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00:00
Welcome to the podcast series that I've been doing for ldrs 1015. Exploring citizen leadership welcome students to this time today, wherever you are, in the morning time or in the afternoon or in the evening, I want to welcome you to this episode that I'm recording today. In this podcast series that I've been doing. We're going to we've been exploring topics in leadership relevant to social change. And beyond that how leadership affects us knowing ourselves how we relate to one another. And today, we have a very special guest with us on the show. This is Dr. Doug Paxton, who is the CO director of the Leadership Center and a faculty member of the Master of Arts and leadership program at St. Mary's College of California, in San Francisco. Doug's work is primarily focused in the areas of values and action, and leadership and sustainability, sustainability for organizational change. And Doug is here to talk with us today about values and leadership and our learning module this week, we are talking about the we're still in the self values for the social change model, we're talking about congruence and I felt like Doug would be an excellent person to have on the show. He's also a hero of mine. So we're happy to have him on the show. And, you know, this is a really critical thing to to learn about and leadership, knowing our values and how those values influence how we live and be in the world.

01:37
So Doug, welcome to the podcast.

01:39
Thank you, Austin in the hero piece goes both ways.

01:45
So in 2016, that was the first semester of my Ph. D. program. When I was learning about leadership at University of Florida. I go to one of several, I was going to several leadership conferences, and one of them is called international leadership Association. And it was in Atlanta, and Doug had a session that I attended, called, I believe it was race and critical humility, and was really taken aback by the just how impactful and powerful that session was. And we've kind of kept in contact ever since. And we've even this past IRA that was in Canada facilitated a workshop together.

02:32
Yeah, it was fun. So,

02:35
Doug, why don't you tell us a little bit about your journey and to what you do and leadership education? What kind of what led you on your on your path will lead you to St. Mary's? What's your journey been? Like?

02:49
Sure. Thank you. And thank you, Austin, so much for having me. And it. One thing I think about my journey is I sure wish that I could be I could have taken a leadership course, like the one you're offering when I was a young person, because I think, in a lot of ways I cared about the components of leadership, but it wasn't sort of organized in my mind around that an activity or a class. So I really, I think it's great to be able to be approaching this stuff as a young person. You know, my journey to leadership education. I think, I before I came to St. Mary's and taught in the masters of leadership program, I helped found a new MBA program in the Presidio in San Francisco, and it was an MBA in sustainable management. And the idea was actually, you know, using the language we know today, it was about bringing values to business education, and, and it wasn't just environmental values, but there's also social justice values. And, and it wasn't to have just an extra course in the MBA curriculum, we were building the MBA from the ground up, to have these values be integrated into topics like finance and accounting and marketing and, and it was wonderful and exciting to be building something from the ground up. And, you know, in some ways that's helped shift the narrative on business education. But when my colleague and longtime friend Ken otter invited me to come teach a course in values, actually at St. Mary's College, I did it in a Master's of leadership program. I was like, What the heck is that? And when I looked at the curriculum, I realized, Oh, my gosh, this is the stuff I've cared about all my life. It's just never been organized in you know, the umbrella of an MA and leadership. And so I said, Yes, and I really, that was 14 years ago, and I've never looked back and I wanted to say a couple things about why because I didn't plan to be an educator. I didn't plan to be to be a Professor I had worked in for profit, nonprofit and public sector roles before that, and but one thing was the the orientation for leadership, I think, when I was growing up, I had this idea that people were either a leader or they weren't, you know, the leader was this binary idea that some people have it, and some people don't. And, and, and what I learned at St. Mary's, that philosophy was always about no leadership applies to everyone, children, everyone brings leadership at different times. Some people have role authority, you know, positional authority, that, that makes their, you know, contribution to the field, even bigger, you know, and amplifies it, but, but leadership can arise from anywhere in a system, and it can be from groups of people to so in some ways, you know, the recent Black Lives Matter, the whole protest movement, it's been led by young people, you know, and, and so it's, there's, there's something beautiful about that, that, like that reframing of what leadership is that it belongs to everybody. It's not just, it's not just the people who have the boss titles, you know. And the second thing that's really been powerful for me at St. Mary's is are the people that show up for a degree in leadership. I've been constantly amazed, we have people from their 20s, to their 70s, literally two women in their 70s coming back to get a master's in leadership, because they were asking the question, and this is, what a lot of people are asking these, these questions. Yeah. Who am I? What are my gifts? And how do I bring them? Right, like, talk about good questions to be living into this, and I loved the the leadership modeling have, you know, someone who's 70, who's been retired from several careers, and they're like, Alright, I'm still ticking, what can I do? So that one that's been big, and the other one has been if we look at our, you know, government and how things run in large organizations, we look at how leadership is happening and unfolding in our world. And we think there has to be a better way, there has to be a better way of us humans coming together to get things done. So that's another question that feels like it's important to, to live into. So

07:25
that's, those are the reasons why I'm still there. And I in some ways, I'm surprised. But it's, it's compelling, because we very much have the you know, and I bet Austin, you do this too. But we'll see it's, it's, it's more about we're not sages on the stage is we're guides on the side, because their jobs, it's helping you bring the leadership you want to bring to the world, it's not helping you bring the leadership I think you should bring to the world. So

07:53
it makes me it makes me think about the, you know, the research and the work I've done around humility, and how, you know, we can go awry when we're in, you know, positions of power, and we don't realize how much influence we can exert on

08:09
followers and people around us and how,

08:11
you know, we really do need to remove the ego, and what we're doing and see it more as a collaborative effort. I feel like the times that I've tried to do things my way, never really worked out that well. But when I bring in other people to the table, there's always

08:26
a better outcome. Right? And, and to that point, we live in a time when there's not just one person at the top that has the answer for these adaptive challenges we're facing. So it's even more important that we develop the skills and capacities to collaborate and bring the best thinking of our teams and organizations to our toughest challenges, right. So that's, it's a great, it's a great, great example. And I was just in a earlier this week in a group working in an oral health care organization, and people were checking in on what's the quality of leadership that we need at this time. And people said lots of great things like listening and courage and those kinds of things. But it was really interesting. When someone mentioned humility. Everyone kind of went Oh, yeah.

