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“In Buddhism, we say, “it takes a 
strong back and a soft front.”

It takes tremendous strength of 
the back, to uphold yourself in the 
midst of conditions.

And that is the mental quality of 
equanimity.

But it also takes a soft front,
the capacity to really be open 
to the world as it is, to have an 
undefended heart.”

Joan Halifax, 2010
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This practice-led collaborative inquiry delves into the lived experience of 

self-nominated leaders from business, public and not-for-profit sectors. 

These co-inquirers participated in one-on-one interviews, small inquiry 

groups and Research Reflection Group (RRG) processes to generate inquiry 

data. Data was also generated utilising multimodal arts-based methods, 

supervision, and researcher journaling. Together, we inquired into what 

it means to lead with compassion and courage in organisations today. 

Focusing on how participants experience courage and compassion as 

enactments of leadership, this research conceives an originally developed 

framework that distils the essence of what the integration of compassion, 

courage and leadership look, feel and sound like in the workplace. Adopting 

a socioanalytic perspective, the work exemplifies unconscious dynamics 

present in the intersubjective space between leaders and the led, when 

compassion and courage intersect. As a piece of qualitative research, 

this exploration is offered to give voice to, and address, the emotional 

dimensions of organisational experience and, importantly, to understand why 

compassion and courage is oftentimes absent from organisations.

AbstractAbstract
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Hypotheses generated in this research suggest unconscious dynamics 

of dependency and idealisation reinforce a collective idealised image of 

leaders who are emotionally impervious and heroic in the face of suffering. 

This myth infers that leaders are non-humans at worst, superhuman at best 

and, because of this, are not adversely affected by the emotional labour 

inherent in their role-taking. A pervasive cultural distaste for demonstrating 

compassion in organisations entices leaders to collude with this myth. 

Responding by masking many of the unpalatable feelings and emotions they 

experience in turn perpetuates their felt sense of suffering. Taking these 

findings into account, I argue for a reappraisal of compassionate responses 

to organisational suffering. This reappraisal, I propose, takes courage and 

will deepen the quality of organisational relationships. I also argue for the 

re-humanisation of the leadership role through compassionate engagement 

with feelings of leadership vulnerability. I propose that a systemic willingness 

to grapple with the shadow sides of compassion and courage, supports the 

co-creation of emotionally contained relationships, which in turn contribute 

to the alleviation of organisational suffering.
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Reading notes

“ise, ize or yse”?

Throughout this text, I have chosen to follow the contemporary trend 

used in Australian literature by using “lise” or “yse” following appropriate 

verbs. For example; “idealise” or “analyse”. The exception to this is when I 

have quoted directly from an American or international author who follow 

different conventions, preferring to use the following spelling - “idealize”. 

“s” or “z” in organisation?

The reader will also note that throughout the text, the word “organisation” 

is spelt using the Australian form. The exception to this is when I quote an 

American author where their spelling convention differs and the word is 

spelt “organization”.
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This thesis is arranged in three volumes: 

Book 1: Design and sense-making

Chapters 1-4 describe the research beginnings, context, design and methods chosen 

to gather, interpret and make sense of the research data. I introduce my ontological 

and epistemological values and assumptions, and familiarise you with specific 

socioanalytic concepts that are foundational to my data interpretation and analysis. 

Book 2: The psychic theatre: Compassionate and courageous leadership explored

Chapters 5-8 explores thematic data which emerged through the research 

interviews. Chapter 5 presents a conceptual framework unique to this thesis, 

which aims to capture the essence of both the constituent parts and the whole of 

participant lived experience of compassionate and courageous leadership. Chapters 

6-8 explore themes which focus on the amplification and elucidation of unconscious 

phenomena and how these dynamics influence a leader’s capacity to think, feel and 

act compassionately and courageously.

Book 3: Wholehearted: Becoming compassionate and courageous leaders

Book 3 is presented through a series of reflections, two chapters and 

concluding remarks. Commencing with preliminary thoughts that the core of 

compassion is courage. Inquiry data is presented which points to the necessity 

of courageously and compassionately working through unpalatable emotions to 

become wholehearted. The essential presence and acceptance of vulnerability 

as a precursor and enabler of compassionate and courageous leadership is 

also proposed. Concluding remarks include recommendations for cultivating 

compassion as a valued organisational competency.

Thesis overview
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Preface

Book 1 of this thesis provides the foundation for the research. It aims to 

familiarise you with the focus of this inquiry. The reasons I was motivated to 

pursue this inquiry and the fundamental philosophical assumptions I hold 

as a researcher will be discussed. The methodological stance taken during 

this inquiry will also be explored, as will the data gathering and analysis 

methods. Chapter 1 describes the research beginnings, presents the initial 

lines of inquiry and provides a glimpse into my personal history, to enable 

you to understand why enactments of compassionate and courageous 

leadership are important to me.  In Chapter 2 I introduce the research 

partner organisation, along with my co-inquirers, the individual research 

participants. My intention here is to acquaint you with the participants and 

their respective backgrounds. Chapter 3 distils the axiological, ontological, 

epistemological and methodological underpinnings of my research design. 

The fundamental values of collaborative inquiry and how I have applied 

them through this research, and the central assumptions of a socioanalytic 

approach to understanding organisational phenomena will be discussed. 

Chapter 4 details the research and sense-making methods employed as part 

of the research design. This will help ground the reader in the conceptual 

context in which I conducted this inquiry and wrote about the research.
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Chapter 1: 
Starting Close In-
Research Beginnings
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Guidance is then provided on interpreting the text and the ways I will invite 

you to be with what you read. I will also take you back to where I started, 

close in, following my intuition, to a starting place for inquiry. I introduce you 

to this place by describing the first tentative steps I took as a researcher via 

an emergent inquiry process. This process hinted at the significance of this 

research for me, both personally and professionally. 

I then move you closer in, touching on my cultural identity and professional 

history and their influence in motivating me to facilitate this inquiry. I will 

describe my upbringing as a Catholic/Christian female and my career 

trajectory, and explore how these facets of my cultural identity have played a 

significant part in forming my ontological and epistemological assumptions. 

The chapter concludes, still close in, with an exploration of my understanding 

of what compassion, courage and leadership look, feel and sound like in the 

workplace, based on my current experience as a leadership development 

facilitator and coach.

Introduction

This chapter describes the research beginnings. 

To set the scene, I introduce my initial lines of 

inquiry. These are simple, yet for me, evocative 

questions. The articulation of these questions helped 

me explore the territory of compassion, courage 

and leadership, and the connections in between. 
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The Focus of Inquiry 

Centrally, this research inquiry is concerned with better understanding the 

importance of compassion and courage and how this is enacted through 

organisational leadership. This thesis weaves together salient threads from 

participant and researcher experience to explore what it means to lead with 

compassion and courage in organisations today. These are the questions to 

be asked and answered in this thesis:  

• How do leaders understand, encounter and experience courage and   

 compassion in themselves, in others and in their organisations? How do   

 these experiences influence how these role holders enact leadership?  

• How do these experiences shape how they take up their leadership   

 roles? 

• What outcomes result from compassionate and courageous    

 leadership?  How do these outcomes enrich organisational relationships  

 and cultures?  

• How do socioanalytic and artful ways of knowing add value to our    

 understanding of compassionate and courageous leadership?  

• How can compassionate and courageous ways of knowing, doing,   

 being and becoming be cultivated, facilitated and sustained for leaders   

 in different organisational settings?

These lines of inquiry suggest that emotional states and how we experience, 

think and feel about them, are critical in facilitating or inhibiting compassionate 
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and courageous leadership in organisations. Artful ways of knowing, coupled 

with a socioanalytic lens, are used to inquire into and make sense of conscious 

and unconscious dynamics mobilised in the intrapersonal, intersubjective 

and organisational realms of experience. A distinguishing premise of the 

socioanalytic inquiry is a belief that what appears on the surface as a simple, 

organisational problem may be symptomatic of an unresolved or unrecognised 

emotional conflict held at bay in the organisation (Long, 2013). Exploration is 

undertaken then, as a means for these dynamics to be normalised, validated 

and thought about generatively. Contemporary leadership and personal 

development theory from mainstream business, psychodynamic and 

psychotherapeutic fields is also discussed to add value to the discourse. 

Reading this work 

My claims in this thesis are developing, and for me contain some “exciting 

dilemmas” rather than definitive final statements (McNiff & Whitehead, 2002, 

p. 24). In this text, I do not claim to know all there is to know about leadership; 

nor the demonstration of compassion and courage through enactments 

of leadership. Rather, I offer you an invitation to accompany research 

participants and myself as co-inquirers, as we explore this territory and make 

meaning of it together. 

It will have become obvious to you by now that I am taking a non-traditional 

approach to this thesis by writing in the first person. The customary stance 

taken in academic writing is for the researcher to remain dispassionate and 

impersonal. Keeping one’s proclivities and associations in the background 

rather than the foreground of the writing is thought to support the writer 

to address their subject with pragmatism. Collaborative inquiry however, 
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privileges my voice as a researcher; honouring my thoughts, feelings and 

associations as important touchstones in this inquiry. The socioanalytic 

method too places the researcher as a resource to be called upon in the 

service of learning, an instrument of research. I locate my lived experience 

as part of the data generation process. My identity both as person and as 

researcher, affect what I am present to, and similarly what I may not be present 

to, so I commit to think and share my emergent learnings carefully, and my 

own change process as I progress through this inquiry (Izbod & Whittle, 2014). 

This approach supports Mc Niff and Whitehead’s (2010) proposition that 

collaborative inquiry methods are underpinned by the premise that the work 

is an inquiry into the self, by the self. This method assumes I am a co-inquirer, 

journeying with others, who become my critical learning partners (McNiff & 

Whitehead, 2002). First-person referencing coupled with addressing you 

directly as the reader is intended to create a closer connection between you 

and I, as well as between us and the subject matter. 

Follow the affect

In reading this text, I ask that you not only examine it for coherence and 

academic rigour, but importantly, in Harris’ (2011) words, I invite you to “read 

the words, not so much in a literal way, but as a gateway to a more elusive 

experience that is to be sensed and felt, as much as understood” (p. 28). 

