leader and
follower.

Encouraging the Heart. When leaders give encouragement and

recognition to people, they are more likely to feel valued and feel
intrinsically rewarded for their work. Recognizing contributions like this
also has a positive effect on the relationship. On the other hand, when
people do not have a supportive relationship due to negative interactions
like unresolved conflict, their reactions may undermine the goals of the
group (Yukl, 1994) and would not likely be in support of the “encouraging
the heart” practice.

Contributions can also be recognized formally through celebrations.
Rituals of celebration often carry meaning beyond other types of rewards
and usually include a community of people, all of which are involved in a
common purpose. This practice can also have a unifying effect on the groups
relationships (see Imber-Black & Roberts, 1992).

Servant Leadership

Servant Leadership (Greenleaf, 1991) emphasizes the relationship
aspects of leading and adds a moral dimension to the leader’s role that is,
for the most part, missing in other models (Graham, 1991). In fact, this
style of leading only takes place as leaders subordinate their desire for
power, recognition, and reward to the growth and development of others.
Leaders’ power is built on a foundation of mutuality or relationship with

others where they are vulnerable to being changed by those they lead. For
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leaders to relate to those who are traditionally called “subordinates” in
this way, they must, Greenleaf states, be motivated to lead after they have
the desire to serve others.

“The servant-leader is servant first. It begins with the natural

feeling that one wants to serve, to serve first. Then conscious choice

brings one to aspire to lead. He is sharply different from the person
who is leader first, perhaps because of the need to assuage an
unusual power drive or to acquire material possessions. For such it
will be a later choice to serve—after leadership is established. The
leader-first and the servant-first are two extreme types. Between
them there are shadings and blends that are part of the infinite

variety of human nature” (Greenleaf, 1991, p. 7).

Although this model of leadership has received little research
attention, the paradigm of the servant leader fits well with the current
needs of organizations to empower others. Leaders following this
philosophy focus on the highest priority needs of those being served and
check themselves by asking

...do those served grow as persons; do they, while being served,

become healthier, wiser, freer, more autonomous, more likely

themselves to become servants? And, what is the effect on the least
privileged in society; will he benefit, or, at least, will he not be

further deprived? (Greenleaf, 1991, 7).
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Servant leaders possess the powerful balance of humility and inner
security that comes from insight (Graham, 1991; Greenleaf, 1991). When
people feel personal security, they then can place the security and growth of
those around them as a priority which leads to service-oriented interactions
that build relationships of trust in both directions. Some of the key
characteristics of servant leaders are that they listen receptively to what
others have to say, accept others and have genuine empathy for them,
persuade others without manipulation, exert a healing influence upon
individuals and institutions, conceptualize and communicate ideas, and
build community in the workplace (Spears, 1994).

Integration of Therapy Models with Theories on Leadership

The two therapy models (solution-focused and narrative) utilized in
this workshop are philosophically consistent with the two leadership
models (Servant-leadership and the five practices of leadership) that
describe the type of leadership being sought for in today’s organizations.
Chapter two describes how organizational management roles have evolved
over time to the present, where there is a high correlation between what a
good therapist does and what an effective manager or leader does. Both
roles share a primary function which is to help bring about change and
growth in the way people think, relate, and do things. In essence, the
leadership and the therapist roles both strive to invite people they work
with to have greater feelings of empowerment and to use their internal

strengths to accomplish certain goals. The assumptions people bring with
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them to these roles dictate their ultimate approach. For example, both sets
of models see all people as possessing internal strengths and important
knowledge (Parry & Doan, 1994; Kouzes & Posner, 1987; O'Hanlon &
Weiner-Davis, 1987). This basic assumption influences the types of
interactions and the resulting relationships that are developed between
therapists and clients and between managers and employees.

Workshop facilitators are also in this same role. Their goal was to
bring about growth in the way participants think, relate, and do things. By
working and relating with participants in ways that are consistent with
these philosophies of human change, the participants have a first-hand
experience of what it is like to be led by people who see them as possessing
valuable strengths and wisdom. The relationships that evolved between
the facilitators and the participants in the workshop should be
characterized by respect, empathy, mutuality and trust. This experience
will, in effect, model the type of leadership behaviors and attitudes

participants are being asked embody.
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CHAPTER II
Literature Review

To understand the development and evaluation of the integrated
approach to leadership development, this literature review brings together
research from two distinct fields, the field of management development and
the field of family therapy. First, organizational leadership will be defined
and then examined in terms of how it has evolved in nature over the last
few decades. This presentation is followed by a description of how employee
empowerment fits into the role of effective, contemporary, organizational
leadership. The ability to invite employee empowerment will be shown to
be linked to the interpersonal relationships between leaders and followers,
thus suggesting that the most effective leaders are those who not only have
technical and administrative skills, but also have high interpersonal
competence.

Literature from the field of family therapy is then examined. This
section identifies examples where MFT has been applied in larger systems,
outside the family. Finally, it will be argued that MFT theories and
methods may be usefully applied in organizational settings toward
increasing leaders interpersonal competencies.

In reviewing the literature the following broad areas were addressed:
1) leadership and empowerment; 2 ) the interpersonal competencies of
effective leaders in contemporary times; 3) marriage and family therapy

theory applied in larger systems contexts.
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Leadership and Empowerment

In the following paragraphs, a general definition of leadership will be
given to serve as a foundation for the literature review that follows. Next,
the author will discuss how leaders in organizations are being required to
modify their approach to leading due to current external (i.e., economic,
global, and demographic) and internal (i.e., employee’s demand for a certain
guality of work life) forces. These forces are requiring leadership to move
from an autocratic style of leadership, where a select few individuals do the
thinking and decision making, to one that encourages the growth, well-
being, and involvement of all employees.

Leadership can be defined in many different ways, but most
definitions begin with the assumption that leadership involves a social
influence process. Individuals with leadership abilities are able to
intentionally influence other people to desire to do something. In
organizations, the leadership influence modifies and defines a wide variety
of phenomena such as how events are interpreted, what goals to set, what
steps to follow to accomplish the goals, the motivation of those carrying out
the task, and the kind of relationships that are fostered within the group
(Yukl, 1994).

For the author’s purposes, leadership will be defined as a type of
relationship between the leader and follower that invites the intrinsic
motivations of people to think, feel, and act in certain ways. This definition

describes the processes of leadership as being bi-directional, meaning that
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the actions and attitudes of both the leader and follower are internally
motivated and have a reciprocal influence on each other. This influence is
based on the quality of the relationship that has been developed. In other
words, both individuals in the leadership relationship (leader and follower)
have the ability to influence the other. Even though this influence process is
never completely equal, both individuals are naturally influenced as they
join together in an authentic leadership relationship (Rost, 1992).

The internal motivation to act, on the part of the follower, is a key
part of this definition. Without internal motivation, leaders resort to
external means to get work done. External motivators such as money or the
threat of a poor job evaluation may seem like effective methods but there
are some glaring weaknesses to these approaches. First, external means to
motivate employees are often not available, and second, they are much less
reliable in getting the quality of results sought for. Research has shown
that external rewards such as money can decrease people’s desire to do a
task (Deci & Ryan, 1980). Therefore, external motivators may actually
decrease peoples intrinsic motivation in the long run. Enabling others to
act from their own internal desires is key to this definition of leadership.
Kouzes and Posner (1987), define leadership by contrasting it with
management processes in terms of the quality of motivation felt by the
follower. They state,

If there is a clear distinction between the process of

managing and the process of leading, it is in the distinction
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between getting others to do and getting others to want to
do. Managers, we believe, get other people to do, but leaders
get other people to want to do (p. 27).

Traditional leadership practices. Although the relationship between

those in management positions and their employees has evolved and
changed over time, there has always been an inherent tension between
them. At the monetary level their goals appear to be incompatible.
Management's job is to focus their primary energies toward the
profitability of the organization (Drucker, 1984). This encourages them to
strive for the highest performance possible from their employees at the at
the lowest possible cost. Employees, of course, want the highest
compensation and the most extensive job benefits possible. These opposing
agendas set up a conflict of interest and is at the heart of the adversarial
relationship which has existed between management and labor for decades
(Bluestone & Bluestone, 1992).

In response to this ongoing management/employee conflict, each side
has made attempts to wrest the power over resources from the other in
order to reach their own agenda. On the employee side, they began to
organize themselves into unions where they had collective bargaining
power. Unions made up of workers from the same occupations presented a
powerful incentive for management to take their requests seriously.

Before management became more enlightened in how they responded

to the opposition created by workers unions, they often used overt



Leadership Training 24

manipulation and force to get workers to comply with their demands
(Fischer, 1984). Of course, this approach did not yield good results. Worker
absenteeism, strikes, and malingering on the job all increased (Bluestone
& Bluestone, 1992) having a negative effect on profitability.

Rather than risking the negative effects of the backlash from
employees, industries began to use a more enlightened and scientific
approach to gaining control over workers and work processes. According to
some researchers, management science and organizational psychology were
fields of study conceptualized and instituted as a way to assist owners in
gaining control of the workplace (Bluestone & Bluestone, 1992). According
to Fiscker (1984), management also began to apply human relations
philosophy to this same end. Rather than addressing and changing
workplace policies that were hurtful to employees, human relations
processes were used to manage and dilute the dissatisfaction of employees.
Processes designed to reframe or shift the meaning of their work experience
in more constructive directions were used to avoid militant unionization
(Fischer, 1984).

Although management has traditionally tried to maintain power
over information flow, work processes, and decision making, there has been
a steady trend toward greater employee participation. This trend continues
to gain momentum as organizations begin to see that profitability is linked

to concepts like employee participation and empowerment.
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Leadership that Invites Empowerment. Management and

organizational researchers have described the difficult changes required of
business today if they are to stay viable in a climate of growing global
competition. Near the top of the list of requirements is for organizations to
have empowered employees. Although the concept of empowerment has
been associated with disciplines within the field of mental health for some
time (Pinderhughes, 1983), applying it within the business context is
equally appropriate. In fact, some organizational researchers believe that
the need for businesses to apply empowerment principles has never been
greater (Burdett, 1991).