09:20
There's a collective nod in the room.

09:22
Like, oh, yeah, that is definitely something we need. So I am grateful for the research you continue to do.

09:31
Doug, I'm interested to learn more about you know, you mentioned how, you know, early in your life, you had the view of you know, there's leader and there's it's very binary and, you know, the leader has all the answers. Everyone looks up to the leader, as time went on, you know, you kind of have you had this deconstruction of what leadership is. What caused that shift for you?

09:55
Yes, it's a lot of life actually. Yeah, thing. One thing I've learned realizes that when I was in my late teens and early 20s, in college, I don't know if I would have signed up, I don't even know if I would have signed up for a leadership course, because I would have thought it was not about me, right. That's how my own self worth and all that. And one thing I say, when I'm opening up to a new class, I'm like, Alright, so who is this guy that's up at the front of the room, you know, assessing the, to be a professor of leadership, right? And I say, the first thing I say is like, and I would never have imagined myself here. So I think part of what had to happen for me is in my life experience, it had to, I had to broaden, I had to be out in the world to realize, well, I do have things to contribute, I had to sort of figure out how I did belong, you know, one of the, one of the pieces for me was just, I grew up, I was one of those kids that, you know, at age six, I think I knew something different about myself. And but it wasn't till 26, that I kind of came to terms with it, that I'm a gay man. And, and that alone, in the sort of going through one's you know, teens and adolescence, you know, just It's hard enough anyway, right? And but I really, I really hated myself, I didn't want that to be true at all. I really. So I fought it for 20 years, you know, by myself, like alone. And that's what I mean by the last thing in the world I would have expected to be doing was talking about leadership. Decades later, but in some ways, that experience really grounds me in No, this this field, and this, this practice of leadership belongs to everyone. And in some ways, you look at the world today, and you think the world is calling for us to bring our best, right? I mean, it really, I don't, I'm not sure if anytime in my lifetime, that call has been any louder and clearer. You know, that? What is it we need to do? And this is where leadership is so crucial, because for leadership for us to bring our leadership, it's really about ourselves as the instrument of leadership, right? And so how do we tune that self to be creative and innovative, and, and, and full of choices to explore and collaborate to get to some new solutions for how we do this thing called life? If I have to say that question. It's been a long journey. But you know, and the other thing I think you and I've talked about before, is that, with leadership, if we are about there's it, there's outer work, right, how we show up in the world, and there's the inner work of how we show up and do the self leadership, if you will, in interior leadership, so that we're available and, and poised to make a good difference. And so that's one thing, I think people in our program are surprised by that, you know, we have to understand, at a new level, who we are what triggers us, what inspires us? When are we at our best? And what do we need to do to keep ourselves there? It's a lot, it's a big question.

13:20
Well, I'm so thankful for you for sharing that story. And I, I resonate deeply with that I have a very similar journey myself, as you know, I identify as gay and I had a very similar kind of wrestling with this identity for, you know, most of my, you know, young lighting and young adult life. And there came a time where in my early 20s, I had to kind of have a reckoning and, and really, my, my view of the world, how I saw the world and the messages that were told to me, when I was younger, you started to fall out of line with one another. And I had to say, Well, what, who am I really and what what am I trying to do and you know, not, you know, I feel like before that I was living in congruent with who I am as an authentic, you know, person like my, my essence, my core, I wasn't living into that. And so that, you know, the gradual coming out process really caused a shift. And that began the long process of unlearning all of the things that I was taught about how to be in the world how to act and that has influenced how I see leadership as well. I really like how you said, seeing ourselves as the instrument I like, I love that it's a beautiful visualization. And how you describe the inner work and the outer work. I feel like that is the work of leadership is and that's what we're talking about this week with congruence, aligning our values with our actions. We have to know ourselves and develop that awareness to grow to bridge what we hold true to ourselves, and how we we treat each other in the world. So tell me how you're an instrument at St. Mary's? What What is kind of your, your day to day responsibilities look like? What What is the role that you have? You know, what is some of the work that you

15:17
do on daily basis there?

15:18
Yeah, I mean, we, I teach in the Masters leadership program, and I'm still teaching the course that I first came in to teach, which is called values in action. And it's a, so that'll be a story of I'll tell in a minute. But it's, it's, it's remarkable that that happens to be the course that my colleague invited me in to teach and, and that I'm still with it, and still more committed than ever, you know, to that work. Our program, like so many, we're constantly, you know, in an adaptive change session, you know, we're constantly upgrading and trying to do better what we've done in the past, you know, and so there's the whole Master's teaching role. And the other thing we do at St. Mary's, we have a Leadership Center that my colleague, Ken otter and I are co directors of, and that does sort of the non degree granting parts of leadership. So we, we work in organizations, we do leadership development work, we do coaching work, we have workshops, and webinars and seminars and that kind of thing. And, and that's been a way to sort of keep our instrument tuned, if you will, by applying what we're learning and it is, in the times that we're in now, people will, if we come across as too academic people will push back, you know, and so it's been an incredible, wonderful joy to be working out in organizations with people bringing the same material. And, and in some ways, we're, you know, beginning to work towards how do we involve more of our graduates in that kind of work, and support them and bringing leadership programs and leadership development to, into their institutions, because our institution is no different than so many that to reinvent ourselves into a new future, and it takes adaptive skills that many of us didn't get growing up, right. And, and in some ways, our institutions, as we're facing these multiple crises, you know, COVID, and, you know, technology change and, and equity, and so many issues that it pushes people into survival mode, right, when we need to be thinking big and being innovative, right, you know, so it's like, what we accomplish the job we have, is, is almost 360 away from, you know, what, what are 180 degrees away from, from people being afraid, and like cutting budgets, and you know, leaning into hierarchy, instead of leaning into collaboration, right into those kinds of things. So there's lots of opportunities to keep to keep living the work, if you will. And that's, in some ways, what the Leadership Center allows us to do, and to expand it and let faculty explore their cool edges, like humility, right, you know, and do workshops and humility and that kind of thing. So, that's, I think that's one of the ways that this confluence of responsibilities to St. Mary's allows me to keep attending to myself and growing myself to be of greater service. You know, that's one thing I just want to throw in, you know, we were talking about congruence. And the word that came up for me was integration that, like I'm teaching at a Catholic institution, which hasn't had the best record around things to do with, you know, LGBTQ, you know, relations. And it's been interesting to come to the institution, and be who I am, and be open to the values be vulnerable and open to the values that the lasallian mission brings us and, and still be who I am. It's so it's like, I don't have to give up. I don't have to give stuff up. But I do have to integrate, I do have to say how do I make sense of these things that seem like polar opposites and in ambiguous, how do I bring them together in me, and how do they live in me? So that's, I think that's a big life work that we'll be doing the rest of our lives, right. I mean, and I imagine you have a similar story about how you've integrated those pieces.