“Following the affect” (Epstein, 2001, p. 165) is a term used in psychotherapy 

which calls for a nuanced form of listening and responding to experience, as 

it is communicated. This form of listening is important because emotional 

imagery, evocative language and sensory descriptions of experience are 

ubiquitous in this thesis. Experiences from co-inquirers, as well as my own 

thoughts, feelings and questions are explored multimodally. I invite you to pay 

close attention to the emotional tone of the narrative, both in what is being 
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said and how it is being communicated (Epstein, 2001). To this end, the text is 

infused with different forms of presentation, designed to draw your heart, mind 

and senses into communion with the research narrative. 

You will encounter conventional writing, journal writing, poetry, imagery, 

created art works, and direct narratives taken from interview manuscripts, 

combined in a curated intuitive form. The placement of each is intentional 

because this provides access to the emotional and unconscious landscape 

of the researcher and co-inquirers and tells the research story (McNiff, 1998; 

Knowles & Cole, 2008). An example of this is the recurring metaphorical theme, 

explored in Books 2 and 3 of wearing a leadership garment. The garment 

comes to symbolise a myriad of possibilities for role-taking in the intrapsychic 

world of co-inquirers. These include, the garment as a reminder of good 

intention and an intermediary for the embodiment of compassion and courage 

when it feels impossible to access; as something to hide behind, exploring 

the futility of hiding one’s vulnerability under a garment; followed by the 

courage to take it off, the relief one feels in doing so and the facilitation of self-

compassion as a result. 

First steps: Emergence

Start close in, 

don’t take the second step or the third, start with the first thing, close in, 

the step you don’t want to take. Start with the ground you know, the pale 

ground beneath your feet, your own way of starting the conversation.

Start with your own question,

give up on other people’s questions, don’t let them smother something 

simple. To find another’s voice, follow your own voice, wait until that voice 
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becomes a private ear listening to another.

Start right now, 

take a small step you can call your own,

don’t follow someone else’s heroics, be humble and focused, 

start close in, don’t mistake that other for your own.

Start close in, 

don’t take the second step or the third, start with the first thing 

close in, the step you don’t want to take. (Whyte, n.d.)

To help you accompany me throughout this work, I take you back 

temporarily to where I started, close in, taking my first tentative steps 

as a researcher. The first day of my doctoral candidature found me at 

an emergent inquiry seminar. To commence our exploration, we were 

invited to create a piece of art that represented our experience of 

being in the role of doctoral student. My multimodal offering was one 

of a story box (figure 1), created mostly from found objects available 

in The MIECAT Institute studio. The story box is a curated miniature 

museum of curiosities consisting of diverse 3D/2D artefacts, 

oddities and original artworks (Gardner, 1983; McDonagh, 2010a). 

Described by McDonagh (2010a) as a navigation instrument, the 

story box supports the exploration and expression of aspects of 

mind and heart inaccessible to conventional modes of thought 

and conversational language. 
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As I made the story box, I made a promise to myself to be open 

to whatever this inquiry might reveal in me (Harris, 2011, p. 12). 

Stepping into this unknown experience was simultaneously 

thrilling and anxiety provoking. The story box communicated the 

complexity of emotions I was filled up with that day. The story 

box also conveyed a desire that my doctoral candidacy retain the 

qualities of adventure, re-creation and joy. These elements are 

captured by the childlike aesthetic of the objects within it, as well 

as the construction of the piece.

To explain, I had entered my first year of candidacy without 

any decided topic of focus for the research. This was despite 

pitching several ideas in the interview process, none of which 

Figure 2. 

Story box open: 

The role of a doctoral 

student

(Photo taken by the 

author, 2013)

Figure 1. 

Story box: The role of 

a doctoral student 

(Photo taken by the 

author, 2013)
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I was particularly enamoured with. But I did feel sure about a few things. I 

knew intuitively that I needed to be personally connected to the inquiry, 

so I could sustain my energy over the course of my candidature. I also 

wanted my research work, in some way, to replenish me as a person and as 

a professional. My hope was represented through the creation of the story 

box. As I reflected on the finished piece, it became obvious to me that the 

research inquiry would contribute to my identity work (Reinharz, cited in 

Gray, 1989; Sinclair, 2011).

A reflexive approach

Inspired by Whyte’s poem, shared earlier, I take you now, closer in. Curiosity 

about my own “interior condition” has been intrinsic to the formation of this 

thesis (Scharmer, 2003, p. 2). By my own interior condition, I refer to my 

assumptions, biases, motivations and prejudices in relationship to leadership 

as an activity, and those who occupy leadership roles in my life. The latter 

has undoubtedly influenced the phenomenon I have chosen to study, and the 

means I have chosen to study it (McNiff & Whitehead, 2010). As a qualitative 

researcher, I am interested in how meanings are produced and co-created 

in specific social, cultural and relational contexts. This inquiry then, provides 

me with a rich and unique opportunity for reflexivity. Reflexivity insists on 

transparency in how I interact with and shape the research data, based on 

the person I am as researcher, and the meta theories I hold that inform my 

world view (Mc Niff & Whitehead, 2010; Weber, 2003). Gray (1989 proposed 

that research work is “a process of self-engagement and change” where the 

researcher “project(s) their own identities and conflicts into their professional 

work” (p. 383). Adopting a reflexive approach facilitated an opportunity for me 

to externalise and work through implicit tensions and dilemmas experienced in 
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my researcher role. Particularly, those that relate to the barriers and enablers 

of compassionate and courageous leadership in organisational life. 

As a reader, you will witness my confusion, and the emotional labour I 

undertake as I work through what transpired during the inquiry to make 

sense of the research data. Given this is a professional doctorate thesis, 

this approach is considered instructive. To exemplify this point, I will give 

you a foretaste of how my journey ends, so you understand why I chose to 

communicate the intricacies of my struggles and write in the way I have. One 

of the substantial research outcomes that unfolds, is that despite all the 

conscious planning and academic endeavour undertaken, I am faced with 

the stark realisation of my own lack of courage and compassion at critical 

times during this inquiry. Whilst confronting, this continues to be a rich 

source of learning in that it supported me to access greater compassion for 

myself. Using myself as a research instrument in this way has also given me 

the courage to find compassion more readily for those in leadership roles 

when, inevitability, regardless of their best intentions, they are faced with the 

limitations of their capacity. 

To further support the framing of this inquiry and to help you understand my 

motivation, I will briefly introduce you to a piece of my personal history and 

culture. I do this because my cultural identity serves as an important scaffold 

to this work. The gendered, emotional, and spiritual schemas formed in my 

early life have propelled me on an enduring, yet elusive search in my mid-life 

to discover the essence of good leadership: What it is; why it is important; and 

how it contributes to the realisation of change and a better world. 
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I was born in 1968 and raised in the outer eastern suburbs of Melbourne. 

My parents have three children, I, the only girl, the middle child. Traditional 

gendered roles were assigned in our house. When my mother became 

pregnant with my older brother she ceased working as a hairdresser so 

she could fully commit herself to our family. My father was establishing his 

career as an executive manager in the retail sector. This meant he worked 

intensively, for long hours and late nights. My mother took on her wifely and 

mothering duties with great pride, diligently tending to the house and to my 

father’s needs. There were distinct differences in how my brothers and I were 

treated as children. As a girl, I remember feeling especially resentful that I 

was expected to take responsibility for menial household chores, whilst my 

brothers were not. 

My formative years were shaped by the practices and rituals of Catholicism, 

and later fundamentalist evangelical Christianity. I have fond memories of 

“The success of an intervention depends on the 

interior condition of the intervenor. That sentence 

struck a chord. What counts, it dawned on me, 

is not only what leaders do and how they do it, 

but the ‘interior condition, the inner place 

from which they operate.”

(C. Otto Scharmer, 2003, p.2)

About me; growing up female, 
Cathol ic and Christ ian
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spending time at my grandmother’s side at the weekly 

Mass. I was captivated by the smell of incense and 

the ceremonial hum of the respondents rising around 

me - a melancholic incantation as the respondents 

spoke the Mass. I attended an all-girls secondary 

school, where gendered expectations were explicit. 

As good Catholic girls, we were expected to excel 

academically and, importantly, model ourselves after 

the nuns. According to what we were taught, they 

had dedicated themselves to bringing God’s justice 

to earth through a life of compassionate service. 

In efforts to build our character, we were verbally 

chastised and sometimes corporally punished when 

our behaviour fell outside of what was considered 

both godly and ladylike.

Inculcated through the Catholic liturgy, living and 

leading compassionately, and the symbolic act of 

courageous sacrifice, was synonymous with spirituality. 

Images of iconology depicting the Sacred Heart of 

Jesus and the Immaculate Heart of Mary (his mother), 

were never far from view. Paintings like those pictured, 

took pride of place in my grandparents’ house.

An object of devotion, the image of the Sacred Heart 

of Jesus depicts a flaming heart shining with divine 

light; a heart pierced by a lance wound, bleeding, 

surrounded by a crown of thorns. The wounds and 

crown of thorns allude to the manner of Jesus’ 

Figure 3A. The Immaculate 

Heart of Jesus

(https://au.pinterest.com/

pin/305118943476616518/)
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death, while the fire represents the transformative 

power of his love through sacrificial death. Equally 

venerated, the Immaculate Heart of Mary is depicted 

with a burning bloodied heart, pierced with a sword, 

banded with roses and lilies. Her Immaculate 

Heart represents divine purity, love for God and 

compassion for humanity. Obviously, as a child 

I did not intellectually grasp the sacred meaning 

of these symbols, nor the mystery that surrounds 

them. However, they have made an indelible mark 

on my psyche. As I attend to these images now, of 

resonance is the centrality and prominence of the 

heart, and for me, its connection to leadership. 

For my family, community, social and spiritual 

dynamics were the stuff of life. In my adolescent 

years, my mother left the faith of her mother, to join 

the Pentecostal church. I joined her and immersed 

myself in this new church on a quest for salvation 

and belonging. The tenets and teachings of the 

evangelical church were like blood running through 

my veins. In my world, leaders became God-like 

proxies, offering us all ways to connect with the 

divine. Adoring and submissive relationships with 

church leadership were expected and cultivated. 