Empowerment in the organizational context has been defined as the
process of “recognizing and releasing into the organization the power that
people already have in their wealth of useful knowledge and internal
motivation” (Randolph, 1994; p.20). When people bring their skills,
commitment, and creativity to work, their organization is more likely to
accomplish its goals, mission, and vision. Organizations are finding out,
however, that they cannot “force” empowerment or even directly bestow it
upon employees. Empowerment ultimately comes from the individual.
Management can only organize the structure and the circumstances that
best invite feelings of empowerment, then people make their own internal
judgments and decisions, then choose responses to that invitation. When
people feel empowered, the voluntary outputs of creativity, innovation, and

productivity begin to take place (Randolph, 1984).
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Bluestone and Bluestone (1992) discuss employee empowerment in
terms of employee involvement, employment security, and workplace
democracy. Each of these phenomena is related to people’s perception that
they have some influence and control in the organization. Research has
shown that the more people have a sense of control in their work situation,
the greater will be the organization’s effectiveness and the higher will be
employee job satisfaction (Butterfield & Posner, 1979; Tannenbaum &
Cooke, 1979). Greater organizational effectiveness is quantified by boosts
in production, improved quality of products and services, and innovations in
work processes and final products (Bluestone & Bluestone, 1992). Besides
job satisfaction, empowering processes are thought to help bring about
other positive emotional responses such as feelings of self-efficacy,
optimism, perceived control, trust, self-esteem, loyalty, and a feelings of
ownership (Kurstedt, 1996).

This research shows that the more people feel that they are in
control of their situation, that they are valuable and have an influence, the
more investment they feel in the success of the company. Outputs such as
these put companies in competitive positions within their industries.
Therefore, the implementation of processes that invite people to feel
empowered in their organizations is a “win-win” experience for both
employees and organizations.

Even though hierarchical, bureaucratic structures in organizations,

and the traditional styles of leadership that often accompany them, are
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disabling to an empowered culture (Kanter, 1984), they still tend to
dominate many American businesses. Changing from a traditional
leadership style to one that invites more participation is difficult for many
reasons. Some of the obstacles include: the ingrained patterns or ways of
doing things that have been established through years of history and
through valued tradition, dealing with the psychological distress managers
may feel by the threat of role loss and of needing to give up power,
overcoming the constraining belief that effective decisions can only be made
by those in positions of authority, and managing the fear employees may
have when management does not tell them the direction they should take
(Manz, Keating, & Donnellon, 1991). Tradition, lack of faith in the internal
motivations of individuals, and the ego defenses of people make the journey
to empowerment a long and difficult one.

Many companies have tried to move their organizations toward
greater employee involvement through the implementation of self-managed
work teams. The process of making this transition has been difficult due to
feelings of suspicion, uncertainty, and resistance in management circles
(Manz, Keating, & Donnellon, 1990). Although self-managed work teams
have become a popular method of sharing the responsibility of decision
making, empowerment is not gained through following a specific model.
Empowerment evolves differently within different organizational cultures
(Peterson, 1993). Some cultures are rigidly intolerant of empowerment

processes, therefore, making the shift to employee empowerment is better
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accomplished through changing the underlying culture than through merely
changing the policy. Changing culture means a change of meanings held by
people in the organization. When moving toward empowerment, changing
culture connotes a shift toward believing more in the strengths of each
individual and of the group as a collective.

Empowerment is built on the paradox that in order to gain power or
influence leaders must give up their desire to control and dominate. Rather
than aggrandizing positions of authority, they see leadership as a type of
relationship that exists between the leader and follower (Rost & Smith,
1992) . True leading, in this sense, is only accomplished within the context
of a relationship to others. Those desiring to lead must be willing to be
influenced or changed by those following (Kiechel, 1992). The resulting
relationship developed is a major source of the leaders power (Spears,
1994). A leader's power, in an empowered environment, manifests itself in
the ability of a leader to help others lead themselves (Manz & Sims, 1989)
and is legitimized through the influence of the relationship that has been
developed rather than the power to command and have subordinates
comply.

Relationship Factors in Effective Leadership

Thousands of articles and books have been written on the subject of
leadership, many of which attempt to describe the factors associated with
leadership effectiveness. Most of these writings have focused on who the

leader is (traits), and/or what he or she does (skills) that creates the
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outcomes sought for. Traits refer to a variety of individual attributes such
as personality, temperament, needs, motives, and values (Yukl, 1994) that
produce effective leadership, and leadership skills refer to a person’s ability
to perform certain tasks successfully. Yukl (1994) places the leadership
skills into the following three categories: 1) technical skills, 2) conceptual
skills, and 3) interpersonal skills. For the purposes of this project, only the
literature describing leadership traits and skills that are directly linked to
the relational or interpersonal aspects of leadership are reviewed.

Leader derailment/success literature. Research on leadership has

highlighted the importance of followers’ perceptions of the leader/follower
relationship and, ultimately, on how their perceptions of the relationship
affects whether it is successful or not (Hollander & Offermann, 1990a,b).
The linkage between the leader/follower relationship and the leader’s
effectiveness is highlighted in the “derailment” research that has been
conducted by the Center for Creative Leadership (CCL). These studies
sought to identify the developmental needs of senior leaders in
organizations through looking at the factors associated with leader
derailment. Successful managers (people who have reached at least a
general management level and still considered candidates for promotion)
were compared with managers who were at one time considered candidates
for promotion but then left the organization non-voluntarily or plateaued in

their jobs due to perceived weaknesses. The findings of these studies helps
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to illuminate the interpersonal competencies associated with successful
leadership.

In 1983, McCall and Lombardo interviewed 40 senior executives in
three different organizations, 20 of whom were considered on a successful
track and 20 where the leader had been derailed. The most frequently cited
reasons for derailment were: specific performance problems, insensitivity
to others, failure to delegate or build a team , and over-dependence on a
single advocate or mentor. Executives who were successful got along with
all kinds of people, handled mistakes with poise and grace, focused on
problems and solved them, had more diversity in the work they had done,
and maintained composure under stress. Insensitivity to others was high
on the list of factors associated with derailment.

Morrison, White, and Van Velsor (1987) later replicated and
expanded on McCall and Lombardo’s study by focusing on women in 25
different companies. The common reasons for derailment of women
executives included an inability to adapt to a boss or culture, performance
problems, being overly ambitious, an inability to lead subordinates or to be
strategic, presenting a poor image, and poor relationships. Again, difficulty
in interpersonal relationships was cited as one of the major factors for
women who had stopped short of the higher senior levels of leadership.

In yet a later study, Lombardo and McCauley (1988) factor-analyzed
the ratings of 355 bosses’ ratings of managers. Again, they were trying to

determine the traits that are linked with leadership success and
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leadership derailment. Many of the findings of this study indicate that
managers who were derailed had traits that undermined their
relationships with those they worked with, both superiors and
subordinates. For example, managers who lost their ability to maintain
emotional composure by showing anger and moodiness undermined their
relationships with all those around them. Managers who were derailed
were more defensive and took less personal responsibility for difficulties
and problems. Rather than shouldering the responsibility, they tended to
blame others for failures. Integrity was another important variable and
was coded under the category of Problems with Interpersonal
Relationships. Those who betrayed trusts and broke promises were more
likely to loose their position. Empathy for others was associated with a
managers success. Managers who considered the feelings of others rather
than overly focusing on their own promotions were not derailed. Those who
were less sensitive to the feelings of others and were less diplomatic were
in danger of loosing their positions. The more successful leaders were able
to build networks of cooperation with a variety of people. In general, the
weaker the interpersonal skills, the more likely the leader would be
derailed.

The latest study on derailment was conducted by Leslie, and Van
Velsor (1996). Senior executives from North American (n=20) and Europe
(n=42) were interviewed. They were asked to think of two managers whom

they new well. One of which being “a manger who had made it to the top of
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his or her organization” (p.4), and the other, “a manager who had been seen
as having senior management potential but who had not made it to the top
and thus was not successful” (p.4). For North American managers, poor
working relationships was cited by 50% of those interviewed as a factor in
the unsuccessful leader’s derailment. Poor working relationships was cited
by 64% of the European executives as a factor in derailment. In both
Europe and North America there were only two derailment factors
mentioned by a majority of the senior executives interviewed: poor working
relations and inability to develop or adapt. Not surprisingly, some of the
opposite qualities were observed in leaders who were successful. For both
the North American and European samples, an ability to establish strong
collaborative relations was cited as one of the top reasons for the managers
success.

Therefore, problems with interpersonal relationships, more than
any other factor, has been a dominant theme in the derailment literature
over time. In this research, managers who were derailed were seen as
insensitive, manipulative, aloof, self-isolating, authoritarian, critical or
demanding. On the other hand, an ability to establish strong relationships
has been a consistent factor in a leaders success. In the earlier studies,
these leaders were described as charming, outgoing, easy to be with, liked,
and able to get along with all kinds of people. More recently, those
interviewed have added to the list with descriptors such as honest,

straightforward, trustworthy, or ethical (Van Velsor & Leslie, 1996). The
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derailment studies collaborate the findings from a study by Hagberg,
Conti, and Mirabile (1985) who cite the lack of interpersonal relationship
competency as the most probable cause for why executives fail.

As noted earlier in this section, the ability to develop strong
collaborative relationships is one of the most important keys to success as
a leader. Effective interpersonal skills are necessary in developing these
relationships. Yukl (1994) reports that the important interpersonal skills
include, “knowledge about human behavior and group processes; ability to
understand the feelings, attitudes, and motives of others; and ability to
communicate clearly and persuasively” (p.273).

Highlighting the need for good interpersonal communication skills,
Boyatzis (1982) studied 253 managers who were given a rating of high
effectiveness, medium effectiveness and low effectiveness. Highly effective
managers were very good communicators who were able to use a variety of
skills including the use of verbal and nonverbal communication, the ability
to give persuasive presentations, and an ability to communicate clearly to
others. These managers were also able to gain the cooperation of others and
to resolve conflict in an effective way. Related to, but somewhat distinct
from the communication skills, highly rated managers possessed the skills
and traits that encouraged a group identity and team spirit. They also
encouraged collaboration among the team.