19:33
Yeah, I think it's always now I'm, especially with with faith settings and church, I've always experienced attention, I'm sure you have as well. You know, I tend to come to this space of understanding how like, I have my faith, I have my beliefs. And then I see, you know, some institutions of faith kind of ascribing to that and then I see others that are Maybe outwardly doing things that are harming people. And so I try my best to surround myself with a community of people that that, you know, that value inclusivity and things like that and allow me to be, you know, who I am without, you know, without experiencing that tension, but not everybody has that

20:20
privilege or luxury, you know, right. That's right.

20:25
And we each have our own work in that area, right? We do. Yeah. So,

20:32
yeah. So I was actually going to ask, you know, what you'd mentioned, you know, the pandemic, and everything and these adaptive skills that we need in this time and how people are really scared. How have you been? How is this your center, Ben and the school, the larger college Ben, kind of wrestling with making these adapt, you know, adaptations and changing things because of COVID-19.

20:57
It's where, because one thing about our program, we have people from all sectors, we have everything from CEOs and business people and entrepreneurs, to people in technology to people in government and law enforcement and firefighting and healthcare and the legal profession, you know, it's really an education. So for a while, we wonder, do we have to have leadership? Would it be better to have leadership degrees in all those separate fields, but what we realized is part of the secret sauce of our cohort based program is to bring all those people together of all ages, we it's incredibly diverse, it looks like the diversity of California. So when we hear the stories, because a lot of people they're like, okay, the leadership theory, it's all sounds great. Now, how do we change hearts and minds that the how question is crucial? And we have the same question. We feel very humble with them. Because, you know, our educational institutions have been kind of operating the same way for centuries, right, there's been changed on the margin, and some of the most renowned institutions have, I think, done have been able to do a better job on innovation and transformation. But you know, that those old models are, I think what we're going to be finding in COVID, has just been an accelerator of it right, that we're going to be finding that we're going to have to shift that paradigm, it's getting too expensive, right? And what is the four year college experience going to become? So? I don't know, we don't need to go into that. But it is, it is, what I would say is it calls us in to really stand side by side with our learners who are fighting the very same battles with law enforcement. We, we have, we've had many people from law enforcement all over the bay area that have come to our program, and they're standing in this moment of how do we transform? How do we transform a culture that's been around first four centuries longer? This event alive? So, you know, and and I can tell you, there's some wonderful people in law enforcement, and the characterization of needing deep and dramatic change is really also true, and how do we change the hearts and minds in these institutions? And it is sustainable organizational changes, cultural change? Right. So I think it's the work. One of the challenges of our work, Austin, I think, is that some of this work and think about the work around race, for example, work that we're gonna ever be able to say, oh, check, got that, you know, like, done, right. It's not a to do list kind of item, it doesn't

23:49
point with it, like the beginning and end of that problem. It's a it's a, it's complex, it has many facets, there's no clear, you know, there's a lot going on,

23:58
and we're aiming to make things better, in ways that we will not see in our lifetime. Right. And, and that's a hard thing, at least for me to wrap my mind around. It's like, you know, and yet, that's, you know, I think that's the call that were some of the structural changes, you know, if we look at the Industrial Revolution paradigm is having been around for, again, you know, a couple centuries. It's the change. So one thing we often do is talk about just like how do we take care of ourselves, while we're pushing for this change? It's amazing how self care, like talk about tuning the instrument, yeah, is a consistent issue in our program, you know, because we've got people that are raising kids that are, you know, working two jobs, they're, you know, dealing, taking care of aging parents. I mean, their lives are absolutely full, and it's like, how do we do this? And those are big, tough questions. And I think what's useful For is coming together in a learning community to not be with those questions by ourselves right to actually be in those questions in relationship to others. That may be the biggest value that education brings. Really,

25:14
you have the opportunity for discourse? You do, it's there. Yeah. You know, it's interesting, you said earlier about the work you do with the leadership and sustainable organizational change. And you mentioned, so when I think of the word sustainable, all I think about is the environment. But you said sustainability also could mean these social change or social justice values. Can you maybe talk about that, that difference? Or that that, that nuance there?

25:44
Yes. I mean, that that's funny, that goes back to the founding of that MBA program, too, because people at the same time, we're starting programs called the green MBA, right? You know, and, and we were always making the case that our definition of sustainability was broader than that it was like human and ecological sustainability, right. And an organizational, sustainable organizational change means like, change that helps an organization navigate an uncertain and adaptive future. So you know, how we treat one another and how we live into our higher values, around work, are, are such crucial elements to sustainable organizational change. And, and so much of that is about how we treat each other and what culture we develop, to help people flourish in their lives, you know, at work and at home. So, yeah, I mean, but you're right. That's one of the problems of language, isn't it? You know, that for some just a word will bring up a certain, certain context or definition. And one of the things I want to say is like, it's funny, being a leadership educator, one of the words I rarely use is the word leader. And the reason is, because it seems for me, and for many others, I think it has baggage, right. Yeah. To leadership as being positional authority. And, and so I, what I find him when I'm in my writing, I can replace the word leader with the word people, and it almost always works just fine.