Servitude and sacrifice were markers of one’s 

faithfulness and dedication, both to the community 

of believers, and to God. Evangelical Sunday services 

saw congregational members fixated on witnessing 

Figure 3B. The Immaculate 

Heart of Mary

(https://au.pinterest.com/

pin/95279348343903373/)
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signs and wonders from heaven, whilst ignoring the realities of living here on 

earth. Unquestioning, submissive followership was a prerequisite for church 

membership, love and acceptance. 

As I matured into adulthood, the community that once provided a sense of 

comfort and belonging was no longer fulfilling my needs. Like many before me, 

I rejected the conformity, and what I now consider to be the magical thinking, 

that the church seemed to insist upon. Self-authorisation, a mind of my own 

and a sense of autonomy became more important than faith and submission. I 

found myself wanting to relate to church leadership as flesh and blood, not as 

unimpeachable role holders. An ambivalent relationship with church leadership 

emerged in my struggle for individuation. It was then, and remained so for 

several years following, a very painful schism. However, despite choosing to 

leave the church, a little bit of the church remained in me. 

Professional Pathways

Over the course of my thirty-year professional career, my preoccupation 

with the relational dynamics of leadership and followership endured. Spurred 

on by values of social justice and compassionate service, for close to a 

decade in my early career I worked in human services. First as a disability 

support worker, and then as a youth worker with marginalised young women. 

In my late twenties, I transitioned into the organisation development field 

in local government. I had carriage over an access and inclusion change 

project which, for success, was contingent on shared leadership and cross-

organisational ownership from all levels of the business. With very limited 

sanctioned authority, I came to appreciate deeply how critical emotional 

attunement, relational reciprocity and mutual influence were for me to 
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operate successfully in my role. It was here that my passion for group 

facilitation emerged. Through a year-long intensive study of facilitation, 

coupled with on the job experience, I became fascinated with how best to 

harness the people power and financial resources needed to realise the 

systemic change the organisation desired. I gained traction for my project 

in the organisation through a good deal of commitment, determination and 

process facilitation skills. 

From here I was successful in obtaining a people and culture consulting 

role, again in local government. I joined a small team of dynamic women, 

headed up by an energetic non-conformist. Her entrepreneurial skills were 

well established in the industry and her leadership was liberating. She was 

confident and bold. She encouraged us to be the same in our role-taking. 

We were on a mission to challenge cultural boundaries. We shared a vision 

of facilitating an empowered, dynamic, workplace culture. Developing 

emotionally mature and socially conscious leaders was one of our primary 

objectives. To this end, I was assigned responsibility for furthering the 

organisation’s leadership development programs. It was then that I first 

encountered the Enneagram (Chestnut, 2013; Lapid-Bogda, 2004, 2007, 

2010; Riso & Hudson, 1996, 1999; Wagner, 2010). The Enneagram is a 

psychodynamic system of human personality and potential, used primarily to 

develop individual and group level emotional intelligence. Immersion in the 

Enneagram brought new insight into my own emotional and psychological 

drivers, and to this day continues to provide insight into my unconscious 

needs and motivators, as well as providing me with a practical theoretical 

framework to understand human behaviour. 

The organisation had divested significant responsibility to our team to 

catalyse business and cultural transformation, so our visibility was high, as 

were the expectations for success. Effectiveness in our role was based on 
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our ability to work closely with a mostly male executive team. This meant 

we worked outside traditional organisational lines of authority. These 

dynamics exposed us to a fair share of scrutiny and criticism by some 

organisational stakeholders. Courage and resilience were tools of our trade, 

and as a result, we introduced business planning frameworks and leadership 

development programs that to this day have made a significant impact on the 

organisation’s operations and culture.

Over a decade ago, I ventured into my own facilitation and coaching business 

and it was then I also took up socioanalytic studies through a masters 

degree. The socioanalytic paradigm emphasises the power of organisational 

culture and its influence on how group members think, feel and act. This 

lens assumes unconscious psychological and emotional phenomenon are 

dynamically co-created in and through the relational exchanges between 

us. Relationships are primary. We experience our life and make meaning 

of it through the interaction of our individual subjective experiencing. 

Intersubjectivity is realised through the emergence of group dynamics and 

these dynamics influence how roles are enacted. 

I now had a theoretical lens through which I could analyse my past and 

present organisational and life experience. This study supported me 

to re-examine the roles assigned to me as woman and how these were 

intersubjectively shaped through relationships in my family, the church and 

the workplace. To this day, and indeed as exemplified through this research 

inquiry, I continue to hold onto the belief that intrapersonal, interpersonal and 

systemic change and transformation can only be experienced and sustained 

through the larger relational system in which we participate. Understood as 

an intersubjective field, psychological and relational phenomena manifest 

and take form; and experience is continually and mutually shaped and co-

created. This is a system of mutual reciprocal influence (Stolorow & Atwood, 
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1996, 2014). I will discuss the relevance of this intersubjective field as it 

relates to leadership in the section following. 

Compassion, Courage 
and Leadership at Work: 
My Lived Experience

I would like to invite you now to come closer in with me, 

as I explore my lived experience of compassion, courage 

and leadership and how this motivates me as I take up my 

research role. 

In my substantive role as a professional facilitator, coach and consultant, I work 

alongside managers and teams in government, for profit and community-based 

organisations. Much of my work is centred on supporting managers to take up their 

roles in ways that inspire willing, rather than coerced followership. To this end, my 

work also has a focus on facilitating a deep sense of awareness of the manager’s 

character and emotional health, and how this translates into his or her ability to 

influence and lead change. 

In common vernacular, the language surrounding ‘leadership’ and the role 

of ‘leader’ is problematic. We refer to those holding senior positions in our 

communities, governments and organisations as ‘leaders’, when more accurately, 

we could describe them as those with authority to govern or manage. For me, 

enactments of leadership are not restricted to ‘leaders’ holding formally sanctioned 

organisational authority. Rather, I understand leadership as a relational activity 

of mutual influence, infused with purpose, which encourages collective effort 
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towards mutually satisfying goals (O’Malley, Fabris-McBride, & Nichols, 2014; Uhl-

Bien, 2006). This means that we can and do, all enact leadership; self-leadership 

included. Leadership moments exists for us every day. They might involve us 

seizing opportunities to influence an outcome, providing insight, speaking up, 

listening and asking questions, or, demonstrating kindness. Enactments of 

leadership, both from those with designated authority and those outside traditional 

authority structures, make important contributions to facilitating the realisation of 

organisations where people develop and thrive.

My co-inquirers, to whom I will introduce you in Chapter 2, are designated authority 

figures. They are ‘leaders’ in the traditional sense of the term, in that they all have 

been assigned organisational authority and are held accountable to direct, support, 

engage and influence organisational members. In this thesis, I will at times refer 

to research participants as ‘leaders’. I describe their relationships with others and 

the action they take (action that purposefully seeks to engage with others), as 

‘leadership’. I use the terms ‘leaders’ and ‘leadership’ interchangeably.

It is important, at this juncture, to make explicit the philosophical assumptions I 

hold relating to the person in the ‘role of leader’ and the activity of ‘leadership’. I 

understand the role of leader as an ‘idea in the mind’ of the person occupying the 

role (Long, Newton, & Sievers, 2006, p.99). Once a person is appointed to a role 

of manager in an organisation, they begin constructing a psychological role, a 

pattern of ideas that organise their behaviour in relation to what they understand 

is expected of them. The person brings with them their skills, education, life 

experience, psychological and emotional history, personality, and character traits 

and puts these to service in the role, to fulfil the expectations of the organisation. 

The goals and responsibilities contained in the role (both real and imagined) 

influence the actions of the role holder (Long et al., 2006). Roles are socially 

constructed (Fairhurst & Grant, 2010; Stolorow, 2013; Uhl-Ben, 2006, Long et al., 
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2006). Other role holders too have a set of ideas in their minds for how the leader 

should behave, and how they might relate to the person in the role. Understanding 

the ‘role of leader’ in this way positions it as an intersection between the person and 

the organisation (Long, 2006a). The way the role holder enacts their ‘leadership’ is 

understood to be influenced by a co-created dynamic derived from the individual’s 

role idea, the expectations implicit and explicit in the organisational culture and the 

systemic influence of other organisational members. 

Building on these ideas, I make connections between two complementary 

philosophical approaches to understanding the ‘role of leader’ and the activity 

of ‘leadership’, both derived from a relational intersubjective perspective (Uhl-

Bien, 2006). This thesis explores individual co-inquirer emotional accounts of 

leadership. Explorations of these accounts have led me to hypothesize about a 

person’s faculties of mind, heart and action that contribute to relational enactments 

of compassionate and courageous leadership in organisational life. Through 

several hypotheses I propose intrapsychic and relational attributes that facilitate 

compassionate and courageous leadership. This ontology adheres to an “entity 

perspective”, identifying attributes and characteristics individuals contribute to 

their relationships (Uhl-Bien, 2006, p.654). Character is expressed not simply as 

traits, but rather, through ways “of being-in-relation-to-others that brings a moral 

responsibility to treat people as human beings, of having ‘a heart’, appreciating 

others, and encouraging them to grow and learn from each other” (Cunliffe & 

Eriksen, 2011, p. 1433). This viewpoint privileges the ‘role idea’ as individual 

perspective taking on organisational experience. 

In addition, this thesis interprets, through a socioanalytic lens, the activities of 

leadership as processes of social construction, which emerge through mutual 

meaning-making and relational reciprocity between organisational members. 

This is known as a “relational perspective” (Uhl-Bien, 2006, p.654). This ontology 
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assumes the leader is always in a relationship with, and is therefore morally 

accountable, to others (Cunliffe & Eriksen, 2011; Foldy & Ospina, 2012). Leadership 

is understood as a social construction, a derivative of intersubjective processes; 

comprised of conscious and unconscious, complex exchanges between the hearts 

and minds of those I interviewed and their organisational colleagues (Fairhurst & 

Grant, 2010; Stolorow, 2013). How one understands and experiences compassion 

and courage in ourselves, in others, and in their organisations, is shaped 

intersubjectively. Collective understanding of what constitutes compassionate 

and courageous leadership, and the value, or otherwise of these activities, is co-

constructed, and further, given privileged ontology in organisations (Uhl-Bien, 

2006). It is the product of collective meaning-making, and continually shaped 

through relational interplay between organisational actors (Fairhurst & Grant, 2010). 