Trust and integrity. As has been shown, the interpersonal

relationships that leaders develop are critical to their success. The skills
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and traits of both the leader and follower contribute to the quality of
leadership relationship and determine whether the critical element of trust
Is present. Trust has been shown to be the most critical factor affecting
leader/subordinate relationships and, therefore, the leader’s effectiveness
(Atwater, 1988; Barnes, 1989; Cook & Wall, 1980; Diffie-Couch, 1984).
Trust is present in a relationship when there is a feeling of confidence in
another person’s honesty, dependability, strength, or character. Trust is an
element that enables the individuals in the leadership relationship to rely
on one another and to work together. Fairholm (1995) sees trust as the
foundation of any cooperation that takes place between people. This
includes cooperative actions between groups, businesses, communities, and
nations. Trust, therefore, is descriptive of the type of relationship required
for the most effective leadership. Rather than being quickly developed,
trust is created over time as individuals demonstrate their integrity,
sensitivity, and a certain level of vulnerability. Conversely, trust is
undermined relatively quickly as people fail to live up to their
commitments or overly focus on their own wants without showing
sensitivity to the needs of others. Trust is the outcome when two or more
people are vulnerable to each other, yet finding out that to be open with one
another is both safe and rewarding.

Integrity is a primary factor in whether a person is seen as
trustworthy. Yukl (1994) discusses several ways a person’s integrity is

undermined. For example, when leaders lie, break a promise or
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commitment, gossip or share private information or blame others for
failures, they undermine their credibility and people see them as lacking
integrity. By keeping promises and taking the responsibility for difficulties,
leaders increase the trust others have in them and the relationship is
advanced. In the final analyses, perceived integrity increases when people
act out the values that they have espoused.

In summary, it is clear that relationship competency is critical for a
leader to be successful. Studies have shown that leaders who have poor
interpersonal relationships are more likely to eventually be derailed.
Leader/follower relationships that encourage collaboration, empathy,
integrity, supportiveness, and trust enable individuals and organizations
to be most effective. As trends continue and decision making power is
decentralized, the leaders who are the most effective will continue to be
those who have high interpersonal competency. These skills and traits may
become even more important as leaders are asked to work more in teams
and to share power with those they have stewardship over. This requires
high emotional maturity and a sincere desire help others develop to their
full potential.

Marriage and Family Therapy (MFT) Applied to Larger Systems

MFT models are being utilized by a growing number of people to
intervene in systems outside the family. This process has been referred to
as consultation work and has been applied to professional, community, and

business networks. In this section, the author constructs a rationale for
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using MFT to address problems in institutions outside the family. Specific
examples of how MFT has been used in diverse contexts will then be given.
At this juncture, the research on leadership effectiveness, and the research
validating the use of MFT in contexts outside the family, will be brought
together to make the final point, which is: MFT can be usefully applied to
leadership development in the area of increasing interpersonal competency.

MFT and consultancy. Doing consultancy work using family therapy

theory has grown rapidly over the last few years (e.g. Street, 1988;
Campbell et al., 1991; Wynne et al., 1986). Family systems theory has been
described as having the ability to appropriately predict behavior within
organizations (Boverie, 1991), which allows consultants opportunities to
change human interactional cycles that are contrary to the institutions
goals, and to develop and expand human resources that contribute to the
organization’s mission.

Family systems theory has its roots in cybernetics which, in very
basic terms, is a theory that considers interconnections, patterns and
feedback influences in understanding phenomena, rather than identifying
cause and effect relationships (Becvar & Becvar, 1986). This systems
orientation allows family therapy to be a productive framework from which
to bring about change at the individual, relational, and larger system
levels. Even when consultation is conducted with an individual person, a
systemic approach to intervention often uses information from the larger

context to institute processes that bring about desired change. Consulting
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within an organization is inherently systemic as the many different
systems and sub-systems need to be accounted for in both the assessment
and intervention.

Current trends in the mental health field, particularly in the MFT
field, are making therapy more akin to consultation. One example of this is
shown by the change of terms placed on those seeking services. Rather than
working with patients, which conjures up images of illness and dysfunction,
MFT practitioners work with clients. Just by using this term, a more
consultative frame is placed on the client/therapist relationship.
Consultation requires more of a collegial relationship than has been the
case in traditional therapy. This requirement fits well with contemporary
therapy assumptions like those of solution-focused therapy and narrative
therapy. In these theories it is assumed that all clients have internal
resources that can be drawn from to help them reach their goals. Clients
are also considered the expert on their own problems and are ultimately
responsible and given credit for any positive developments. Organizational
consultants can also start with the same assumptions. For example, an
organization is assumed to already have many resources that can be
applied to overcoming the obstacles facing it, and, the organization and its
members are ultimately responsible and credited for its improvement
(McDaniel, Wynne, & Weber, 1986).

Another fit between organizational consulting and the approach

taken in a clinical situation by a solution-focused therapist is that
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consultees/clients are not seen as resistant if they decide not to take the
advice of the consultant/therapist. Consultation is the process of offering
alternatives and suggestions with the final say still being given to the
clients, who are free to follow the consultants advice or not. This fits well
with de Shazer’s (1984) position on the issue of client resistance. Instead of
seeing a failure to comply with therapeutic agreements as resistance, their
actions are seen to offer more information as to how the therapist should
work with them. Within this perspective, all clients have the desire and the
resources to make changes.

Human systems, whether it be a business organization or a family,
have processes and dynamics in common. This fact is at the heart of the
“why” and the “how” of using MFT models in contexts outside the family.
Although there are differences between families and organizations
(Borwick, 1986), there are also many similarities which make MFT an
excellent fit for some organizational development efforts.

Some of the reasons families seek help from a marriage and family
therapist include the following: develop self and other awareness, increase
motivation, conceptualize and manage group relationships, improve
communication skills, resolve conflict, reduce stress, and increase general
life satisfaction. These are the same issues affecting organizational life,
and therefore, inevitably influencing the level of productivity and

satisfaction of the work force. For these reasons, fields dealing with
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management and organizational behavior could benefit from the knowledge
and expertise found in MFT.

Family systems theory applied. Numerous articles applying family

systems concepts to organizational settings have been written. Within the
scope of the authors review of the literature, articles tying the fields of
organizational and management development, and, family therapy, have
been written by individuals in each field. The literature reviewed below
reflects this mix.

Almost two decades ago, Hirschhorn and Gilmore (1980) conducted
an organizational intervention using principles from structural family
therapy. Dysfunctional coalitions and hierarchies were identified and tasks
(both straight forward, and paradoxical) were given to the agencies
members to help them handle their difficulties in more constructive ways.
In the final analysis they reported having some successes and some
failures in terms of reaching their stated goals. Based on this experience,
the authors suggest that there are at least four differences between
families and organizations that must be understood before a successful
transfer of family therapy techniques to organizational interventions can
occur. First, politics in organizations are more complex than in families.
Second, organizational members can exit from the system easier than can a
member of a family system. Third, timing an intervention is more difficult
in an organization, and fourth, formulating developmental tasks may be

more difficult in organizations than in families.
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In a much more recent article, Boverie (1991) describes how several
of the major family systems models can be applied to business
organizations in either a consultative role, in counseling troubled
employees, and in working with businesses owned and operated by
families. She suggests that the family systems theories developed by
Ackerman (1996), Satir (1967), Bowen (1978), Hayley (1971) and Minuchin
(1974) can all be applied to improve organizational functioning using
concepts such as triangulation, coalition, homeostasis and differentiation.
Boverie contends that an integrated systems approach, using family
systems theory and organizational theory, aids the consultant in
identifying the relationships, processes, components, and feedback
mechanisms keeping organizations from reaching their goals.

In addition to work done with business organizations, family therapy
concepts have also been applied to issues facing sports teams. Zimmerman
and Protinsky (1993) reported an experience where team consultation was
provided for a university athletic team. Issues that were addressed
included a player/coach coalition, excessive complaining, polarization in
coaching styles, and a lack of confidence on the team. All of these issues
were conceptualized through the lenses of family therapy. One intervention
that the consultants facilitated was to bring to the surface a covert system
dynamic. Once the issue was recognized and discussed by the team, a
specific task was assigned to interrupt the negative pattern that had

developed. Another intervention included the use of an even day/odd day
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ritual prescription (Palazzoli, Boscolo, Cecchin, & Prata, 1978) where
coaches were asked to alternate their styles of coaching every other day. For
example, those who normally pointed out the mistakes players made, were
asked to give positive feedback to the players one day and then return to
giving constructive criticism the next. The pattern was reversed for those
who normally only gave positive feedback. These, and other, interventions
seemed to be successful in overcoming some of the barriers facing the team.
In addition to providing a theory from which interventions can be
made, family systems theory has also been used to understand
management and organizational phenomena from a theoretical
perspective. For example, Neck, Connerley and Manz (1996) propose that
the Beavers Systems Model (Beavers, 1977), which is a popular model
describing levels of family functioning, can be used to understand how self-
managed teams develop. Teams are labeled “Chaotic” at the lowest levels
of effectiveness. In these teams there are no established rules or norms to
govern the group. The climate is characterized by conflict, confusion, and
turmoil. On the other hand, with the highest level of team development
(Teamthink), the decision-making authority is completely shared, each
member of the team is self-managed, openness is encouraged, and there are
high levels of intrinsic motivation, quality and productivity. Neck,
Connerley, and Manz believe that by applying concepts developed and

studied for years in families, they can make large advancements in their
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understanding of the development process of self-managed teams, which
have been in existence for a much shorter time.

Efforts have been made to develop interpersonal skills and self-
awareness in students going through business administration courses.
Whiteside (1994) has used family therapy concepts to teach organizational
behavior. He sees the family therapy field as an invaluable resource for
gaining an understanding about one’s self, motivation, and how to be
successful in organizational life. Some textbooks, designed for use in
business courses, have begun to teach some of the social skills aspects of
management (see Quinn, Faerman, Thompson, & McGrath, 1990; Whetten
& Cameron, 1984). Therefore, there is a growing number of people in the
organizational field who are seeing the benefits of looking through the
lenses of family therapy, or who are at least seeing the need to develop
interpersonal competencies in those who will lead in the work force.

Besides those studies published in professional journals, numerous
doctoral dissertation projects have applied family systems theory in
business organizations. These dissertations included the following topics:
the development of a systemic model from which to assess, intervene and
then evaluate the communication and problem solving processes within an
organization (Terry, 1985), developing a predictive model for organizational
effectiveness (Sichlau, 1985), using family systems theory to explore how
people and organizations are shaped by their interactions with one another

(Weinberb, 1993), and using family systems theory to look at how early life
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experiences influenced the leadership development of women executives
(McGee, 1994). Each of these studies helped to further the position that
family systems theory can be used to effectively predict and intervene in
organizations.