27:26
I totally agree. We, when when we think of the word leader, we think of some usually, you know, middle aged, white male at the top of some big organization, the CEO, or the, you know, the person calling the shots and

27:40
yes, yes.

27:42
So that's all that that conversation around is, is definitely shifting, and you can absolutely replace that with people or individual or, you know, because leaders leaders are people like they're not, you know, it's it's a human thing. I mean, so,

28:00
yeah, and I think part of our work and leadership education is to broaden what that means, and how it applies to everyone. Right. So, so that's why it's not the leader isn't it's a bad word. It's just that it has baggage that unless we unpack it, in the context it for me the baggage outweighs the benefit sometimes. Yeah. So

28:25
Doug, how would you define you talked about, you know, that sustainability piece being, you know, how we live into our higher values? How would you define what values are?

28:37
Yeah, you know, a quest. So, I so appreciate that. We talked at the beginning that we, we could probably talk for four hours, but one thing for me was values. When I first heard the word I actually associated it, the only I heard it, like, in the popular culture as, as something like, you know, quote, unquote, family values, and, and in a way, they didn't really include me, you know, like, I didn't feel like I was a person that was included in the idea of family values. So, so there's again, even the baggage of that kind of word, but I'm in 2008, Rosabeth moss Kanter was writing an article in the Harvard Business Review, and it was it was the hundredth anniversary of the Harvard Business Review, you know, and she was doing an article on what makes global giants to global organizations effective and adaptive. And so she did this research looking at, you know, five continents, I think she interviewed 350 people. And she comes up with this quote, that uh, that I really loved. She said, you know, values turn out to be the key ingredient in the most vibrant and successful of today's multinationals. So, I just want to connect the word values to that work to of global organization adeptness and quickness right that That she wrote about, and my question to her would be, okay, so how do we work with values? Right. And this was, you know, when I had come to St. Mary's and was was, you know, you know what is there's no better way to learn something than to suddenly be teaching it. But we fire. We were working with the work of Brian Hall, who passed away six years ago, but he actually used to come to classes I teach the class with his, with his wife, Elva custom ADA. And he said, the way he defined values changed my life, because he defines values as, and I'll quote him, values are the ideals that shape and give significance to our lives. These are manifested in the priorities we choose, the decisions we make, and the actions we take. Values drive, motivate and give purpose to our lives. So I get I feel a little, you know, I take that I've heard this, you know, thousands of times now, but it still makes me if it can do any part of what he's saying, how is it that we're not talking about values? much sooner? How is it that I didn't even learn about those till I was in my 40s? You know, it's like, it feels like it's this underlying belief system, that tunes into what we do. And you talk about the instrument of leadership, right? That it's all you know, values are that drive, motivate and give purpose to our lives. So, yeah, like an important thing to be paying attention to, in leadership and in life. So that was, that's how I love that definition. Because it really gets it the centrality that whether we're conscious or unconscious of the values of living by it, it drives our behaviors and what we choose to do in the world.

31:48
It's a beautiful definition, it's, you know, there's like, it's, it's multifaceted, you know, it's like talking about what drives us, what motivates us what the ideals that we have, what where we, where we put our time, how we how we treat one another, it's all of this, you know, I can just visualize just, you know, these these principles, these ideals that just kind of guide us and are with us in our in our daily lives. So how do you think understanding our values? And how does that influence our leadership development? You know, students listening to this podcast, want to know, you know, how can I begin to understand what my values are? And how that how is that really gonna influence how I, you know, how I leave and world how I treat people?