Individual and intersubjective perspectives are used to explain the emergence, 

quality and consequences of leadership relationships (Foldy & Ospina, 2012). 

This thesis leverages the philosophical frame of a relational approach, with my 

focus being on those unconscious intrapsychic and interpersonal factors that 

emerge out of this contextual ground. The contextual ground being, for example, the 

various organisational cultures my co -inquirers were a part of which shaped their 

experience of leadership and leadership role taking.  It is important to note however 

that exploring or explicating what these contextual factors are in great detail and 

what might give rise to them, is something beyond the scope of this research.

My definition of compassionate and
courageous leadership 

A relational ontological perspective of leadership means the relational leader takes 

their moral responsibility to care about, and for others, seriously. The quality of 
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their relationships with others is primary. This contention is supported by Cunliffe 

and Eriksen (2011), who proposed that, “a relational leader sees people not as 

objects to be manipulated but as human beings-in-relation with themselves” 

(p. 1431). I have always believed that those with formal organisational authority 

and tasked with leadership, have a responsibility to be morally accountable. 

Compassionate leadership, I propose, is fundamentally moral leadership. Acting as 

an equaliser, compassionate leadership privileges the interdependency between 

people, acknowledges the strengths and struggles we all have as human beings, 

and acts accordingly with good intention. Compassionate leadership is that which 

notices suffering, feels empathic concern, and demonstrates a willingness to 

support others in times of distress. Compassionate leadership is also willing to 

intervene as appropriate, and act to relieve the harmful impacts of this suffering 

(Brown, J., 2011; Brown, B., 2012a; McDonagh, 2010b). A commitment to intervene 

is particularly crucial if the suffering experienced is as a direct consequence of 

organisational membership (Dutton, Workman & Hardin, 2014). The organisation 

has a responsibility to act and this action often rests with those who hold 

positional authority. Compassionate leadership therefore is inherently socially 

responsible, courageous and worth pursuing. Gini and Green (2013) and Brown 

(2011), proposed that courage and compassion sit alongside integrity, humility, 

honesty, selflessness, justice, reverence, prudence and optimism as essential 

virtues of leadership. Compassion and courage are critical virtues that should 

be pursued, in the development of socially conscious leadership (Brown, 2012a; 

Kouzes & Posner, 2007). A socially conscious leader considers the effects of 

their actions on others and uses their power and influence to mobilise resources 

to respond to social issues in their context. As Dewar (2011) states, a socially 

conscious leader “strives to achieve a sense of purpose by helping and promoting 

the social good for themselves and others towards the overall health and 

wellbeing of humanity” (p. 1).
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For me, organisational effectiveness and humane organisation cultures are not 

contradictory goals. Effective organisations are those that consciously create 

humane places for people to work. Most days I experience organisational life and 

the resulting conflicts and creativity that arise between people and ideas as they 

work together. My experience has taught me that suffering is an integral part of 

human existence and, regrettably, organisational life, yet we are not necessarily 

equipped to confront it or respond to it well. Nor in organisational life, are 

organisational members practiced in courageously alleviating the suffering that 

we may be inadvertently responsible for creating. 

Those in leadership roles have told me directly they cannot possibly integrate 

both courageous and compassionate action simultaneously. Too often I am 

privy to stories about organisational forces that relentlessly push leaders 

out of valued ways of relating, and towards inhumane responses. Leadership 

enacted with holistic intent, by holding in mind both social and business 

imperatives, seems impossible to conceive. They report they must either be 

bold and push through difficult decisions in the face of fear and opposition 

(one definition of courage); or they must be kind and caring, responding above 

all else to the people elements of the business (one definition of compassion). 

Binary responses are the norm when there are stakeholders to appease, staff 

to discipline or efficiencies to be made. When the realities of the financial 

bottom line begin to bite, compassion exits and human suffering becomes 

an acceptable casualty. To borrow an oft-used metaphor, leaders are trained 

to ensure that ‘the head overrides the heart’. In my coaching practice, I have 

witnessed countless leaders who are living testimony to Szubanski’s (2015) 

notion that “… heads without hearts are cruel things” (p. 186). However, those 

who regularly make difficult decisions resulting in the suffering of others do not 

always escape cleanly, impervious to psychological or emotional distress. 



  T
h

e
 U

n
d

e
fe

n
d

e
d

 H
e

art    25

This is not to say that the role holders I describe here are unethical or even 

ineffective. When their actions are congruent with their values, they report 

satisfying results for themselves and their organisations. It is, however, the 

pervasive cultural messaging, insisting on the separation of intellect and 

emotion, that erodes hope that things could be different. Pushing against 

the organisational grain is debilitating. Fearing it is impossible to break this 

nexus, these leaders report settling into ways of working that are robotic and 

lifeless. It takes an unflinching commitment to self-awareness, persistence 

and a good deal of courage to disentangle oneself from these regressive 

dynamics and discover new ways of being. These scenarios make Brown’s 

(2013) sentiments both appealing and compelling for me. She says, “Courage 

[and I would add, compassion] is a huge theme in my life. It seems that I’m 

praying for some, feeling grateful for having found a little bit, appreciating it in 

other people or studying it” (para 1.). Being a witness to these stories over the 

years has caused me to wonder if both courageous and compassionate action 

can be held together in one’s mind and one’s heart, as complementary rather 

than contradictory experiences. Is it possible to simultaneously embody both 

compassion and courage and draw on these ways of being through enactments 

of leadership? If so, what would be the result? 

Over the past decade, researchers have become increasingly interested in 

organisational suffering and the role compassion plays in alleviating it, as well 

as the benefits compassion brings to organisational life (Lilius, Worline, Maitlis, 

Kanov, Dutton, & Frost, 2008; Lilius, Kanov, Dutton, Worline, & Maitlis, 2011; 

Worline & Dutton, 2017). In workplaces, expressions of compassion in the face 

of suffering, including the courage to act to relieve distress, are not limited to 

interpersonal relationships. Such expressions should also be understood in 

terms of how organisations systemically respond and are equipped to deal with 

pain and suffering (Frost, Dutton, Worline, & Wilson, 2000; Kanov, Maitlis, Worline, 

Dutton, Frost, & Lilius, 2004; Lilius et al., 2008; Lilius et al., 2011; Worline & Dutton, 
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2017). Responses to suffering at an organisational level have been linked to an 

organisation’s capacity for resilience, which promotes a sense of emotional 

security and a willingness to take risks, leading to organisational innovation 

(Dutton, Lilius, & Kanov, 2007; Powley & Cameron, 2008; Powley, 2009; Worline & 

Dutton, 2017).

Returning to the interrelationship between compassion, courage and leadership, 

Zimbardo (2013), proposed that virtuous leaders are those who transform 

compassion (he considered this a personal virtue) into a courageous action 

(which he considered a civic virtue). This scaling of action from the personal to the 

social is associated with what he describes as ‘Heroic Imagination’, a concept he 

believed could be cultivated. “Heroic Imagination”, he argued, involves leadership 

role holders putting “their best selves forward in service to humanity, in defense 

of integrity or a moral cause” (Zimbardo, 2013, p. 1). Zimbardo’s thinking about 

courage aligns with a traditional understanding of the word, often equated with 

acts of bravery. The capacity to be bold and confident when faced with risk, 

danger and uncertainty; taking timely effective action in the face of resistance; 

and creating positive change in challenging circumstances, are all behavioural 

competencies we have come to associate with courageous leadership (Cynthia 

& Lopez, 2010; Murray, 2010; Zimbardo, 2013). The socially responsible leader, 

according to Zimbardo (2013), is moved by compassion into acts of heroism; the 

‘Heroic Imagination’. 

While Zimbardo’s (2013) linkage of compassion, courage and ‘Heroic Imagination’ 

is particularly interesting, I also find myself intrigued by Brown (2013) and 

Rogers’ (1993) alternative definitions of courage: ‘Ordinary Courage’. This aligns 

more closely with the Latin origins of the word courage, meaning ‘heart or inner 

strength’ (Online Etymology Dictionary, n.d.). ‘Ordinary Courage’ indicates the 

presence of self-compassion as a prerequisite. Implying a less lofty experience 
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than that of ‘Heroic Imagination’, ‘Ordinary Courage’, in relation to the activity 

of leadership, involves one stepping into, rather than away from, emotional 

vulnerability. ‘Ordinary Courage’ is expressed when one gives voice to authentic 

experience, especially when the risk of being emotionally exposed or shamed is 

real and present. Leaning into discomfort, demonstrating an ease with uncertainty, 

coupled with a willingness to be vulnerable, are, according to Brown (2013), the 

pre-requisites for ‘Ordinary Courage’. When embodying ‘Ordinary Courage’, one 

understands that it is a shared sense of vulnerability that reinforces connection 

with others. Embracing vulnerability, speaking out and acting despite their 

anxiety, is evidence of both a person’s compassion for self and others. They are 

courageous precisely because they are compassionate. 

To summarise, for Zimbardo (2013), one is moved by a personal sense of 

compassion into acts of heroism; and for Brown (2013) and Rogers (1993), one’s 

compassion for self and others gives rise to ordinary courage. Of note is the 

contrasting emphasis placed on the words heroic and ordinary. Brown (2013) 

appears to want to normalise the experience of courage, making it less lofty and 

more accessible perhaps, whilst Zimbardo’s (2013) language of heroism plays 

into common cultural expectation of leadership. More will be said about this in 

Chapter 6. 

Thinking again about the role holders I encounter in my coaching practice, I 

wonder if both ordinary courage and heroic imagination are equally hard to attain. 