Post-modern therapy theory applied. Social constructionist

approaches to family therapy (i.e., narrative and solution-focused therapy)
have a distinctly different epistemology from models that stem from the
main branch of family systems theory, such as the structural or strategic
approaches. Although it is beyond the scope of this paper to detail these
differences, two distinctions relevant to consultation work are: first, the
therapist shifts from being the expert on what is functional and
dysfunctional, to being the expert at opening space for new, enabling
meanings to emerge, and second, these approaches may be perceived as
less threatening since there is an emphasis on identifying individual,
family or group strengths from which further change can be generated. It
has been suggested (Webb, 1995) that due to their flexibility and unique
perspective on how change occurs, these post-modern approaches may be
particularly useful in contexts outside the family. This assumption,
however, has not yet been confirmed by research, nor has there been many
accounts describing cases where these theories have been applied in
systems outside the family.

There are at least two notable exceptions to this lack of information.

One is an article written by Susan Webb (1995). She describes how
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solution-oriented therapy was used to intervene in an academic work
system where the department had become fractured by what appeared to
be overwhelming internal conflict. Factors external to the department, such
as the allocation of new staff positions, the appointment of leaders, and the
reorganization of programs, all added to the stress felt in the department,
resulting in greater conflict between its members.

Rather than using a traditional approach to solving the conflict, such
as “airing” out the situation through focusing on what was going wrong,
Webb structured a conflict resolution workshop which followed the
sequences of events that often take place in solution-focused family
therapy. First, the history of the department was discussed. Each person
was asked to contribute in a structured way, giving the group a very
different experience in recounting the department’s issues than they had
before. Unique outcomes, or exceptions to the problem story surfaced and
were noted by the facilitator. These exceptions were later elaborated on by
the team in a follow-up session which led to a natural evolving of
interactions among the members. In the final analysis, relationships
among the faculty became more positive allowing the work of the
department to begin moving forward.

Another example where post-modern therapy approaches have been
applied outside the family comes from Campbell, Coldicott and Kinsella
(1994). They integrate constructionist therapy concepts with the Milan

Systemic Therapy model (Palazzoli, Boscolo, Cecchin & Prata, 1970) to
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create a model for consulting in organizations. This book outlines some of
the key concepts in systemic thinking and then discusses their application
to organizations. The authors then give examples of their consultation work
with boards, teams, and whole organizations. Although the language used,
and a lack of clarity with how systems and constructionist theories have
been integrated make the book difficult to understand, it is innovative in
its approach and demonstrates further the applicability of constructionist
therapy concepts to organizational development.

MFT and interpersonal relationships. Marriage and family

therapists have always been concerned with relationships. A basic
understanding of the power of human relationships is essentially what
provided the momentum for the family therapy movement (Becvar &
Becvar, 1988). In fact, it has been argued that to understand the
development of the single individual, the self, consideration must be given
to the individual as he or she is in relationship with others (Yalom, 1985).
Social constructionist epistemology (see chapter one for a description)
contends that the meanings each of us hold about ourselves and the world
are generated through social interaction processes (Gergen, 1985).
Therefore, the philosophies for human change stemming from MFT are
based on understanding human relationships.

MFT is called upon to help couples and families solve the dilemmas
that cause stress in their lives. In addition to alleviating distress in these

relationship contexts, MFT is often employed to enhance already healthy



Leadership Training 46

relationships. Guerney, Brock, and Coufal (1986) eloquently states the
purpose of MFT in relationship enhancement:

Marital therapy does not live up to its full potential

unless it empowers couples with the attitudes and skills

that will enable them to interact compassionately,

supportively, harmoniously, and lovingly—that is, unless

it enriches couples’ relationships. (p. 151)

These outcomes are those sought for by therapist working in couple
and family relationships and are also the same goals that families set for
themselves (Fisher, Giblin, & Hoopes, 1982). Although there are many
approaches to achieve these goals, most of them focus on both attitudes
and skills that foster such relationships. For example, one relationship
enhancement approach (Guerney, Brock & Coufal, 1986) seeks to teach the
following nine skills and attitudes: 1) expressivity, 2) empathy, 3)
discussion/negotiation, 4) conflict resolution, 5) self-change, 6) helping
others change, 7) generalization of skills to other contexts, 8) teaching
others the skills, and 9) maintenance and problem prevention.

In essence the tools used in MFT enable individuals to gain greater
self-knowledge and other-knowledge. Awareness on these levels allows
people to be more deliberate in how they experience themselves and others.
In providing a rationale for the processes of group therapy, Yalom (1985)

states
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...treatment should be directed toward the correction of
interpersonal distortions, thus enabling the individual to
lead a more abundant life, to participate collaboratively
with others, to obtain interpersonal satisfactions in the
context of realistic, mutually satisfying interpersonal
relationships. (p.22)

MFT and leadership development. This section proposes that MFT

methods can be applied to assess and intervene in business organizations
in order to make the relationships between leaders and those around them
more enabling. This point effectively ties together the two bodies of
research reviewed (the interpersonal qualities of the most successful
leaders, and, family therapy applied to larger systems), with an awareness
of the expertise for relationship improvement found in MFT.

The literature states clearly that the most effective leaders are those
who can create trusting, collaborative relationships with those they lead.
Those who cannot, or do not, build such relationships are more likely to fail
in their role. Leadership relationships are based in the context of
organizational life, which creates both different and similar dynamics to
the relationships in family life. The transference of philosophies from the
family arena to other institutions is considered each time the boundaries
have been crossed, but the case has been built that many human systems
phenomena, whether inside the family or not, can be productively

conceptualized and affected through MFT.
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Summary

A brief history of management/employee relations was given to
provide a context for discussing a new kind of relationship that invites
those in it to feel empowered. Employee empowerment was described as
being a more likely outcome when the leader/follower relationship is built
on a foundation of collaboration and trust. Since those in positions of
authority have a greater responsibility and power to affect change in
culture and work environment, it falls upon management to organize the
circumstances that led to empowerment. It also falls upon them to take the
responsibility in developing effective relationships with those they led. This
requires contemporary leaders to posses high interpersonal competence.
The processes involved in teaching the skills and facilitating changes in
awareness has been a significant part of what MFT does.

Family therapy theories have been utilized successfully in systems
outside the family. The family systems perspective has provided a frame
from which to understand relationships, processes, and interactions inside
these contexts, giving MFT practitioners the ability to bring about human
systems changes. The argument was also made that the relationship
competencies and emotional intelligence necessary to make the transition
from traditional manager to one who works collaboratively may be

accomplished by tapping into the interventive methods in MFT.
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CHAPTER 111
Evaluation Methodology

Overview of Evaluation Design

To understand the effects of the Solution-Focused Leadership
workshop on the participant’s interpersonal competencies, and to perform a
process analysis of the internal elements of the program, a qualitative
evaluation was conducted. This evaluation provided information on the
following two inquiries: 1) how were the workshop components perceived
and experienced by the participants? and, 2) what, if any effect did the
program have on the participants’ relationship competencies in their work
and/or family roles?

Description of the Solution-Focused Leadership Workshop

Origin of the Workshop

Literature and expertise from the fields of Marriage and Family
Therapy and Management Systems Engineering were utilized to develop
this leadership workshop. Professors from Virginia Polytechnic Institute
and State University in both of these disciplines, along with people working
in the Department of Continuing Education, were consulted on an on-going
basis during its development. This integrated approach was conceptualized
as a way to bridge between didactic approaches to management
development, and the more experiential, interactive processes commonly
employed in family therapy. Workshop facilitators believed that by

integrating concepts from the two fields, and using language familiar to
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people in business organizations, participants would feel more comfortable
and open to the training processes which are based on theories in family
therapy.

Funding for this project was made available through the Center for
Organizational and Technological Advancement (COTA) at Virginia Tech.
This fund has been established to provide financial resources for the
development of training programs that are designed to be offered to
business organizations and delivered at the Hotel Roanoke Conference
Center in Roanoke, Virginia.

Changes in Project Scope

This evaluation study began with an original training group made up
of 12 people who commenced the first session (2 and one-half days) of their
training in April 1996 and completed their second session of two days in
June. Participants included leaders from different companies around the
area. These individuals were originally going to be used as the sample for
the evaluation until two individuals in the group shared the workshop
information with their Human Resource Department. This contact
eventually led to an agreement with the company (a health maintenance
organization) that they would send approximately 50 mid-level managers
through the training. It was proposed, and verbally agreed, that the
training was to commence in July, 1996 and finish in November, 1996 with
ten to fifteen participants training each month. The researcher intended to

include these 50 managers in the sample for the program evaluation and
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with a sample of this size he planned to rely heavily on quantitative data
and methodologies to evaluate the workshop and its outcome on
participants.

As the July training approached, the organization asked that the
first training session be postponed until August. Although a contract was
later signed, no penalties were outlined in the proposal. This proved to be a
costly mistake as the same scenario happened in August and September.
Finally, in October six people from the organization attended the workshop,
but the November training was canceled again. At that point in the process,
the researcher requested that the workshop evaluation be modified in both
its sample and methodology. For the sample it was determined that the
original group, made up of twelve individuals from different companies, be
combined with the six individuals who attended the workshop in October.
Methodologically, it was determined that qualitative methods and data
would be used as the main source of information for the evaluation.

After considering this modified design, it was determined that the
combining of these two very different groups presented challenges that
would be difficult to overcome. First, the two groups were different in the
sense that the first group was made up of individuals from a variety of
different organizations and industries, and the second group was an in-tact
group who all worked for the same company and consistently interacted
with one another in their leadership roles. Secondly, the program had been

modified to facilitate an intact team; therefore, the content of the workshop
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itself was different. And, thirdly the HMO was going through an internal
crisis during the time of the workshop (conflict between the administration
and workers union). This last issue also happened to be a major factor in
the cancellation of previous trainings. For these reasons, it was determined
that the scope of the project would be modified to include only those
individuals who participated in the April/June workshop. This was possible
since the original evaluation design included a variety of qualitative
methodologies which allowed the researcher to answer the original
guestions posed. Qualitative data then became the primary information
source in the evaluation with quantitative data playing a limited role.

Workshop Goals

The goal of the workshop was to help participants more fully develop
their relationship competencies. Facilitators hoped to provide an
experience that would help leaders to develop effective, trusting work
relationships, and positively affect their family relationships as well.
Although the focus on family relationships was secondary, workshop
processes were flexible, allowing participants to apply the concepts to both
work and/or family settings.