32:33
It's a good question. And one thing about Brian Hall's work, so he he not only created an instrument that has 125, values with definitions, right. And it's everything from food, warmth, and shelter to global harmony, right? So it's really dealing with the most survivor, you know, basic values to the stuff that's the highest, you know, the highest form of human expression. So one thing he did, in addition to doing to creating that he, he organized them across four phases of consciousness. So phase one being survival, right, like, that's where we are probably as when we're children, like, we need to have safety and security provided externally. But it's also where we might live if we're in the middle of a war, or we're under siege for some reason. Or maybe we live in survival mode, because we're afraid to be who we are. Right? You know, so there's lots of reasons we can be in survival mode, but, but that's the phase phase one consciousness. And phase two consciousness is what we were talking about earlier, but really looking at the Industrial Revolution. It's, it's hierarchical, it's, it's kind of, it's about belonging. Okay, so where do we belong? Where do we fit? Who are our people? And where do we belong in the hierarchy of our lives, right? It tends to be you know, patriarchal, like father knows best kind of thing like, like you said, the the white man at the top of the pyramid, at least that's the manifestation in this country. And phase three consciousness is what he called self initiating. This is what we're looking at as leadership for the 21st century. It's like, how do we bring our emotional intelligence, our interpersonal skills? How do we do collaboration, to actually take our organizations to a whole new level, it's where like, the triple bottom line organization would be because it's not it's not profit, or goodness, it's actually it can be both it's a it's it's where things go from either or in our phase two world to to more of a both and, and phase three. And phase four is kind of, you know, what I have to associate with indigenous wisdom, right? It's like, it's people that are making decisions with seven generations in mind and you almost moved from an AI consciousness to a weak consciousness, right? You know, the the phrase all my relations and it's about interdependence. So you know, how are countries founded on India? dependence right in phase four is really about our interdependence. Right. And in some ways, that's one of the things that our world is grappling with right now. So, so what he did was he's created a whole map of where a map of consciousness and what values are attributed to each one. So with that he brings, and I'll try and do this part quickly, but he brings language to our values, right? You know, there's one value human dignity, which is, which he defines as the consciousness and active support of the basic right of every human being, to have respect, and to have his or her basic needs met, that will allow him or her the opportunity to feel empowered to be their best self and develop their full potential. Right? So I've had people read that value out loud, and burst into tears, because they realize that's what's been guiding them, you know, they've never put it into words, right. But once when it's articulated, and they chose it, like, when people take the survey, they get, you know, a map that shows them their unique values map. But when you see what's a high priority for you, it can bring to your awareness, something that's important that you've never quite articulated. Does that make sense? So, so I think this is the perfect time to be doing, you know, in your class, because, yeah, what do you want to name that you're going to be going after, because sometimes, until we name it, we can't really go for it, right? They say the, the French Revolution couldn't happen until there was a new concept of what revolution meant it the values map also gives you a roadmap, it's like, you can see yourself in a bigger picture, like, Oh, I'm here, and this is what's calling me into the future. And so many times, in our, in our world, we're so busy with everything that's happening that we can't get the bird's eye view of like, Oh, this is the ark of my values development, right? This is the ark of my growth and development. So it helps with that it helps with tracking progress in our program, we have people take the survey at the beginning of the program in the end, and they can see what changes, right, based on their education. I want to say one that just wasn't obvious to me at the beginning. But the more I've been around it is compassion. Because as we understand our own values, trajectory, and where we live in what's been important to us. And what's actually held us back to one thing I've noticed consistently is it gives people compassion for what's going on with other people, too, because you don't have to have someone take the survey to ask if someone's behaving in a certain way. What are their values? What are their? What's their constellation of values, that are at play right now that are driving their priorities and their motivation? And even asking that question, open something up different, you know, when you're standing in front of someone that maybe is a complete nightmare to you, right? But once you ask the question, what values were they stuck with their values? What happened to them in their life that had them do something hateful, right, you know, for instance, to bring compassion to others, just because of the way you see yourself? That's a real, that's been a real gift. And another category I would say is that helps with his healing. So we often like for me to go back, once I've taken the value service and understand just how wounded I was from 20 years of hating myself, you know, and not feeling like I didn't belong, right like that, that's making peace with those things, or for me to my parents divorced when I was young, and I had to kind of step up as the man of the house. And I was not, I was 11. And I didn't have what it took to do that how many kids have to step up in different ways? Because that's just what life calls on them? And how do we make peace? With those histories? Those histories live in us today, they still manifest today. That's one thing about self as instrument of leadership, like understanding ourselves and understanding what triggers us and why even understanding a chance to healing for ourselves. And I guess the last one I would just throw in is when we understand what's calling us into the future, or we come up with a purpose for ourselves that's based on values that, that we realize, oh, like, like human dignity, I can just say, I'm about human dignity. So how does that help guide my actions in the world? And when I'm in a conundrum, or a difficult situation, having something to fall back on and go, Wait, that's what I'm about. So that this is what I'm going to do in this situation? I know that was a long answer to your relatively short question, but

39:41
I'm asking you big questions. So I, I

39:45
yeah, so but that's why I find this field of value is so important because it links to our past, our present and even our future like what what's one thing you can do is help us be more aware of what's calling us into the future? And like, as you said earlier, about congruence, like sometimes we realize like, oh, if that's my value of human dignity, why am I treating this person? You know, doing this this way? Right? You know, so it helps us see the places that we fall short and where we can learn to practice better, right? Yeah, I would say that this input into values is not a like, Oh, we do it for two weeks, it's you we want to be asking these questions throughout our lives, because our values priorities change as our life conditions change, right? Like, I'm sure it's

40:34
a change process that happens plenty of times over over our life, depending on our situation or circumstance, that things that happen to us.

40:43
Yeah. And you can look at us as a country right now, with COVID-19. And the Black Lives Matter protests, you know, we're in crisis on multiple levels, ask ourselves who,

40:58
what do we value as a as a country,

41:00
and we're in that crisis, we tend to move towards survival mode, right, like people like, Okay, I got mine, you know, say, and that's a natural human thing. It's like protective, but what is it we need to do to transcend these challenges that we're, we're having on the political front on the, you know, racial justice front, it's, it's, it's big work. And you might even say, That's why we're here is to engage as best we can. And that's one thing I believe is that we're doing the best we can and how can we make the best? Better? Right, you know, and that's, that's where leadership comes in?

41:38
Absolutely. Maybe we can, we can kind of share some values that that we have. I mean, I know you mentioned some I'm not sure if those were, those were values that that you would like the human dignity, compassion, things like that. Maybe we can kind of you and I share the same values that are important to us and what we've come to learn about ourselves, and maybe talk about how we've come to know those values.

42:03
Yeah, great. Well, the one I could start with the one I already read to was human dignity. And a lot of times the things that call us to our vision, that that become the real gifts we bring to the world are, are directly related to the struggles we've had, right. And so me, I associate my call of human dignity to the fact that I felt like as a young person, I didn't deserve dignity. And I wasn't loved for who I was, you know, like, in a way, I didn't even test it out with other people. I just kept it to myself, I was, I was afraid. So I was alone, and didn't feel worthy of dignity. And that was heartbreaking. It was heartbreaking for me, and I have a commitment going forward. I don't want anyone to ever feel that way. Yeah, I want to be working to recognize and honor each person and each person, many of whom are different from me in so many ways. But how do we start with dignity, and then we figure out what to do. So that's just an example of, because I think one thing I've been, the longer I've done this work, the more I'm convinced that there's a direct connection between the highest service we bring and what we've struggled with in the past.

43:23
No, I can I can, I can share that that same thing, like, you know, I think about, you know, for me for some of the values that I live by, you know, I kind of think about, well, you know, where am I spending a lot of my time, but then when I look at one of the values that I before we recorded today that I just kind of reflected on was religious faith. And where that is a place that I spend a lot of my time thinking, reflecting. It's also been the greatest source of struggle for me, because that's where I encountered all the tension in my life. Like, you know, I feel a certain way, but then I'm reading a text and I'm in a community, you know, not now but you know, earlier on that says, No, you're not this, you need to act this way. You need to do this. That's not right. So

44:10
the very thing that has caused me the most struggle I've read, it's something that sort of transcends our living

44:17
on a daily basis.