Both definitions require a willingness to admit one’s fallibility and humanity 

in the leadership role. These admissions are rare in the organisations with 

which I work.  
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This chapter has acquainted you with the starting focus 

for this inquiry. I have provided a glimpse into my personal 

and professional history and how this has shaped my 

worldview and lived experience. 

I have also wondered about the interrelationship between 

compassion, courage and leadership in practice and 

communicated why I have chosen this inquiry and why 

it is important to me. The next chapter provides further 

context for this inquiry by introducing you to the research 

partner organisation, Leadership Victoria (LV), and the 

research participants.

Summary and Segue
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Chapter 2: 
Research context: 
Introducing the research partner 
and co-inquirers 
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Introduction

This chapter provides further context for this 

research inquiry by introducing you to the research 

partner organisation, LV, and my co-inquirers, the 

individual research participants. 

My intention here is to acknowledge and honour the contribution of the partner 

organisation and to familiarise you with the varying leadership contexts 

in which my co-inquirers operate within. It is important for me to do so for 

several reasons. This inquiry would not have unfolded the way it did without 

the support of LV. Although this inquiry does not venture into an explicit study 

of the dynamics of LV as an organisation, it remains important to present 

contextual information about LV given its critical support role. Whilst not 

explicitly referred to or studied in detail, I acknowledge that the organisational 

dynamics of LV influenced what was made available for thought and what was 

made possible within the inquiry.

I hope that by briefly introducing individual co-inquirers, you will get a sense of 

them as people, as well as the roles they occupied at the time of this inquiry. 

Each person has a distinct voice and contribution to make to this inquiry. 

The insights generated are a composition of our collective lived experience, 

aspirations, ideas and learning. The data, questions raised, and meanings 

made, were generated only because of the willingness of these co-inquirers to 

share their lived experience and reflect on this with me. 
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To support you to navigate through the information presented about LV, 

it is divided into two sections. I begin by introducing LV. The organisation 

enjoys good standing as a sought-after leadership development provider 

within the Victorian public, for profit and not-for-profit sectors. The 

information presented is based on a literature review of LV publications 

and its website, as well as initial discussions with LV personnel. Information 

gleaned from organisational newsletters and social media also contributed 

to my understanding of the organisation. I briefly discuss the origins of 

LV and progress to an overview of the organisation’s vision, mission and 

epistemology. Whilst LV draws on a range of disciplines, bodies of work 

and theories, I present a précis of adaptive leadership (Heifetz, Grashow, 

& Linsky, 2009) as this theory is highlighted in LV’s promotional literature 

as a noteworthy contributor to the organisation’s leadership development 

ethos. I conclude the introduction of LV by providing a description of how I 

came to work with the organisation in a research role, as well as explain our 

early collaboration and the nature of support LV provided for this inquiry. 

Your attention will then be directed towards how individual participants were 

recruited into this study, as well as the distinct roles assigned to them as my 

co-inquirers. An overview of the leadership roles they held at the time of the 

inquiry, as well as the industries they worked in is presented. This information 

was gathered through the interviews I facilitated with each inquirer, a review 

of LV yearbooks, as well as my knowledge of the workplace sector. I also 

introduce a second group of co-inquirers, the Research Reflection Group 

(RRG), describing the selection process for group membership and introducing 

individual members and the substantive roles they held.  
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Origins 

The history of LV provides valuable insight into the organisation’s leadership 

development ethos and current service offering. Housed in Old Treasury Place 

in Melbourne, LV is a not-for-profit organisation with aspirations to be one of 

Australia’s preeminent leadership development institutions. The organisation 

had its genesis in 1989, when the directors of the Hugh Williamson Foundation 

established and funded the Williamson Community Leadership Program 

(WCLP). WCLP was the first independent not-for-profit organisation in Victoria 

dedicated to the mission of developing leaders for the common good. The 

Hugh Williamson Foundation was established in 1986, following the death 

of the founder, Hugh Dean Thomas Williamson (1901-1985). A career bank 

manager and ANZ Bank executive, Hugh was a man remembered for his broad 

interests, social conscience and deep religious faith. Known for his mentoring 

abilities and visionary thinking, he believed that “nurturing and developing 

first class leaders was critical to the growth, prosperity and wellbeing of 

our community” (Leadership Victoria, 2009, p. 13). The work of the present-

day Hugh Williamson Foundation is underpinned by aims of philanthropy, 

community capacity building, and a commitment to investing in the “leadership 

of the next generation” (Leadership Victoria, 2009, p. 13). 

Introducing Leadership Victor ia
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LV Purpose 

WCLP gained an excellent reputation in the community, public and private 

sectors, priding itself on offering a range of contemporary high-quality 

leadership development experiences to meet the emerging needs of 

these sectors. In 2002 the organisation resolved to change its name to 

LV, heralding the continued expansion of program offerings, staffing 

and funding. The organisation today describes its purpose as fostering 

and promoting the development of a new generation of leaders through, 

“inspiring leaders, creating networks and driving change” (Leadership 

Victoria, n.d.a).  Contributing to the development of leadership capability 

across the state of Victoria, the organisation’s initiatives are available to 

emerging leaders, through to the most senior people in Victoria’s business, 

community and public sectors. 

Leadership development ethos – 
Adaptive leadership 

The organisation’s leadership development model draws on insights and 

frameworks from a synthesis of leadership theories. Their model (see 

diagram below) is grounded in what the organisation suggests are the key 

leadership attributes of vision, ethics and influence. Emphasis is placed 

on developing the technical skills of leadership, as well as increasing the 

capacity of participants to both understand their experience and learn from it 

through collaborating with others. 
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Figure 4: Our Leadership Development Framework, Williamson Community Leadership 

Program (Leadership Victoria, 2013, p. 6)

Inspirational
influential, connected leaders

Positive social impact and ongoing

leadership development

BEDROCK 
ATTRIBUTES OF 
LEADERSHIP:

• Ethics

• Influence

• Vision

LOCUS OF 
LEADERSHIP 
DEVELOPMENT:

• One’s Self

• One’s Organisation

• One’s Community

COMMUNITY
ISSUES:

• Social

• Economic

• Environmental

LEADERSHIP APPROACHES: adaptive, articulate, authentic, conscious,
creative, emotional, intentional, networked, strategic, synthesising, thoughtful, 
unconscious, values driven, reflective, transformational, visionary 

ACTIVITIES: academic readings, action learning projects, case studies, debates, 
experiental activities, Fishbowl conversations, Group relations, hypotheticals, 
philosophy, questioning leaders and more...
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For participants in LV’s programs, learning occurs through exposure to new 

and diverse experiences, people and ideas (Leadership Victoria, 2014). This 

approach to leadership development appeals to me greatly, as it aligns with 

a collaborative inquiry paradigm (Heron & Reason, 1997; Zuber-Skerritt, 

2011). I assumed that, given research participants were to be drawn from LV 

program alumni, they would be well versed in reflecting on their ontological 

and epistemological assumptions, which I assumed would add richness to 

this inquiry. 

Adaptive leadership is singled out as a significant influence in LV’s 

epistemological framework, as highlighted in the syllabus of the Williamson 

and Folio Community Leadership Programs (the WCLP and FCLP) (Leadership 

Victoria, 2011; 2012; 2013; 2014.). Drawing on parallels from biological 

evolutionary science, Heifetz et al. (2009), proposed that adaptive leadership 

encompasses a set of strategies and practices that supports organisations to 

break through gridlocks, accomplish deep change and develop the adaptability 

to thrive in complex, competitive, and challenging environments. Debunking 

the myth that people resist change, one of the premises of adaptive leadership 

is that people resist loss. The role of the adaptive leader therefore becomes 

diagnostic - facilitating the identification of potential losses with stakeholder 

groups affected by change, and then working to support them to both bear the 

change and thrive within it. 

Adaptive leadership recognises two types of problems confronting 

organisations facing change: technical and adaptive (Madston Black, 2010). 

Technical problems are addressed sufficiently through the specialised 

knowledge available in traditional organisational hierarchies. This knowledge 

usually enables easy resolution of technical challenges (Heifetz et al., 2009; 

Lichtenstein, Uhl-Bien, Marion, Seers, Orton, & Schreiber, 2006). For example, if 

an employee receives a complaint from a customer about being overcharged 
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for a service received, the customer service policy pf the company would 

determine the next steps towards resolution. Being a technical problem, the 

resolution would most likely follow a predictable process, such as determining 

the service received and potentially amending the bill. Technical problems, 

Heifetz et al. argued, have a relatively simple pathway and shorter timeframe 

for resolution (Heifetz et al., 2009). Technical leadership, Linksy (2011) stated, 

relies on head-based intellect, whilst adaptive leadership requires the leader 

to integrate their analytical capacity with intelligence that calls on heart-based 

value systems and gut-based instincts.

In contrast then, adaptive problems are defined as those where there are no 

set procedures, no recognised experts, and no current know-how on hand 

to deploy for resolution (Madston Black, 2010). Adaptive problems usually 

require leadership that engages the hearts and minds of stakeholders to 

make progress. An example of an adaptive problem would be the real and 

pressing need to close the gap on indigenous disadvantage, or to effectively 

minimise the impacts of global warming (Coyne, 2005). Attempts at resolution 

of such problems call for ongoing widespread experimentation, where the 

risk of failure is high and the timeframes for progress are, at best long-term 

or, at worst, impossible to predict (Madston Black, 2010). Adaptive leadership 

therefore requires a tolerance for disequilibrium and calls on leaders to 

develop this capacity themselves and cultivate it in others (Heifetz et al., 2009). 

Successful adaptive leaders support their organisations in reckoning with 

the idea that the absorption of loss necessitates the progression of change. 