Another goal, although not a significant part of the design of the
workshop, was to positively affect the culture of the organizations the
participants were part of. This hope was based, in part, on the belief that

when people are in relationship with one another, and one of the members
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of the system changes, others in the system must also change in some way
(Becvar & Becvar, 1988).

Workshop Design

During the development phase of the program, it was determined
that the workshop would be designed to meet the specific needs of
participants. A highly idividualized training process was conceptualized as
a way to fill a niche that is often left unmet by other training programs
where concepts and processes are universally applied to all participants. In
other words, the program would need to take into account the individual
differences and developmental needs of each person which required
facilitators to conduct in-depth, pre-workshop assessments for each
individual, and to limit the number of people invited so that there would be
a high ratio of facilitators to participants.

Another goal of the design was to provide an experience where
participants would be supported over a period of two or three months in
accomplishing their goals. This relatively long-term approach was a
response to a sentiment carried by many of the authors aquaintances who
have taken part in “one-shot” training experiences. Although they had been
motivated to make changes during different training experiences, there was
little or no follow-up support to transfer the learning from the training into
actual work setting results.

In accordance with the goal to provide individual attention and long-

term support for the participants, the program started with a phone
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interview assessment by the researcher. Participants were also asked to
complete the Leadership Practices Inventory-Self (LPI-Self) and have five
co-workers complete the LPI-Observer (LPI-Observer) (Kouzes & Posner,
1993) (see Appendix A). The pre-workshop assessment was followed by
three distinct phases of the training: 1) a two-and-one-half day initial
training session, 2) a two-month interim period during which participants
received one-on-one coaching, and 3) a two-day follow-up or second session.
The first session provided an intensive initial training experience where
each participant crafted his or her own leadership action plan. This plan
focused on utilizing their strengths to develop more effective and trusting
relationships within their roles at work and at home. This session was
followed by a break of two months, during which the researcher provided
one-on-one coaching (most often over the phone) in support of participants’
action plans, to help them accomplish their goals. Finally, a follow-up
training session was held which lasted approximately two days. The goal
for the second session was to add momentum and support to the positive
changes that individuals had begun to implement.

Workshop Facilitators

Program processes utilized a team facilitation approach. Those who
helped facilitate the training included a professor whose specialty is
culture change and empowerment in organizations, a leadership
development consultant from a private company, and the researcher, who

was a Ph.D. candidate in Marriage and Family Therapy. The consultant’s
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formal training is also in the counseling field where he is licensed as a
marriage and family therapist.

Others who helped facilitate segments of the first session include a
faculty member in the department of Marriage and Family Therapy and
some of the researcher’s peers from Virginia Tech. These graduate students
acted as a “reflecting team” (Andersen, 1991) during two of the exercises.

Philosophical Foundations of the Workshop

Servant Leadership. The content and goals of this workshop were

based in part on writings and concepts related to the notion of “Servant
Leadership” (Greenleaf, 1991). Using a Servant Leadership philosophy the
concepts of true listening, empathy, healing, awareness, persuasion,
stewardship and community building were highlighted as effective
leadership qualities. These qualities and skills were related to work and
family settings throughout the workshop.

Five Leadership Practices. The five leadership practices identified by

Kouzes and Posner (1987) are the behaviors that leaders engage in when
they are at their best. These practices were discussed with participants
before they received the feedback from co-workers who had filled out the
LPI-Observer form. Other discussions, throughout the workshop, centered
around the quality of relationships that participants needed to foster in
order to be effective as a leader. Therefore, subsequent discussion of the

five practices was done more indirectly.
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Solution-focused/narrative approach. Processes and exercises in the

seminar are based on the theory of solution-focused and narrative therapy
models. This framework was used to inform the questions used in the pre-
workshop interviews and the small group discussions and to reinforce the
overall tone of the seminar. Didactic training emphasized the assumptions
of these therapy models as found in O’Hanlon and Weiner-Davis'’s (1989)

book In Search of Solutions and White and Epstin’s (1990) book entitled,

Narrative Means to Therapeutic Ends. One exercise, for example, involved

participants being asked to pair up and take turns identifying an issue
that had troubled them and then to question each other to find the
exceptions to that pattern. In this process participants helped identify
some of the person’s strengths and internal resources that could be applied
to difficult situations. These and other processes highlighted the social
constructionist epistemology, that meaning is evolutionary rather than
static, and that individuals have a significant amount of control in terms of
how they experience different situations.

The concept that there are multiple realities for any given event was
introduced. Participants were shown how they exert some control over the
meanings they choose to attach to events. These concepts were taught to
begin to create more awareness of the fluidity of meaning and to increase
the participants’ freedom to choose interpretations that promote the
accomplishment of their goals rather than those that constrain their

development.
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Pre-workshop Activities

Assessment. Pre-conference assessment entailed a phone interview
that lasted approximately one-half hour, and a quantitative instrument
that measured each participant’s effectiveness in five leadership practices
(LPI-Self and LPI-Observer). The interview was composed of questions that
were based on the solution-focused theory (O'Hanlon & Weiner-Davis,
1989). These questions were meant to both provide information, and, to act
as an intervention. As an assessment tool, the interview helped identify
some of the strengths each participant had around the five practices of
leadership. As an intervention, it helped to create an expectation for change
that would be facilitated through the workshop.

Recruitment of significant peers. Along with the 360° feedback forms

(LPI-Observer) that were filled out by peers of the participant, a “letter of
recruitment” (see Appendix B) was also provided. This letter contained a
brief explanation of the seminar goals and an invitation for the selected
peers to observe the participant’s behavior over the course of the workshop.
This letter was designed to heighten the expectation co-workers had about
the participant improving in some way. This invitation for work-peers to
look for any changes in the participant was conceptualized as a way to
increase the chances that the participant would be noticed and rewarded
for any movement toward their goals.

Session One
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Introduction/explanation. To build a foundation for the integrated

training approach, facilitators led a discussion about the core competencies
possessed by effective leaders. The relational aspects of leadership as
required in the context of modern organizational life and culture were
discussed. Over the course of the workshop, discussions and lessons on
leadership evolved around concepts taught in the literature on Servant-
Leadership (Greenleaf, 1991) and the five practices of leadership discussed
in Kouzes and Posner’s (1987) book, “The Leadership Challenge”.

LPI scores and feedback. Participants received the scores to their

LPI-Self and LPI-Observer instruments. The observer scores (360°
feedback) from their co-workers were discussed, and it was recommended to
the participants that they use the information from the feedback to begin
writing their plan of action.

Communication and collaborative skills training. This training

module helped identify the distinct components of effective speaking and
listening (Miller, Miller, Nunnally, & Wackman, 1992). Experiential
learning exercises were used to explain, practice, and evaluate the
communication skills. These skills were discussed in relation to the
participants’ roles at work and in the family. These processes were used to
increase the participants’ self understanding and gain a fuller awareness
around the issues they wanted to communicate about. This exercise
enabled participants to slow the communication process down which

facilitated the sending and receiving of clear messages.
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Within this module, effective communication was described as the
foundation for developing highly effective interpersonal relationships and
as the means whereby conflicts are best resolved in a win-win manner.
These communication skills were addressed as critical to the ability to lead
others effectively. For example, participants were taught how active
listening skills are essential for them to empathize and have sensitivity to
the needs of those they lead. Facilitators also discussed how this
relationship skill increases a person'’s ability to work in teams,
collaboratively, and to evolve an emotional atmosphere where
interpersonal difficulties can be resolved in a healthy way. In couples, and
it can be assumed to be similar in other relationships, the level of
relationship satisfaction, and frequently, the stability of the relationship
itself, depend on the quality of communication and on the individual’s
ability to resolve conflict (Gottman, 1979).

Life history exercise. Facilitators presented the philosophy

underlying practices in narrative therapy. Some of the ideas presented
included the notion that lived experience is storied and therefore, a great
deal of lived experience inevitably falls outside the dominant stories people
tell of themselves. However, within the lived experiences of a person, there
are always meanings that run contrary to any dominant, “problem-
saturated” stories that are more enabling of a person’s goals.

This presentation was followed by an exercise where participants

were asked to write their life history in twenty minutes. They were then
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guided by the facilitators in finding alternative, more helpful meanings
based on real events that were left out of their life story. This process was
meant to demonstrate the concept that reality is constructed and that
through mental construction processes, new, more enabling realities can
evolve.

Genogram work. Participants were guided through an exercise where

they constructed their own family genogram. These schematic depictions of
their family relationships included symbols that described the structure of
their family along with the dynamics found in their family system such as
coalitions, triangles, conflict, closeness, etc. Individual characteristics,
relational patterns and family cultural values were discussed and charted
as they were identified across the generations. This exercise continued to
emphasize the theme that the “story” being generated through the telling
and drawing of the family story, is only one of many possible narratives
that could be uncovered.

Ritual development exercise. As part of the effort to help

participants move their organizations/teams toward community, where
relationships are healthy and their is a shared vision, the power of rituals
was discussed. The facilitators used both family and business examples to
highlight the effects and benefits of meaningful rituals. Participants were
asked to identify possible rituals that could be used in their work and
family settings that would promote intimacy between the system’s

members. Some of the purposes mentioned to the participants for creating
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rituals included creating team spirit and family unity through the planning
and implementation of the ritual, creating a shared vision between group
members, and creating positive emotional connections within the group.

Reflecting team experience. Reflecting team processes were used in

the workshop to help participants begin to see alternative perspectives in
some of the difficult situations they mentioned that they were confronted
with. Student peers of the researcher acted in this role. Reflecting team
members observed some of the exercises and listened in on the
participant’s conversations around the issues being discussed. The process
was intended to open up space for alternative meanings to emerge for the
participants, thus allowing them to have a different cognitive, emotional,
and behavioral experience.

Vicious and virtuous cycles. After constructing the genogram,

participants were taken through an exercise that helped them focus more
exclusively on themselves in relationship to others. Human systems
principles were taught to the group; then, the interpersonal patterns that
they were involved in were examined. Patterns or interactional cycles that
ran contrary to their leadership and family goals were identified. Patterns
supportive of their work and family goals were also identified. This exercise
included a discussion on how these cycles generated “self-fulfilling
prophecies” in either positive or negative directions.