44:19
Yes, yes. And in that struggle informs who you are and what you bring to the world. One of the values that Brian Hall developed is called limitation celebration. And it's one of my favorites because it's sort of making the point that we understand that our largest limitations can be the source of the wisdom and intelligence we bring he also with limitation celebration he throws in that we can laugh at our own mistakes, right? can we can we learn to not take ourselves too seriously and hold with some lightness and help other people to do the same. So I think it's it's it's powerful when big things happen in our lives. That can often cause our values to shift to right. You know, we've had plenty of people in the program that have had new children born during the program and their values shift they get, they go back to survival mode, because they're taking care of an infant, right. And one thing about the values work is it's really about the stories that we connect to the values. That's where intelligence comes from. It's not right. And I'll put together an amazing and complicated instrument, somebody would say, Why is this so complicated? He would say, because people are complicated or complicated. Yeah. When we do we do values coaching with every single learner in our program multiple times. And really, it's about it's the stories people connect to their values that bring it back to life, right, that bring it that helps people make meaning of their own. And I think I told you that at the beginning of this course, values and action we have, we have people sign up for a 90 minute coaching session to go over their values results. And I had a captain in a department say, Okay, I signed up, and we're supposed to talk tomorrow, but I just want you to know, I've never been on the phone with anyone for more than 10 minutes in my whole life. And yet, you know, what, at the end of two hours, he wanted to keep going, because when do we get to have these conversations about what's important to us? What's been important to us where to what's calling us into the future? Like, this is the stuff we need to be talking about. Right? And how is it that we have such little space for that, right? I mean, that's something we have to change. Well, you

46:32
know, you talk about, you know, life experiences, like having a child or something like that. But I feel like the pandemic has caused a shift in me of recognizing and realizing, what do I hold important, because it's been this time for me to pause and reflect. And it's been a really profound thing to do. Because I do think some of them and my values are changing.

46:58
Yes, that's right. Yeah,

47:00
I haven't really had to take the time to think about

47:02
all the sudden are in my face. And it's like, I really, it's hard work. But it's also I'm deeply grateful for that opportunity. Yes, yes, it is. How is it that we humans sometimes have to be brought to our knees to be able to see what's right in front of us, you know, what's important, and people talk about a silver lining of this really difficult time. And maybe it can be that we're waking up to what, what, what are the values that are really important? You know, one thing that's interesting in our culture, right, is that in our capitalist culture, that there's a value that's called economics profit, it's a means value. It's important. You need it to do things, right. But what Brian Hall used to say was, we don't want to confuse it for a goal value, it's not an end. It's just a means, right? And he divides all the hundred and 25 values between means and goals, like which ones are skills and capacities we have, and which ones are things we aim for. I'm sure a lot of

47:56
those are confused and switched. And

47:59
in our culture, economics profit is it's it's a, it's a relatively basic, fundamental means value. It's not a goal. And for me, that doesn't mean we, I'm not one of those people that says, throw capitalism out the window. I think it works wonderfully well, in the context, but but it's not. What do we really aiming for? Like, let's pay attention to that? And what money can do for us in regards to that, so

48:24
makes me think about, you know, okay, so students who are listening, like we're gonna in the class, we're going to take time to to identify our values, I may even be able to use the instrument that you're talking about. I'm really curious about it now. So I want to go do some digging on how I can but I want to, I want to hear what you think. Let's say we identify the some values that will you know, students identify some of these values that they really are passionate about and drive them and that guides their behavior. What are you what do you think are some barriers that a student may encounter challenges those values? And what what can we maybe do or reflect on the in that space?

49:00
Well, no, it's a great question. And one of the exercises that we really focus on because in some ways, just talking about values is already interesting, right? People and that's been one thing that amazed me that out of 100 people, I might have one person that go there, I'm not so into this, you know, but it's really, it's, it's, it's a percentage like that. It's remarkable to me, I just, you know, it's just another way of reflecting back to us our life, right? Like a lot of the other the enneagram or Myers Briggs are all of those instruments, I find them all useful to the degree that they can reflect something back to us about ourselves that we want to know about. to your question, what we really try to focus on is so what's the action plan that suggested by the conversation we have about value? It's, it's great stuff to know. But if human dignity is devalued, that's calling me into the future. For instance, how do I want to take action on it? What does that look like? And how will I know I've been successful and paying attention to it. It's as simple as checking in with them. other person, you know, keeping a journal writing reflections, but a lot of times it's it's people taking having difficult conversations in their lives that they they've been putting off or making peace with something that happened to them when they were a child that still stands out for them. Right, like just making peace, like making amends to people, perhaps, you know, so there's all sorts of ways, depending on which values are they choosing to attend to the instinct I have for what you're asking your question, is that, that move into action? How do we take action? Because bear that seems to me to be the barrier is moving from? Yes,

50:38
yes. I used to putting them into action, like there is this disconnect that we have?

50:43
Yeah. And it goes to our intellect, right? And we like, okay, that's a nice idea. Or so many of our people are finding, like, how do I seriously take better care of myself? So there's my better self is more available to be with my kids to be with my colleagues, you know, people talk about that all the time. But how do they do it? If we talk again, in three months? Like, how did you do? Right? You know, because we can make modifications if we're not tracking it, right. So and you know, what they say in neuroscience that, I don't know if this is the exact number, but you know, that if you do something for 21 days, a mindfulness practice, for instance, a prayer practice, you know, if you do it for 21 days, it becomes easier, because it becomes something that you've kind of integrated into your behaviors, right? The first 21 days is hard. And maybe the same thing is true for getting exercise. Or

51:35
I know, for me, like I've been trying to get on an exercise routine. And you know, I used to do three days a week, and now I'm trying to do an hour every day. And but you're right, like, you reach a point where it becomes more like a habit, like you're integrating it into your life. And it becomes more of like, just muscle memory almost.