It takes time for people to grieve their losses, develop new mindsets and 

adopt new practices. During these times, adaptive leaders compassionately 

hold people in, and through, sustained periods of distress. For adaptation 

to occur, the leader must hold the tension by sustaining a level of optimal 
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stress or pressure in the environment. This tension is described as not too 

much, so that the organisation is overwhelmed, and not too little, so that 

the organisation returns to homeostasis. Adaptation is presupposed by the 

ability to stay with discomfort. For leaders, this requires intellectual fortitude 

and courage. Many, however, act quickly, rushing towards restoring comfort 

to a system experiencing upheaval. This occurs because of the belief that 

restoring equilibrium will relieve the organisation (and the leader themselves) 

of the anxiety mobilised in uncertainty and flux. Adaptive leadership involves 

transparently naming losses that organisations will likely face as they evolve 

to meet emerging challenges. The leader’s role becomes one of supporting 

organisational members to both bear and reframe these losses. An adaptive 

leadership skillset requires the leader to embody courage, compassion, and 

competence. Thus, adaptive leadership holds relevance for this inquiry. 

LV also challenges program participants to consider that the evolution and 

viability of contemporary organisations relies on the emergence and sanction 

of shared leadership; leadership that emanates from within and across 

the organisation. Organisations committed to adaptive leadership expect 

leadership to emerge outside traditional authority structures, as these are 

the very structures that so often inhibit creativity and adaptive responses. A 

further key premise in adaptive leadership is the need to distinguish leadership 

from authority. Distinguishing the practice of leadership as an activity of 

influence, from the act of using one’s authority in a role, is also prominent in 

LV’s learning program delivery. At the outset of this inquiry, these definitions 

became helpful constructs informing my own ontological position. 
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I first considered LV as a potential research partner when speaking on the 

phone with a colleague from that organisation about a potential facilitation 

opportunity. LV had recently diversified its offerings, branching into the 

local government market. I have an established reputation in this market 

as a facilitator, leadership development practitioner and coach, and my 

skills were sought after by LV. As the phone call progressed, I mentioned I 

was undertaking a doctoral study and looking for a partner organisation. I 

wondered aloud if LV might be interested in learning more about my ideas for 

a research concept and if they would be open to discussing the possibility of 

a partnering or sponsoring role. My colleague agreed to speak further with the 

responsible LV manager (aptly titled Manager of Ideas) and get back to me. 

Immediately, I had a sense of excitement about the possibilities that awaited 

me. Some weeks later, I received an email from the manager, expressing her 

interest in my research and requesting a face-to-face meeting.

In my initial approach to the Manager of Ideas, I was conscious of maintaining 

a collaborative mindset, whilst at the same time having developed my research 

ideas enough for them to be eventually attractive to the organisation. She had 

requested that I develop a draft research partner roles and responsibilities 

document for discussion. The document would serve to clarify expectations 

between us and support us in our respective role-taking. Following submission 

of the document, discussions began in mid-June 2013. Over the course of 

several phone calls, two meetings, the submission of a draft and final research 

overview, LV agreed to partner with me in this inquiry. Their agreed role would 

The research partner role
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be to act as a sponsor for the research. This meant they would declare their 

interest in and support for the research inquiry to their alumni and supporters. 

In fulfilling this critical partnering role, LV also agreed to provide support for 

the research inquiry in the following ways:

• Assigning a staff member at LV for me to liaise with over the course of the 

research data gathering and analysis component of the inquiry between 

October 2013 and June 2015. 

• Recruiting research participants via the LV alumni email network to support 

me in meeting target numbers of research participants. The methods for 

issuing invitations included website promotion, calls to action through 

Twitter and social media, invitations to participate through the Executive 

Director email newsletter, and direct phone calls to alumni. Research 

participant recruitment occurred between October 2013 and January 2014.   

• Convening of, membership on, and contribution to the RRG through the 

assigned LV staff member. 

• Supporting the conduct of interviews/workshops/RRGs through the 

provision of a meeting room at negotiated times, according to organisational 

resourcing. I took responsibility for the administration and scheduling 

of the interviews, workshops and RRG meetings and liaised with the LV 

representative to confirm and finalise arrangements.   

• Signing appropriate university documentation that confirms the research 

sponsorship arrangements (i.e. permission for use of LV’s place of business 

for research purposes as appropriate). 
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• Promoting the research through the LV website and associated activities at 

appropriate times, as initiated by LV.  

• Maintaining a relationship with me until the completion of my doctoral 

thesis. This provided a conduit for sharing the research learning with 

the organisation as I completed drafts of my thesis. This was to be done 

through regular updates with the Manager of Programs and also a research 

newsletter distributed to the LV staff and research participants. 

The research design sought to uphold the principles of collaborative inquiry 

(Heron & Reason, 1997; McNiff & Whitehead, 2002; Zuber-Skerritt, 2011). 

Adherence to these principles meant that both parties needed to be committed 

to developing and sustaining a mutually beneficial relationship. The Manager of 

Ideas was excited about the possibilities of the research and was highly engaged 

in managing the project. She was also enthusiastic about the organisation’s 

partnership role, as learning and discovery is at the core of LV’s business. Her 

positive response gave me great confidence that the project would be well 

stewarded. Several months into the research project however, the Manager 

of Ideas resigned from LV. I felt disappointed and wondered what this change 

might mean for the research inquiry. I was relieved when the organisation 

nominated the Manager of Programs, Mike, to work with me throughout the 

research project. I had a previous working relationship with him, and based on 

my past professional experience, felt confident that the research work would 

continue to be supported. I met with Mike in December of 2013 to confirm roles, 

expectations and responsibilities. We also discussed promotional arrangements 

for the recruitment of research participants. We communicated regularly over 
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December 2013 and January 2014, and the transition was well-managed. 

As mentioned previously, in my substantive role as a facilitator and coach, 

LV has employed me as a short-term contractor for several of their local 

government programs. These engagements brought me into contact with the 

organisation in a different role to that of researcher. This meant that I had to 

be mindful of what role I was in and when I was in it, to ensure the boundaries 

of the research inquiry had integrity. The research participants in this inquiry 

were drawn from the LV alumni group. However, I have had no contact with this 

group in the programs I have facilitated and coached for LV. 

Introducing my co-inquirers

The material explored through this inquiry is 

sometimes personal in nature and, occasionally, 

sensitive. To support the confidentiality of research 

participants, I used pseudonyms throughout the 

study to avoid identification. As the sponsoring 

organisation, LV gave me permission to reveal their 

organisational identity in this thesis. 

Co-inquirers had distinct roles as either interview participants or RRG members. 

For each category of research participant, different methods were employed. 

These will be discussed in detail in Chapter 4.
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Interview participants 

The co-inquirers were recruited under the auspice of LV, and are alumni from 

both the WCLP and FCLP offered by LV. Entrance to these programs is based 

on merit through a competitive application process. Participants experience 

an intensive seven to twelve months of leadership–focused developmental 

activities designed to: challenge mindsets, diversify understanding, promote 

personal and professional capability, foster reflective capacity, and connect 

participants with colleagues and mentors across sectors and generations. 

Topics such as community connectedness, social cohesion, economic and 

social prosperity and environmental change are the focus (Leadership Victoria, 

2011, 2012). Both programs expose participants to global and local leadership 

challenges in the spheres of community sustainability and social change. 

Recruitment for this inquiry was facilitated through various means including 

a promotional article in the LV newsletter, an email sent directly from the 

CEO to LV alumni, a post through the LV alumni LinkedIn group (social media) 

and website promotion. Mike also made several phone calls to 2013 WCLP 

graduates to promote the opportunity. These approaches yielded 18 responses. 

In the interview scheduling process one of the male public-sector managers 

withdrew his participation, leaving 17 co-inquirers to work with. The table below 

provides a demographic overview of the research participants interviewed.

Table 1 Demographic overview of interview participants 

Industry context Male Female Total

Business sector 3 3 6

Public sector 2 3 5

Not-for-profit 3 3 6
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My co-inquirers were invited to participate based on the following criteria:

• Diversity of experience within specific contexts: those holding leadership 

roles in business, public and not-for-profit sectors; 

• Length of service: role holders who had served for a minimum of two years 

in their current roles; and  

• Seniority: role holders with middle to upper levels of responsibility within 

their organisational contexts.  

Length of service and seniority were included in the recruitment criteria to 

ensure that LV alumni from the WCLP and the FCLP were the cohort targeted 

for participation. Research participation was thought to be a good way for 

LV to keep alumni engaged with the work of the organisation, which is an 

ongoing LV organisational goal.

Following is a brief description of each industry sector to which my co-

inquirers belonged, gleaned primarily from my own experience of working in 

these sectors as both an employee and as a facilitator, coach and consultant. 

I then progress to introducing each of my co-inquirers by providing a brief 

overview of their professional experience and the roles they held at the time. 

This was done to reinforce the substantial lived experience of leadership 

offered to this inquiry.

Business sector

Five out of six co-inquirers from the business sector were working as 
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management consultants at the time of interview, the other headed up 

a legal practice. Four out of the five consultants were operating small 

businesses, the fifth was a principal in a global consulting firm. Each 

co-inquirer specialised in supporting organisations and individuals to 

solve problems and improve their operations by offering consultancy 

expertise from a variety of disciplines. This included law, human resources, 

organisational strategy and business improvement. 

Those drawn to the consulting field are intrinsically motivated to achieve 

and succeed. Repeat business relies on relationships consultants form with 

their clients, as well as the results achieved. Small businesses with limited 

resources rely on word of mouth to promote their offerings. This means 

their personal brand, reputation and results need to speak for themselves. 

Finding and keeping customers, staying ahead (or at least on par) with 

the competition, while remaining diligent about preserving the bottom 

line, ensures ongoing viability. For profit business culture is traditionally 

competitive, which means that leadership success relies on the ability to be 

resilient, absorb risk and work with uncertainty.

The positions and expertise of the business co-inquirers at the time of 

research are described as follows:

• Casey is a Principal and Organisational Psychologist at a global leadership 

development consulting firm. Casey is responsible for the design and 

implementation of senior executive initiatives in Australia and Europe. 

Her 15-year experience spans management consulting, cultural change, 

executive development, succession planning and business strategy.  
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• Connor is the Managing Director of a performance improvement 

consultancy servicing the private and government sectors. Connor’s 

career spans over 30 years in the consulting industry. His company 

works with executive and board members to provide thought leadership, 

continuous improvement, risk management, governance advice and 

leadership development. 

• Gabrielle is a Human Resources consultant. She specialises in 

organisation development strategy, coaching executives, driving 

cultural change and developing leadership potential. Gabrielle is an 

author and motivational speaker with a professional background in 

telecommunications, manufacturing and information technology. 