Leadership maze. This experiential activity required the group to

work together as a team to accomplish an overall goal. Participants were
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required to work collaboratively, quickly, and with precision. The exercise
provided a rich source of information concerning each individual's approach
to the problem and how the group worked collectively toward the goal. Some
of the interactional styles used by the participants included varying levels
of helping and supporting behaviors, leading and following, and taking part
in group planning processes.

Surprise task. As part of their action plan, participants were asked

to identify behaviors that they could do that would “surprise” their co-
workers. Participants were encouraged to define behaviors that would
enhance their relationships. By following this assignment, they were more
likely to select specific behaviors that co-workers would experience as
“different” than their usual behaviors. This assignment was meant to tie
into, and follow-through on, the letter that participants sent to some of
their work-peers before the workshop (see Appendix B). They were asked to
do at least one or two things each week that would surprise their co-
workers, spouse or “significant other”.

Action plan/relationship vision statement. At the end of the first

session of the workshop the participants created an action plan based on a
vision statement that they had created. The vision statement was
relationship-focused and identified the type of interactions and meanings
the individual would like to have in his or her work and family roles.

The action plan was written after they had experienced most of the

workshop processes, thus enabling participants to incorporate into their
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plan any personal and interpersonal insights, skills, and techniques that
they had learned up to that point. As part of the action plan, each
participant was asked to predict the changes that would take place at
home and at work over the following two months. Other aspects of the
action plan included the following: specific goals for communicating better
with others, ideas for implementing rituals to create more intimacy, and
specific behaviors that would be consistent with their relationship vision
statement.

Between Sessions

Personal coaching. Phone calls were the primary method used for

follow-up coaching between sessions. The coaching sessions were conducted
by one of the workshop facilitators. Each session was conceptualized and
carried out with the intention of using therapeutic skills and following the
solution-focused and narrative therapy models in the sessions. The content
of these coaching sessions came from several sources including the
participants’ experiences in trying to accomplish their plan of action, the
pre-workshop interviews, and the information gathered during the
workshop. Trust between the participants and the coach was seen as an
essential element for working effectively with each individual.

Therapeutic letters. Therapists have been successful in helping

clients progress between sessions through the writing of therapeutic letters
(White & Epston, 1990). As a way of reflecting on the workshop experience

and to comment on their progress toward the goals they had identified in
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their action plans, the coach wrote each participant a letter (see Appendix
J). The language used in the letters was aimed toward promoting the
positive changes that were, in most cases, already beginning to take place.
The letter also contained recommendations/suggestions for dealing with
the issues that were addressed in the letter. Each letter was written with
the particular needs of the participant in mind and required an integration
of information from a variety of sources.
Session Two

Workgram. Using the same concepts and methods for constructing a
genogram, participants constructed a pictorial display of their work
relationships. Some of the same relationship dynamics that are commonly
identified in family systems (i.e., conflictual relationships, coalitions, and
triangulated relationships) were also identified in the different work
systems being represented. Other variables that are more specific to
organizational systems, such as the dynamics between departments,
hierarchical power structures, and office politics were also identified.
Solution-focused processes were utilized to help participants identify ways
they could begin to change some of the negative dynamics at work.

Communication skills training. In response to the request for more

practice with speaking and listening skills, participants were asked to
identify and discuss a real issue to use as a topic while they practiced the
skills. Small groups were formed for skill practice. Each of the participants

was given the opportunity to be a listener, speaker, and a coach for others
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who were practicing the skills. Workshop facilitators acted as overall
coaches of the process.

Revised action plan. On the final day of the second session,

participants shared their revised action-plan. Each participant’s plan
outlined the individual’s goals for the next six months in regards to specific
relationships that she/he wanted to work on. Participants were asked to
utilize the skills and training that they had received in the workshop and
were encouraged to identify specific behaviors that they would like to
change (either decrease or increase). These modifications in behavior were
intended to invite those around them to feel somewhat “surprised” since
the behavior would be different from the participant’s behavioral patterns
before the workshop.
Methodology

Sample

Participants for the study were people from small to medium-sized
business organizations, most of whom held leadership positions in their
companies. The following titles are representative of those held by the
participants: Training Manager, Staff Development Coordinator, Vice
President for Human Resources, Assistant Town Manager, and
President/Owner. Both men (n=7) and women (n=5) participated in the
workshop and ranged in age from 27 to 54 years (see Table 1).

As mentioned earlier, a decision had been made to limit the number

of participants to between 10 and 15 to provide a personalized experience,
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in which they would have a significant amount of one-on-one contact with
the facilitators. This relatively small group of participants is, however,
considered an adequate number in qualitative research where the validity
of the results depend more on the quality of the data collection and
analysis than on having a large sample size. McCracken (1988), a respected
gualitative researcher said:

It is more important to work longer, and with greater care,

with a few people, than more superficially with many of them.

For many research projects, 8 respondents will be perfectly

sufficient. (p. 17)

Participants for the workshop came from several sources. First,
names of people in leadership positions around the area were generated by
the facilitators. These individuals were then contacted by phone and
invited to attend. Four of the twelve workshop participants were recruited
using this approach. Other participants were recruited by calling the
human resource departments of businesses in the area. When companies
indicated an interest in sending someone, workshop literature that
explained the objectives and intended outcomes of the workshop was sent
to them. Once a name had been recommended as a potential participant,

the person was contacted by phone for registration.
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Participant Demographics
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Subject # Age Gender Position
1 49 Male Senior Vice President
2 49 Male President/Owner
3 27 Female Training Manager
4 34 Male President/Owner
5 31 Male Assistant Town Mngr.
6 54 Female Vice Pres. over HR
7 44 Female Staff Dvlpmnt Coord.
8 40 Female Senior Vice President
9 42 Female Snr. Cnslt Engnr.
10 27 Male Manager
11 32 Male Pastor
12 38 Male Branch Manager
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To fill the workshop and gather information to refine it, the
facilitators decided to offer the program at no charge. This offer gave the
participants further incentive to spend a portion of their limited time in a
program that was newly developed.

The sample used for this evaluation does not allow the researcher to
generalize the findings beyond the particular workshop group to the larger
population. However, it is suited for preliminary evaluations where the
researcher is able to study the effects of the workshop on particular people
and to provides information that is useful in making further refinements to
the program before it is offered on a larger scale.

Procedures

The program was managed by both the researcher and the
Continuing Education Department of Virginia Polytechnic Institute and
State University. Before the workshop commenced, a letter was sent to the
participants giving them logistical information, such as the date, time and
place for the workshop, as well as a description of the tasks they needed to
perform before the workshop (see Appendix C). The tasks included
completing the LPI-Self, retyping on their letterhead a letter to five co-
workers who were going to give them feedback through the LPI-Observer,
and scheduling an appointment when they would have a phone interview
with one of the facilitators. The letter also explained that the data would
be used as both feedback for them in terms of their leadership effectiveness

and as data for the evaluation of the program. Participants were asked to
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read the informed consent form (see Appendix D) and sign it if they wanted
to volunteer to be a part of the evaluation study.

Before the workshop, but after they had completed the written
leadership assessment (LPI-self), a phone interview was conducted for each
participant. The semi-structured interview (see Appendix E) had two
general purposes. First, to identify the strengths and skills of the
participant and, second, to start the therapeutic process of change. In other
words, the questions were designed to elicit information that could be used
to evaluate their leadership strengths, and at the same time reflexively
offer information back to the participants that would help them begin to
see new solutions to their leadership dilemmas. Questions generally
focused on finding times when the five different leadership practices were
most exemplified in their roles and a solution-focused approach to the
phrasing was used to give them greater therapeutic value (de Shazer,
1990). Through circular questioning processes (Tomm, 1988) and through
the deliberate use of language and words, the researcher intended to get the
participants to see their strengths, their leadership dilemmas, and their
relationships with others in a new, more expansive light. Interviews were
recorded and then transcribed verbatim.

The first session of the workshop was held in the Donaldson Brown
Conference Center on the campus of Virginia Tech. This session ran from
April 12 through April 14, 1996. The second session was held two months

later from June 5 to June 7, at the Hotel Roanoke and Conference Center.
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The program began at 8:30 a.m. in the morning on the first day and went
until 6 p.m. in the evening, with a break for lunch and dinner. The same
schedule was followed for the second day. On the third day of training, the
workshop finished at approximately 12:00 noon participants were then
asked to participate in a focus group for another hour and a half. The
follow-up session followed the same schedule, with the last day ending at
noon followed by another focus group.

Experienced group moderators broke the group in half and conducted
two focus groups after each workshop session. These discussions lasted
between one and one-and-one-half hours. The questions came from both
semi-structured and unstructured focus group scripts (see appendices E
and F) and requested the participants to share their thoughts, feelings, and
insights concerning each component of the workshop. In general,
participants commented on the workshop methods, content and
facilitation.

At the end of the first session, each participant gave the author a
copy of his or her action plan which was to be used in subsequent coaching
sessions. The author called each participant at least twice over the course
of the next two months. Sessions lasted between 15 and 60 minutes and
included discussions about their progress toward the goals that they had
outlined in their action-plan. Case notes were kept for each session to
provide a detailed record of the developments that took place in each of the

participant’s lives. These records were used to write a personal letter of
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encouragement and reflection to each participant prior to the second
session (see White & Epston, 1990).

After approximately seven months had passed since the last
training session, participants were given the LPI-Delta instrument. This
form measures change in frequency of behaviors. They were instructed to
fill one out for themselves and to have the people who had completed the
original LPI-Observer to complete the instrument as well. Inventories were
sent directly to the researcher for scoring.

Instrumentation

Focus groups. Krueger (1994) proposes using focus groups as a way to

provide good qualitative information for evaluating programs. Focus groups
provide a way to gather information about the attitudes, perceptions, and
opinions of people in a group environment where inhibitions are often let
down. This socially-oriented data gathering process enables participants to
stimulate each others thinking which often helps them share their own
views and form their own opinions (Krueger, 1994). In other words, some
participants find it helpful to hear others express themselves in order to
better conceptualize and communicate their own viewpoints.

Focus groups were held to gather information for the program
evaluation after both the first and second sessions of the training. For the
first session, a focus group script was used to help facilitators collect data
on each of the workshop components (see Appendix F). Since there were two

focus group facilitators, the script enabled them to keep the language of the
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guestioning consistent between the two groups (Krueger, 1994). This
approach also ensured that each of the component areas would be
discussed in detail, without missing key areas.