51:52
And then it doesn't take your life energy to do it. Because it's not draining, it's giving you energy. Yeah, so that. So I think that barriers, like having the good follow up, like how to take action, because values are talking about what matters to us. So how do we take action on what matters to us? And why wouldn't we be paying a lot of attention to that? Because it matters? So good? Yeah, yeah, no, it's a lot. And again, I just, I would just say, I wish that I had known about these when I was much younger, you know, I think, I think it would have helped me navigate what was a really difficult time in my life, you know, I'm thinking about, I wish I would have known these when

52:30
I got my first middle school teaching job wrestling with the complexities of, of that environment and that experience for myself. But you're right, like, we don't really take the time to really think about and talk about some of these things. I mean, I think we take them for granted.

52:46
Yeah, and it's, that's one thing, I would say, like, I've done probably 1000 values, conversations on the phone with people over the past 15 years. And it feels like such an honor and privilege to get to talk to people about what matters to them, and what's happening in their life and who they are as an instrument of leadership and how what they're trying to bring. I mean, that's part of my job I would never get tired of because it feels like grace to get to be in those conversations and, and somehow, values is a great way to light up these different conversations that we haven't had in a while, right. And we often, you know, one thing we always do is we offer full confidentiality, because we never know when we're going to come across a value and we go, Oh, I know why that one's important to me, because this happened to me, but I was, yeah, child or something, you know. So we always offer that confidentiality, and not because most of what people talk about is so, so private, but it feels like a nice conversation to be in, right. And similarly, it feels like a nice way to be in conversation with you and your class. It's really, it does feel like an unearned privilege. I only wish that we could all be in the room together, you know, and actually talk about this and hear their questions about what we've said and shared, you know, that would be fantastic.

54:08
We can I'm sure we can look at doing something like that sometime in the future. Yeah,

54:12
yeah. You know, I'm thinking about

54:14
this action plan that you talk about and, and it makes me think about the workshop that we that we co led last year and I lay on courage and vulnerability. And I think to be able to live in congruence with our values requires a degree of courage and vulnerability. I'm not sure which one comes first. But you've done some writing and some research around those these topics. How do you think courage and vulnerability can be related to

54:46
practicing our values?

54:48
Yeah, one thing that happens and we talk about this in our program, too, is that as we attend to in action on our values, our values, priorities can shift Because in some ways we're taking, we're taking care of things on the survival side, which frees up our energy and attention to what's calling us in the future. And so sometimes it can take it can take courage to commit to your higher value and really seek to live it because people will push back people will, people would be like, what are you doing? That's weird, you know, like, why are you defending this person? or Why are you so i think that i think the courage is always there to live, one of the things that Brian Hall found about, you know, we talked earlier about the four phases of consciousness, but he was a psychologist by training. So he knew about individual transformation, person by person. But the longer he worked with the values, he realized that people change, not by themselves, they change in relationship to the people that they're around, right. So in some ways, it takes courage there to to make sure that the people that are influencing your life are doing so in a good way or that, because one thing he noted is that if we've been in a job for five years, we've probably unconsciously adopted the culture and values of the organization. We're social beings. That's just what we do. So there's courage there too. And like, Can we put ourselves in the right places to keep growing and learning and developing our leadership and our values in? And the vulnerability piece? That's such? The one thing I want to say about that is that in our phase two belonging, consciousness, right, the the place where our predominant most of our institutions, live, vulnerability can be seen as a weakness because we value competence and competence and, and the CEO has all the answers, or the Father has all the answers in the family, right? Or the and that's not bad. That makes sense in certain contexts, right? But as we're dealing with adaptive challenges in the world, that call us to be different that call us to collaborate with one another not be hierarchically over one another. It calls for a vulnerability, like, how can we solve something if we can't even acknowledge that we don't know the answer, right? And yet, how many CEOs or, or presidents of colleges, for example, feel really comfortable coming back up to the community? Like, you know, I don't know what to do with this, right? That's not what's considered leader full, if you will, right. And yet,

57:23
expect a clear cut? Tell me like, you know, how it is everything I need to know,

57:28
to because that, you know, increases their comfort level, their psychological safety. And in some cases, they are taking care of people, right? There are times when people are really afraid that you have to reassure them, right, you know that. So it's not saying that that doesn't isn't appropriate sometimes. But if we can't acknowledge what we don't know, how do we begin to experiment? way? It's right. It's a it's a conundrum, right? It's a challenge. And so the very idea of vulnerability can look really different depending on where you're standing right for me to follow someone, devotedly, I need to see their vulnerability. Otherwise, I don't know who they are. I you know, I don't know what they're about. I don't trust them fully. You know, it's so for me, it's a very different thing. Like I almost, I feel like vulnerability is a requirement, right? But But I can also see how people at times see vulnerabilities weakness. And so in a way, it's just about sorting out what's the context? What's the situation? what's appropriate, and what's needed right now. Yeah. And that's, that's more complicated than vulnerability, yes. Or no, you know, it's,

58:32
like I said, it's, if you feel like it's because it's a requirement for you, I feel like the world we live in now, the shift from sort of the having the simple answers to acknowledging that there are complex systems that we have to lead in, like, I do think that's a requirement of leadership nowadays, because of technology of AI of how fast information travels and

58:56
the kinds of

58:58
problems we're facing. Now, it requires us to admit that we may not have all the answers and that we need others to, to work together to solve this or begin to solve it.

59:09
Yeah, we had a, a woman that she had, she worked in healthcare, and she had, like, 80 people in her organization that kind of reported to her, not some directly, some not directly. And she was so excited about this collaborative leadership stuff and being vulnerable about not knowing that she like went into the next meeting and was like, okay, so I want you all to tell me what you think we should do, you know, and there was immediate pushback, people are like, that's your job, right? That's your job. What do you mean asking us to do that, right? So you can see there's a whole readiness piece to like, how do we evolve ourselves and move towards this place where we can be more congruent and transparent with one another and do the work we really need to do and address the questions and the challenges that we really need to address. It's I mean, so much of it is about context and figuring out what's the leadership lever we need to bring in this particular moment. Right. So it's I sometimes think the sorting out what's needed is as big a skill as any, you know, is, is certainty and security and hierarchy needed right now or is openness and vulnerability and collaboration needed right now, you know, in a, in all the little permutations there have?