Gabrielle has over 30 years’ experience as a leader in the public and 

private sectors in Australia and abroad.  

• Mark is the Executive of Global Strategy and Development at a 

multinational engineering and construction firm. He also manages his 

own specialist executive coaching and change leadership company 

in regional Victoria. Mark immigrated to Australia a decade ago from 

the United Kingdom to take a leadership role as a Civil Engineer in the 

traffic and transport industry. Mark also serves on several boards of 

management in a voluntary capacity. 

• Fabienne is the Managing Director of a dispute resolution firm specialising 

in resolving family law and commercial disputes and workplace incidents. 

Fabienne has over 30 years’ experience as a mediator, governance expert 

and lawyer. Fabienne is also a former elite Olympic athlete. She serves on 

several boards in sports related organisations. 
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• Peter is a Social Entrepreneur and consultant. He combines economic 

and community development principles to forge partnerships between 

community, business and government to make a difference in local 

communities. Situated in regional Victoria, Peter’s current focus is on 

facilitating innovative employment pathways for young people. He brought 

his 20-year experience in social work and small business to his current role.

Public sector

Four out of the five co-inquirers from the public sector worked directly for 

the Victorian State Government, and one worked in a public hospital. All co-

inquirers were accountable for leading teams that administer, generate and 

deliver a range of economic, social and environmental outcomes that directly 

contribute to the quality of life for Victorian citizens. 

Public sector workplaces are typically characterised by systemic 

communication and information management challenges. This is due largely to 

their hierarchical structure, the sheer size of the workforce, and the complexity 

of issues they are responsible for addressing. Protracted decision-making 

processes are common place, because competing political interests must be 

anticipated and duly considered. Conceptual, analytical and strategic foresight 

abilities are highly prized and contribute to successful navigation through 

the machinery of government. Conservatism and protectionism can overly 

affect outcomes. Public servants, along with their ministerial counterparts, 

easily become scapegoats if the community judge their spending decisions 

as deriving limited community benefit. Change leadership and stakeholder 

management capability are critical to both drive reform and collaborate with 

partner agencies to deliver the government’s policy priorities. 
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The positions and expertise of the public sector co-inquirers at the time of 

research are described as follows:

• Dr Bianca leads a specialist team of allergy consultants at a major public 

hospital in Victoria. Bianca originally trained as a nurse and then graduated 

as a specialist consultant in 2003. She has been leading a team in a large 

public hospital for five years. 

• Camila holds a senior executive role as a Culture Change Director in the 

Victorian State Government. Her team is responsible for human resource 

management, occupational health and safety, risk management, leadership 

development, workforce capability, organisational realignment and culture 

change. Camila is an accomplished career public servant, holding various 

human resources leadership roles in South Australia for over a decade.  

• Jacques is a senior manager in the Victorian Department of Education 

and Training. Specialising in architecture and designing bespoke learning 

facilities, Jacques leads a team who work towards establishing evidence-

based teaching practices and fit-for-purpose learning environments. 

Jacques has held this role for approximately five years.  

• Leanne is a project manager for a traffic and transport authority funded by 

the Victorian State Government. She is responsible for leading the delivery 

community road safety behavioural programs. Leanne’s professional 

background includes leadership and government policy roles and early 

childhood education. 
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• Martin is the Victorian State Manager for the state government’s business 

support services. Martin leads a team of public servants responsible for 

streamlining access to government information, services and advice, 

relevant to business of all sizes. Martin brought his 25-year background in 

consulting, economic and community development to his current role.

Not-for-profit sector

Three of the five co-inquirers from this sector led teams of staff and boards 

of management delivering services to a range of vulnerable and marginalised 

people in the community. The other two inquirers provided leadership in very 

different circumstances; one participant managed a professional association 

and the other worked in a national sporting institution. 

Whilst services delivered by not-for-profit organisations are diverse, 

the people drawn to work in these cultures usually hold some values in 

common. Individuals are usually intrinsically motivated and passionate 

about contributing to a better society. Restoring social inequity by providing 

access to opportunities is a common driver. Not-for-profit entities are reliant 

on government, philanthropic and fundraising for their ongoing sustainability. 

Labour forces are paid less than in other sectors and service delivery is 

often supplemented by the work of dedicated volunteers. The philosophical 

shift towards consumer-focused models of service delivery has increased 

the need for interagency collaboration and refocused agencies on person 

centred approaches. Workforce engagement and change leadership have 

become mandatory skillsets for leaders in this sector. Ongoing demands 

to do more in the face of increasing need takes its emotional toll on staff 

supporting those who are physically, socially or economically vulnerable. 



  T
h

e
 U

n
d

e
fe

n
d

e
d

 H
e

art    4
9

Holistic workforce development, including human resource management and 

building employee capability, presents a significant opportunity for leaders 

who must align the workforce to both current and future service demands. 

The positions and expertise of the not-for-profit co-inquirers at the time of 

research are described as follows:

• Kevin is the Manager of Coaching and Talent Development for one of 

Australia’s distinguished sporting institutions. He has held this role for three 

years and leads a team to deliver professional development and community 

education to voluntary and paid sports coaches and various sporting 

stakeholders throughout Australia. Kevin has also held roles as lead coach 

for both the 2008 Paralympic and 2010 Commonwealth games.  

• Michelle is a recently retired Chief Executive Officer of a local government 

association. Holding this role for just over four years, Michelle was 

responsible for leading a team dedicated to providing strategic advice to 

association members, forging new partnerships, mobilising memberships 

and crafting new revenue streams. Michelle has a 30-year leadership and 

policy development career in government and not-for-profit sectors.  

• Myra is the manager of a community-based information and support 

agency that connects disadvantaged people to services for better 

health, employment and wellbeing outcomes. Her role involves managing 

the daily operations of the service and collaborating with the Board of 

Management and staff to design and implement the strategic direction 

of the agency. Originally trained as a social worker, Myra has a 30-year 

career spanning social services. An active community leader, Myra has 

also served as a councillor in a southern municipality in Melbourne. 
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• An Dung is a Vietnamese community leader in Victoria. He is a member 

of several community-based boards of management responsible for 

supporting newly arrived persons and refugees. He is also the past 

chairperson of the Board of Directors of a multicultural advocacy agency 

in the south-eastern suburbs of Melbourne.  

• Joshua is the Director of an advocacy and community education 

unit with a drug and alcohol rehabilitation agency. He leads a team of 

educators, facilitators and communication specialists to deploy workforce 

development initiatives, consumer participation programs, harm 

minimisation projects and educational leadership. Joshua has over twenty 

years’ experience in senior management roles in the health, not-for-profit 

and educational organisations.  

• Rachel is an executive manager responsible for engagement in an 

advocacy and educational organisation, committed to addressing climate 

change. She has held this role for nearly a decade. Rachel leads a team 

of specialist staff skilled in communications, volunteer mobilisation, 

digital engagement, media and events. Prior to taking up this role, Rachel 

worked for several multinational companies as an advertising executive in 

Australia and Europe. 
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Discussions about the membership of the RRG were held with LV in August 

2013. We agreed that the RRG would include myself as the primary researcher 

and Mike, the Manager of Programs at LV. The remaining members were 

to be drawn primarily from associates and alumni of LV, and those invited 

specifically by me for their professional interest and breadth of experience. In 

deciding who to invite as members, we agreed on the following criteria: 

• Individuals with an interest in and commitment to self-reflection and 

leadership development; 

• Those we considered had collaborative mindsets to support the 

formation of the group as quickly as possible, given the constraints of 

time that existed; 

• Individuals who were familiar with or had an experience of academic 

research, preferably with at least one member having a doctoral qualification; 

Introducing the Research 
Reflect ion Group (RRG)

A RRG was formed at the outset of the research 

inquiry. Essentially, the role of the RRG was to 

think together about the research data elicited,

and in doing so, progress the work of the inquiry. 
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• Ensuring there was a gender balance in the membership; 

• Ensuring we had a breadth of professional and community leadership 

experience that reflected representation from the public sector, the private 

sector and not-for-profit organisations; and  

• Those who would volunteer their commitment for an 18-month period. 

It was agreed that LV would invite most of the members (four positions), and I, 

the remaining three. Once the invitations had been issued and accepted, I met 

individually with each member to clarify the research objectives and explore 

expectations for their participation. The RRG was initially formed with nine 

members including myself as the principal researcher. The group was made up 

of five men and four women (myself included). 

Whilst all RRG members gave permission for me to publish their identities 

in this thesis, I have decided to use pseudonyms for consistency. The 

introductions commence with group members invited by LV, whose positions 

and expertise at the time of research are described as follows:

• James is a senior executive leading the human resources function 

in a State Government funded public transport agency. He leads a 

team responsible for workforce planning, employee performance and 

development, change leadership, employee relations and conditions, 

safety and wellbeing. James is a WCLP alumnus and brought his 15-

year leadership experience across the private, public and not-for-profit 

sectors to this inquiry.  
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• Kathy is the LV Leader in Residence. This is a voluntary role, currently 

held by a WCLP alumni of significant standing. Kathy is tasked with 

influencing the ethos of LV programs, by bringing expertise to the design 

and facilitation of selected LV offerings. The role also raises the profile 

of the organisation in developing leaders across all sectors in Australia. 

Kathy holds a substantive role as a consultant specialising in strategy, 

governance, leadership development and government reviews. Kathy 

brought her 45-year career and leadership experience from the private, 

public and not-for-profit sectors to this inquiry. 

• Mike is the Manager of Programs at LV. A WCLP alumnus, Mike now leads 

a team of staff responsible for the development and delivery of the suite 

of LV programs including the WCLP and the design of new initiatives and 

learning activities. Mike has held this role with LV for three years and 

brought a career history of 15 years in the public and government sectors 

to this inquiry.  

• Sally is a former Chief Executive Officer of a not-for-profit asylum seeker 

organisation and a freelance consultant. Sally specialises in strategy 

and planning, stakeholder engagement, capacity building and board 

governance. Initially training as a lawyer and branching into policy and 

facilitation within the public sector, Sally brought her 20-year career 

experience to this inquiry. 