The second session focus group script was organized as a topic guide
rather than having the facilitator ask specific questions (see Appendix G).
This approach allowed for more spontaneity and creativity in the
guestioning process. The researcher believed that this flexible approach
was more appropriate given that the respondents had become comfortable
with one another and the process. It was believed that this approach to the
guestioning would provide more rich information as the participants were
given more freedom to elaborate on each other’s comments and to have a
greater influence over the direction of the discussion (Krueger, 1994). All of
the facilitators had had experience facilitating group discussion around
various topics and understood the philosophy of focus group facilitation.
The researcher also spent time with each facilitator going over the
interview guide and explaining the processes used in the workshop.
Therefore, the author believed that the focus group facilitators had the
experience and knowledge needed to ensure that the important topic areas
would be discussed in detail and to ensure that an atmosphere of openness
would be fostered.

Individual interviews. Interviewing is seen as a valuable way to

gathering qualitative information for evaluation (Patton, 1987). Through

careful questioning, the evaluator is able to enter the perspective of other
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people and to be informed about how people have experienced certain
things such as the learnings and effects of a training program itself. Patton
(1987) has stated that qualitative methods, and specifically depth
interviewing, are particularly useful for evaluating programs that
emphasize individualized client outcomes. This was a key factor for the
evaluation of the current workshop since the assessment and interventions
were highly specific to each participant. Interviews for the current
evaluation were also important as they provided information about the
participants’ experiences in their work and family environments, neither of
which could have been directly observed by the evaluator.

As stated above, each participant was interviewed before the actual
workshop began. For this interview, a semi-structured guide was developed
to gather solution-focused information from the participants on the five
areas of leadership measured by the LPI(see Appendix E). While crafting
the questions, professors whose expertise was in solution-focused therapy
and in circular questioning were consulted. The “miracle question” was also
used as an interventive question (O'Hanlon & Weiner-Davis, 1989) to have
the participants begin looking for what situations will be like when their
problems have been solved.

Participants were also interviewed after the training was finished.
These interviews were unstructured in nature and aimed to gather data on
the participants’ perceptions of their leadership effectiveness as it related

to relationship issues. An interviewer asked them to discuss the seminar
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processes and their perceptions of its usefulness in developing their
leadership competencies. The interview guide was established to provide a
list of questions and issues to discuss during the course of the interview
(see Appendix H). These questions provided a beginning point for the
discussion and were followed up by probing questions to get more depth.

Leadership Practices Inventory (LPI). (Appendix A) This instrument

assesses leadership competencies which are based on five constructs that
are considered attributes of exceptional leaders (Kouzes & Posner, 1987).
The LPI is a 30-item instrument that measures five different leadership
behaviors. These behaviors are: 1) challenging the process, 2) inspiring a
shared vision, 3) enabling others to act, 4) modeling the way, and 5)
encouraging the heart. Respondents are asked to rate the extent to which
they engage in each behavior. Responses are on a Likert-type scale ranging
from 1 = rarely to 5 = very frequently. An example of an item is, "l praise
people for a job well done."”

Although not all five of the dimensions have a clear connection to the
relationship competencies required of leaders who want to invite employee
empowerment, inspire a shared vision, enable others to act, model the way,
and encourage the heart, all are conceptually related to these preferred
ways of relating with others. The instrument has high internal reliability
with alpha coefficients ranging from .80 to .91 (Posner & Kouzes, 1993),
and the scales are all generally orthogonal, meaning that the scales

measure different dimensions of leadership (Kouzes & Posner, 1990).
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The LPI is also used as a 360° feedback instrument where superiors,
peers, and subordinates of the participant can provide their perceptions of
the individual. These scores can then be compared with the participant’s
own self rating.

Leadership Practices Inventory-Delta (LPI-Delta). (Appendix 1) With

only a 5 point scale, the original LPI was not intended to be used to
measure change in leadership effectiveness. In order to help validate the
results from the qualitative analysis, the LPI-Delta was used as a way to
measure the amount of change a respondent made after they have already
been assessed using the LPI. This instrument asks respondents to rate
themselves in terms of whether they have changed the frequency with which
they engage in the leadership practices. They are asked to identify whether
they have somewhat decreased, remained the same, slightly increased,
somewhat increased, or substantially increased, the behavior being
described in the question. Respondents are also asked to evaluate the
extent to which they feel that their currentuse of the behavior is
appropriate. They are given three choices regarding the frequency, ranging
from just about right to needing to engage in the behavior much more.

As with the LPI instrument, the LPI-Delta can be given both to
leaders who have filled out the LPI-Self, and to co-workers who have given
the leader feedback earlier using the LPI-Observer. Responses will be given

to the extent of change that has occurred over a specified period of months.
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Data Analysis

Qualitative Data Analysis

The interviews and focus groups were recorded on audiocassettes and
then transcribed in their entirety. A personal computer was used to
manage the data. Hardcopies were made of all of the interviews and case
notes. These data sources were manually sorted into emerging themes and
variously colored highlighter pens were used to code the data.

The data were analyzed using the grounded theory approach of
Strauss and Corbin (1990). Transcriptions were read several times through
as a way to begin to notice the different themes in the data. The data were
then organized and broken down into conceptual categories in a process
known as open coding (Strauss & Corbin, 1990). This was done by
manually sorting the data into themes (i.e., seeing the importance of
relationships at work, re-prioritizing the family and getting to know the
person behind the worker). Highlighter pens were used as a way to color-
code the data for easy recognition. Also, notes that identified the themes
were written down directly on the transcript margins. The common themes
were then gathered into files or groups by physically cutting the transcript
into parts according to theme. These excerpts were then pasted together to
make the data easier to work with.

Axial coding procedures were then used (Strauss & Corbin, 1990).
This is the process of taking data that has been separated, and putting

them back together through inductive processes, making broader
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connections between the categories. For example, the themes of importance
of relationships, re-prioritizing the family and valuing workers were
brought together under a broad category which was called “increased
relationship orientation.” By the end of the coding process the researcher
was able to conceptualize and integrate the themes so that they fit
together. These same procedures were used in answering both evaluation
guestions and in working with all of the different pieces of qualitative data.

Quantitative Component

Leadership Practices Inventory-Delta (LPI-Delta). The LPI-Delta

instrument was used to measure any change that the participants
precipitated since they last filled out the LPI. This instrument was re-
administered the participants eight months later. This was done using the
LPI-Delta which measures the amount of change, whether it be an increase
or decrease, in the participants’ effective leadership behaviors.

Since there were not enough subjects in the study to conduct
meaningful quantitative analyses on the data, the scores from the LPI-
Delta were used simply as a source of additional information. As
mentioned in the literature review, four of the five practices measured by
the LPI have strong conceptual connections to the interpersonal
competencies required for successful leadership (see Leslie & Van Velsor,
1996). Since the LPI does not assess interpersonal competencies directly,
these scores could only be used to collaborate or question the results gained

through the qualitative processes indirectly
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CHAPTER IV
Presentation of Findings
This chapter presents the findings of the study which addresses the
two evaluation questions that were posed: 1) how were the workshop
components perceived and experienced by the participants?, and 2) what, if
any, effect did the program have on the participants’ relationship
competencies in their work and/or family roles? In answering these
guestions, the themes that came from the data analysis are first identified.
These themes are then elaborated on by using actual participant quotes, as
much as possible, to preserve the richness of the meanings originally
offered.

Participant Experience with the Workshop Components (Question #1)

This section presents the findings of the evaluation study for the
workshop components. First, the reasons why participants took part in the
workshop will be outlined followed by a discussion of how well the
workshop met their expectations. Secondly, the participants’ perceptions of
each of the workshop components will be summarized. A summarization of
what the participants liked, disliked, and recommended for the main

components of the workshop are listed in Table 2 on pages 103, 104, 105.

Reasons for Participation
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Many participants stated that they were first interested in
attending the workshop for leadership development reasons. One
participant with training and development responsibilities said:

I was looking for management training for my company, looking for

something for managers that was more behavior related, soft skills

kind of things, and I thought [the workshop] seemed like a

possibility.

Other participants were interested in the prospect of developing
more self awareness and interpersonal relationship skills.

I think for me, | just wanted to gain some new leadership skills and

to gain some insights into improving myself.

I had an awareness that interpersonal relationships were critical in
the workplace. What | was able to get from [the workshop] was a

much deeper understanding of how to do that and how to improve it.

I saw [this workshop] as an opportunity. | have taken other seminars

before and I just thought it was a great opportunity for self

development and also to make some changes that | want to make,

but maybe I just didn't know the answers.

Overall, the participants cited personal awareness, interpersonal
skill development, and improved leadership skills as the driving reasons

for attending the workshop.
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Workshop Components

Pre-workshop interview. Many of the participants believed that the

pre-workshop phone interviews created anticipation and excitement for the
upcoming workshop. They also mentioned that they thought that the
interviewer was able to create a trusting relationship through this process.
A sampling of the comments were:
| felt the phone interview set the tone for the rest of the training.
Because, immediately the questions were different, and | made that
comment in the interview that | expected, sort of like my
expectations for the whole seminar, a set of pat questions. The fact
that he kind of followed the flow of my answers really sent me
spinning, because it was clear to me that he was asking some of the
next questions based on my answers and using some of my words
back to me. I was really thrown off guard, but it really turned out to

be a real indicator to me of what was to come...in the seminar.

[The interviewer] really set the tone.

It felt like you were his best friend after talking to him one on one.

And, that you were really important and that what you had to say

was just essential.
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I think [the phone interview] created a real interest because on a lot
of those questions | found that I had neglected these beliefs that |
have...You just kind of get in a rut and it kind of opened up some
doors for me to say “Hey, | need to re-focus, and maybe some of this
iIs my problem.” It sort of made me excited about coming to the
seminar. | think it probably created some interest on the part of
employees, saying, “I wonder if he’s going to change when he comes

back?!”

That's when | got excited about the seminar actually, right after the
interview, because it was so different from the normal process you
usually go through. You could tell the workshop was going to be

different.

Very good listener. [The interviewer] is a very good listener.

Some found the questions difficult to understand, where others
believed that the language was used intentionally to cause the participant
to think from a different perspective.