1:00:28
Not easy.

1:00:30
That's why we're all trying to learn it. Yeah.

1:00:34
Leadership education is extremely needed right now. Well, is there anything else you'd like to share to the students or just a reflection that you've had in our conversation today,

1:00:46
what I would like to say to your, your students is just, you are the future like, and I sure hope you all can do it better than my generations. It's been, it's, and I really believe in the young people I meet, I am so excited and so impressed and taken example of consciousness around race and racism. I do like that young people are just so far ahead. And I'm so grateful for their leadership. And I'm, I'm really excited by what the next generation is going to bring and look forward to hearing more. And you know, it's a tough time. And again, it's, it's the thing, if we stop and just get quiet for a moment, it's like, you can you can hear the world calling us, right? It's like, it's calling all of us to do better, right? And so how do we live that that's, so I'm excited about them. Just taking a class on leadership. And we'll take it further than I can even understand that's my hope.

1:01:53
Beauty provides this

1:01:54
space for students to be able to integrate this into their lives and whatever it whatever thing that they place value in that they want to go make a difference in the world. And like, that's what leadership does, you plug it in, and infuse it with your passion area, and then letting you know. Yeah, thank you so much for for taking the time to

1:02:14
enjoy to have the conversation with you, Austin. Thank you.

1:02:18
So before we before we wrap up, I did

1:02:20
want to just I'll ask you a couple of really quick, get to know your questions. So during the pandemic, we've had to work mostly from home or from place not in office. So can you kind of give us a picture of what's your ideal working space? Like what's your what's your home office look like? Or do you like to work in office more than home? Or you know, was? How are you staying productive?

1:02:47
It's a good question. It, I think one of the challenges of this time is keeping our practices in our habits and our structures like exercise and, you know, regular meals, and just taking care of our internal systems so that we can actually keep doing the work I've, I find I've been working harder than ever. Right now. I have to, and partly because, you know, we're all needing more attention, right? I mean, it's not just me, it's we're all needing it. And I've always worked the last 20 years, kind of half from home and half, from St. Mary's because our program is a hybrid, we get together on the beginning weekend, and ending weekend, of course, and we spend seven or eight weeks in between online. So I've always had a sort of hybrid model. So in some ways, it's been easier for me to adapt, because I've worked from my officer at home a lot. What I'm finding most difficult about this period of time is seeing my friends, right, just being able to work along day and get together for dinner or something or you know, or go for. There's so many people that I really haven't seen in months now. It's just so strange. But that's that's what I miss most. And I just want to say too, that I given what so many people are experiencing, I feel super blessed and grateful for the roof over my head and my relationship and the friends that I'm in touch with at least through through zoom and things like that, that one thing it's brought me into sharper focus is to be grateful for what I have that I might have been taking for granted before.

1:04:29
What are you reading right now, just for pleasure or for work or both?

1:04:33
There is a there's a book that I just referenced, referred to a friend who just had his birthday. It's one I've read a couple years ago, but I keep going back to and it's really wonderful because it's written in vignettes, so you can pick it up and read a 10 page piece that feels like a whole piece but it's called braiding sweetgrass indigenous wisdom, scientific knowledge and The teaching of plants. And it's written by Robin wall kimmerer. And it's just, it's just beautiful. It's just beautiful. And I'll just tell you one like thing that she articulates in it. She talks about something like the Bill of Rights, right that we have in the Constitution. And she then offers this idea of the bill of responsibilities, right? Like, instead of what am i entitled to? What are my responsibilities as a citizen, right? And I just think, like, you know, she says that in like one paragraph, and you're like, Oh, my gosh, you can just change your whole orientation to life by just paragraphs. So that's, that's since I just recommended to someone and I also shared it with a recent leadership course. And it brought up a really intense, wonderful conversation too. And it feels like a life workbooks, you've done other books, but I just that one, I just love it's, it's funny, being academic, we should be reading a lot. But I'm finding I'm also reading shorter things, because there's so much coming out right now. There's just, you know, one piece I would highly recommend that's around race and understanding. The context is the The New York Times last summer did a special series called the 1619 project, because it had been 400 years since the first slaves were brought to North America. And Nicole Hannah Jones was the author of the opening piece. And in in May, she got a Pulitzer for it. The whole thing tells a different story than what we were learning. When we were kids. And as you read it, told the whole story about his history is always told by the victor right, but it's such an eye opening revision to what I was taught in Kentucky in the 1960s. It kind of has blown my mind. So I've been still referring that went along, because it, I think it just helps understand the emotions of this moment, right. Better to have that context. So that's, I do find there's a lot of, you know, things that aren't books that are really relevant right now.

1:07:10
So my last question is, when it's a show that you last binge watched or watched a lot of the that you really like,

1:07:18
yeah, this is, this might be a little embarrassing, but there's a show on Netflix called Hollywood. And in some ways it looks, it looks kind of set in the 1950s. And it looks a little glossy, and surface. But in the end, by the time I got through it, I did watch the whole thing. It's like a fairy tale about how race and sexual orientation could have been held in the 1950s. And so I was so delighted by the fairytale ending that I was glad that I watched it.

1:07:50
Well done, I can't thank you enough for for our conversation today. I know the students are going to get are going to be tremendously or they're going to value this this podcast and this episode, and I just can't thank you enough for agreeing to take the time to do this.

1:08:05
Hey, it's been an honor. And you'll have to let me know what questions and things come because, well, I mean, I might refer the students and so you

1:08:14
might be getting some emails,

1:08:14
so

1:08:16
I'll be fine. I would love it. And thank you for what you're bringing to the world in your teaching and your work and your dissertation on humility. I mean, it's really it's all needed. Right. Thank you.
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