I thought some of the questions were confusing. It was hard for me to

think through them and focus, because | had to sort out what the

words meant. If it could have been rewritten with clearer wording,
more simple wording, so | could understand more quickly what he

was getting at, it would help.
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I kind of wonder if it was worded like that to get you to think
differently? To get you thinking about things you normally don’t
think about. Maybe to get us out of our paradigm.

Most of the participants reported that the pre-workshop interviews
helped set the stage for the upcoming workshop. They also reported that
the unique phrasing and content of the questions used caused them to look
forward to the training. Many of the participants reported that the
interview enabled them to begin developing a trusting relationship with the
facilitator.

Leadership Practices Inventory (Self and Observer). Participants

believed the Leadership Practices Inventory (LPI) was helpful in getting
feedback from people they work with, and in some cases they were
surprised by the feedback. One participant said:
I thought they were really helpful. I learned a lot from the way other
people scored me. Some places | thought | was lacking in, others
thought were strengths. Some areas | thought were strengths, other
people thought were more of a weakness.
Many of the participants were somewhat frustrated that the LPI
was not discussed in more depth. Most found that there was not enough
time spent graphing and discussing the results of the questionnaire.

Making this point:
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Maybe something that they could do in the future is spend more time
analyzing this and finding out what the results are and mean. You
know, to help us draw some conclusions too, because we really

haven’t spent much time.

No, we didn’t really touch on those much, so I'd like to hear more
about that. I would like to spend more time...lI would assume that
perhaps [the LPI] is the most important point of view...that of people
you have chosen, because they are the people you work with.

In general, the participants were interested in seeing how they were
perceived by their co-workers. This caused them to anticipate the feedback
experience. Most of the participants found that not enough time was spent
discussing the feedback and integrating the results into the training.

Communication skills training. Most of the participants commented

that in the first session the communication skills training was very
pertinent and the processes used to teach these skills were effective, but
they reported needing much more time practicing the skills. One
participant made the following representative comment:
I think we could have expanded that, because not everyone got an
opportunity to be a listener. | got to be a speaker, and | would like to
have been coached some on my listening skills; so if there was a

place to expand that exercise, | guess, it would have been helpful.
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This perceived need for more practice was fostered in part by the
mode of teaching which required participants to think about the
communication process while at the same time conversing with another
person on a topic. Learning the skills while communicating about an issue
was a challenge for some. One person stated:

What I had difficulty doing was trying to be the active listener and

really listening to the person. | found myself trying to do that, but I

was thinking at the same time, “What box am | supposed to be on?”

and “What is it that I'm supposed to be doing?” | had two things
running through my mind at once, and it wasn't that natural reflex,
which is what you want.

As a result of the feedback on the communication component, the
facilitators decided to include more practice time and individual coaching
during the second session of the workshop. This extra time spent seemed to
be valuable and was appreciated by most of the participants.

I appreciated the opportunity for more practice. We had done it

before, and we hadn’t had a lot of time to do it; so | thought it was

good to try it again. To get more practice basically.

I think I have a better understanding of how to do listening without

getting involved, just listening.

Life history exercise. The participants gave mixed reviews on this

exercise. The majority were intrigued by the lecture and examples that

illustrated the concept that there are multiple ways to see the world.
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However, most thought that the connection between the life history
assignment, the lecture, and the overall purpose for the workshop was
unclear.
I wasn't sure what the point was and what | was trying to
accomplish. 1 did it, but | don’t think I got anything out of that part

of it.

The life history was a little confusing to me in writing the story and
then going back and altering it somewhat, I didn't get much out of

that.

He could have talked about it in the way that the stories are done in

a more brief time, and then add some discussion about it.

Even though the majority of the participants thought that the
purpose of the life history exercise did not relate clearly to the purposes of
the workshop, some reported that the lecture leading up the exercise was
very helpful. One participant stated:

I thought that the examples [in the lecture] just kind of opened up

some doors for me....

Genogram/workgram exercise. In general, the workshop participants

believed that more time was needed with this exercise. This was
particularly true for the workgram as most of the time for this segment was

spent crafting the genogram. The workgram was not developed to the same
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extent. The participants were also frustrated that they did not have the
chance to look for and identify any recurring patterns between the two.
I think maybe too much time was spent on the [genograms] and not

enough on the [workgrams] and then being able to tie them together.

We also didn’'t have enough time to actually do the workgram while

we were in the seminar itself.

I really would like to do the workgram because | was really

interested and we didn’t get time to do that.

Some felt like it was useful in identifying their patterns and
developed their self awareness, where others did not feel it added much
insight. Two people said:

I guess | always knew that my need for security came from my family

[background], and that shows up in me having a traditional

workplace job, rather than being entrepreneurial; but | didn't really

connect to the fact that | didn’t take risks at work and that I was in
conflict at work, because of that. I didn’t connect that back to the
security theme until I did the combination of the [genogram] exercise

and working on my action plan.

...there was nothing there that turned a light on for me.
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In the second session of the workshop more emphasis was placed on
constructing the workgram. In general the participants reported that the
exercise created new awareness of the patterns that exist in the workplace.

I think...the workgram exercise achieved a higher level this time.

More of an in-depth approach to the use of that.

I thought that was helpful to me in actually visualizing what was
going on in the office and thinking through what kind of two-way
communication there is and what areas | needed to work at. | didn’t
have any major conflicts at work, but it did help me think through
those little areas where communication is never 100% and pinpoint.
It's easier to pinpoint. Like with the collage idea. It's just so much
easier once you map something out and you can really see it. That

was helpful.

I had a pretty good idea of who my friends and foes are in the

workplace. It just really helps you figure out which directions it's

coming from. The workgram indicated the relationships | needed to

work on.

Some of the participants commented that sharing their workgram
with others in the group was an important and helpful part of the exercise.

The interesting thing for me was to talk about the workgram. [A

participant] and I shared ours, and it really helped me a lot to see
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hers and see things or hear her talk about things that came to mind.
...the sharing was real important.

Ritual development exercise. All of the participants agreed that the

lecture and discussion on rituals in the workplace was eye opening and
something that they would like to discuss in more detail within the
workshop and implement in the workplace.
Well, it was kind of a shock to me. Rituals are a big part of my life at
home. We have a lot of rituals we have established at home that
create a lot of intimacy. And, it never really occurred to me that there
was a need to establish the same kind of rituals at work to establish
intimacy there. And it really isn’'t hard to do when you create those
opportunities. But, | hadn’t really done that before. I'm surprised I've
been that obtuse.
I think that to actually create or use rituals to change your
organization’s culture or modify the culture to a new culture in a
certain way and establish a new ritual to make that occur, | think, |
walk away thinking that is one of the most powerful things that I've
learned in how to use that. | never thought about using a ritual to
change culture. It makes a lot of sense.
Three of the participants mentioned that they would have liked more
examples of good rituals for the workplace.
We divided into pairs to talk about it, but I think if we could have

heard from more people it may have been even more helpful. Maybe
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divided into two groups or maybe heard from the whole group. Or had

reporting back from our peers.

I’'m not sure there is anything | could recommend to change, other
than maybe spending a little bit more time getting examples and
discussion about rituals we had in our workplaces.

Giving and receiving feedback. Most of the participants found that

this was a difficult exercise to work through because they were

apprehensive about giving each other feedback. However, most were

intrigued with the idea of finding out how they come across to one another

after being in the workshop together for just one day. The exercise also gave

them more awareness on whether it was easier to give or receive feedback.
It was interesting to see that we all found it harder to give the

feedback than to receive it. And to see some of our nervousness.

I found something that was kind of disheartening. | found that it was
easier for me to give criticism than to give praise. | had no problem
telling those three people a reason why I might not want to work for

them.

And, just learning how people perceive you...people who don’'t work
with you or know you as a person or a manager. | think it was

interesting how we all perceived each other.
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Reflecting team experience. The concept of having a group of trained

observers to listen and then reflect back the information they heard from
the participants was considered to be a fascinating and powerful tool.
However, participants reported feeling uncomfortable having graduate
students, who did not know them, taking the role of the reflecting team.

That's a heck of a tool to use, or could be.

I thought it was helpful. I thought when we had two people each at
the front of the room....the grad students. They were a little bit too
technical to some extent.

I must say, | was fascinated by the concept. But, the object was to be

viewed by a completely different reference point whether you accept

it or reject it. And, | like the concept, but | agree with the comments
that they were very clinical, very suited up, using a certain kind of
language and maybe those are some of the first barriers to break
down.

Some suggested having the reflecting team be a part of the workshop
from the beginning, taking notes throughout the program, rather than
having them come in for this component only. They also mentioned that
they would have felt more comfortable receiving feedback or observations
from the facilitators themselves, who knew them better. As one person

said:
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I would trust getting feedback from [the facilitators] more than |
would from the graduate students. | would really welcome feedback
from them.

Vicious and virtuous cycles. Most of the participants reported that

the vicious and virtuous cycles activity helped them gain greater self and
other awareness. They also felt more able to change the negative patterns
happening in their lives.
I liked it. I learned that you can draw that red line and stop [the
negative cycle] and change it around by what happens in here [head]
and in here [heart].
It was a powerful exercise. It showed we are all in cycles whether you
admit it or not. And, how much better your life can be by just making
small, simple changes. The ripple effect was a perfect example.
Some of the participants recognized that vicious cycles are often
perpetuated by the belief that they are “right” and the other person in the
interaction is “wrong.” Representative of other comments, one person said:
Through all of this, it's made me realize that | am probably a lot
more [self] righteous than | thought I was. | mean there are certain
situations where you can be in a cycle where you really think you are
right. And, you really think, “I'm not giving in. I'm really not wrong.”
But, I do know that that is totally not the attitude to have. But, | do
realize with some of these situations that | really am facilitating the

cycle and you are really not helping yourself or anyone else. But, that
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is going to be the hardest for me. There are not a lot of times where
my ego is really out there, but there are those few [times] when |
really think that I am right and that is going to be hard for me.

Relationship vision statement. Some of the participants believed

that the relationship vision statements needed to be followed up on in the
workshop. After the assignment was given, there was little or no discussion
or reference made to it thereafter. Two people said:
We didn’t go over it. We went and did the exercise. | was a little
disappointed in that frankly. We actually did the exercise at home,

and then we never discussed it in class.

I found the exercise helpful, but a little follow up would be good if we

knew we would be discussing it later, maybe we could have given it

the credence it deserved.

Action plan. In the first session, some participants thought that the
wording in the action plan was a little unclear. One p