• Valerie is the Manager of Social Impact for LV. Her role has responsibility 

for overseeing LV’s Great Connections Program that deploys LV alumni 

(as skilled specialist volunteers) to support community organisations 

in addressing social, economic and environmental issues. Valerie has 
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held this role for three years and brought her career experience in 

research and evaluation, policy and strategy, advocacy and international 

development to this inquiry. 

The following members of the RRG were invited to participate in this inquiry 

by me:

• Cameron is a learning and development facilitator in private practice. 

Cameron specialises in facilitating leadership, communication, 

collaboration and change programs. Cameron has managed his own 

practice for over a decade and brought his experience relating to people 

leadership to this inquiry.  

• Dr Glen is the Chief Executive Officer of a metropolitan council in outer 

eastern Melbourne. Dr Glen is responsible for managing interactions 

between council staff and councillors, ensuring that council decisions 

are implemented within legislated frameworks, providing timely advice 

to council, and overseeing the daily management and people leadership 

of council operations. Dr Glen has completed a PhD in local government 

leadership and brought his 25-year leadership and doctoral research 

experience to this inquiry. 

• Todd is a recently retired financial strategist from the Victorian public 

service. Todd is an active environmental advocate and serves on a local 

government advisory committee. He brought a 30-year history in public 

sector leadership to this inquiry. 

Early in the life of the research inquiry, Valerie and Todd withdrew their 

participation from the RRG, citing personal and practical reasons for doing so. 

Neither member was replaced.
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My intention in this chapter was to ground you in the 

context for this research inquiry by introducing LV, its 

history and philosophy, and the support role it played. 

The organisation and mission of LV provides an opulent 

backdrop for this research, in that LV aspires to develop 

leaders for the common good. To me the organisation was 

a fitting partner for this inquiry. Amongst other important 

tasks, LV provided access to a cohort of alumni to act as 

research participants and join me as co-inquirers in this 

work. You have now been introduced to them, as well as 

members of the RRG. The collaboration with LV also had 

a direct bearing on the research design and methodology, 

and it is to these subjects that we now turn our attention.

Summary and Segue
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Chapter 3: 
Research design
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Introduction

In this chapter, I aim to ground you in an 

understanding of the conceptual context in which 

I undertake this inquiry and write about the research. 

I also hope to demonstrate how the values and philosophical assumptions 

I hold as a researcher have informed my way of working with myself as an 

instrument of research, with others, and with the data generated through 

the inquiry process. I am a candidate in the Organisation Dynamics stream 

of The MIECAT Institute Professional Doctorate Program. Part of my 

unique challenge as a candidate in this stream was to bring together, in my 

understanding and through my research design and writing, a collaborative 

inquiry paradigm, drawing on artful ways of knowing and socioanalytic 

approaches to research. To this end, I will discuss the fundamental 

axiological, ontological, epistemological and methodological underpinnings 

of these elements of my research design and discuss how they are illustrated 

through this inquiry. I commence the chapter with a brief overview of 

the values that underpin my role as researcher, and a discussion of the 

philosophical considerations that have informed the research design. I then 

progress to a discussion about collaborative inquiry, how this paradigm 

was particularly applied in this research. I also discuss the reasons this 

methodology was chosen to explore the phenomenon of compassionate and 

courageous leadership. 
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To establish this inquiry in the ontology and epistemology of socioanalysis, 

I also present an exploration of the propositional lenses I have used in this 

way of working. Specific attention will be given to how socioanalytic theory 

both informed my research design and contributes to my interpretation of 

organisational phenomena. I conclude the chapter with a brief discussion of a 

range of ethical issues considered in the research design.
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Researcher values and 
phi losophical  assumptions

“Researchers inevitably bring their values and their 

understanding of reality to their work. What is 

important is to be reflexive enough to be aware of 

these and honest enough to make them clear.” 

(Harris, 2011, p. 147.) 

As touched on earlier, one of the key assumptions I bring to this inquiry is 

that lived experience is intersubjective, shaped through interaction with other 

minds and the worlds those minds inhabit. I say ‘worlds’ deliberately, as I do 

not wish to discount individual agency or, indeed, individual perspective taking 

on organisational experience. However, I do wish to emphasise that, given 

organisational life is inherently social, any insight generated about how to best 

transform our organisational experience, must have its genesis in asking: What 

is of me? What is of you? What meaning do we make of the relationship we are 

experiencing now - the relationship that we are jointly responsible for creating? 

Aligned with a relational ontology, as described in Chapter 1, these questions 

presuppose that values of shared participation and responsibility are critical, 

and further, healthy engagement in organisational life underpins the co-

creation of organisational systems where people flourish and thrive.

I hold a participative world view. For me knowledge and understanding 

are generated firstly from participating in organisational life, coupled with 

thoughtful reflection on collective lived experience. We understand through 

the lenses of our senses, our emotions, our intuition, our experience and 
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theory-driven approaches. A participative world view, according to Heron 

and Reason (1997), involves an extended epistemology that constitutes 

four interdependent forms of knowing. They name these different forms of 

knowing and coming to know about experience: experiential, presentational, 

propositional and practical. Experiential knowing refers to gaining insight 

through direct encounter, face-to-face or hands-on experience with a person, 

place or thing. It is knowing through participative and empathic resonance 

and involves the knower, feeling both attuned to and distinct from experience. 

Presentational knowing emerges from and is grounded in, experiential 

knowing. It emerges through intuitive resonance with the significance and 

meaning-made of an experience, person or thing, and is communicated 

expressively or symbolically through a variety of art forms. Presentational 

knowing features in this thesis through the presentation of art works, images, 

prose and poetry. It also encompasses knowledge relating to the significance 

and centrality of embodied enactments of compassionate and courageous 

leadership. This knowing emerged for me as I witnessed and responded to the 

performances of the improvisational actors as they interpreted research data. I 

have written about this performance and the outcomes for this inquiry in detail 

in Chapter 5. 

Practical knowing is knowing how to do something, demonstrated through 

possessing a skill or competency (Heron, 1981, 1996, Heron & Reason, 1997; 

2001). An appreciation for these forms of knowing have contributed to the 

research design and methodological assumptions employed. My practice 

as a researcher activates these four interdependent forms of knowing, 

sometimes in their distinct form, and at other times by moving back and 

forth between them simultaneously (McDonagh, 2010a). Experiential 

knowledge features strongly as I inquire of, respond to and discuss the 

lived experience of my co-inquirers, as well as my own. I communicate 
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this experience, through the work of this thesis, which is an expression of 

propositional knowing. 

For the reader too, my intent is to engage you concurrently in these 

forms of knowing; experiential (as you directly encounter this thesis and, 

as a consequence, are invited to recall your own leadership experience); 

presentational (through the use of multimodal presentations: imagery, 

story, poetry and prose to elucidate nuance, richness and complexity of 

felt and lived experience); propositional (through the exploration of ideas 

and theories in words to support your own sense-making and generate 

understanding); and practical (through proposals of actions that individuals 

and organisations might undertake to cultivate compassionate and 

courageous leadership competencies).

Along with valuing the knowledge that is generated through different forms, 

I am committed to the values of openness and curiosity. I understand the 

work of this thesis then as catalytic, in that, even as I write, new questions 

emerge, ideas take hold and dissipate, and my thinking continues to evolve. 

These values translate into my understanding that, as Whitehead (2002, p. 31) 

states, “Knowledge is never static or complete; it is in a constant process of 

development as new understandings emerge. This view of knowledge regards 

reality as a process of evolution, surprising and unpredictable”.

One of the challenges I needed to address early on was to develop a 

coherent research design aligned with my values. The design needed to 

be well suited to the lines of inquiry and congruent with my philosophical 

stance. Mack (2010) encourages me to understand the philosophical 

underpinnings that inform the choices I make relating to research focus, 

methodology and methods, and intentions, and goes onto stress that “how 
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one views the constructs of social reality and knowledge, affects how they 

will go about uncovering knowledge of relationships among phenomena 

and social behaviour” (Mack, 2010, p. 6). The interpretivist paradigm best 

sums up my beliefs about the nature of being and the nature of knowledge. 

Sometimes referred to as constructivism, due to its emphasis on the 

belief that individuals create meaning, interpretivist paradigms differ from 

positivist paradigms, which set out to prove or disprove a hypothesis (Mack, 

2010). An important hallmark of the interpretivist paradigm is the belief 

that the “social world is understood to be created through emergent social 

processes. Social reality is regarded as a network of shared assumptions 

and intersubjectively shared meanings” (Harding, 2006, p. 41). The social 

world exists through a co-creation of interpretation and speaks to the 

premise that perceptions are reality. Given this assumption, phenomena 

can only be studied by considering the lived experience of those who are 

active agents in the phenomena. As stated, the purpose of this thesis is to 

advance understanding about compassionate and courageous leadership 

in organisations through lines of inquiry that focus on lived experience and 

new ways of leading. This purpose aligns with what Cohen, Manion and 

Morrison (2007, p. 19) proposed is the role of the interpretivist researcher, 

to “understand, explain, and demystify social reality through the eyes of 

different participants”. 

This research explores the experiences of compassionate and courageous 

leadership specifically through the personal accounts of a self-nominated 

group of research participants. This inquiry is particular to this group of 

people, with their personal proclivities, values and circumstances. This means 

that whilst findings cannot be generalised, this mode of research allows for 

a vivid description of experience that will potentially appeal to readers from 

similar contexts. An interpretivist stance also lends itself to exploring how and 
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why phenomena exists according to the meanings attributed by participants 

and myself as the researcher. Using myself as a research instrument means 

there is no insistence that I leave my experience out of the meaning-making 

process. Rather than viewing subjectivity as a problem to be nullified, 

collaborative inquiry encourages me to be fully aware of my subjectivity and 

use this consciously in service of the work (McNiff & Whitehead, 2010, 2011). 

A socioanalytic approach to research encourages a similar awareness. This 

has implications then for how I work with and shape the inquiry data through 

my own interpretive and analytical processes. A socioanalytic stance also 

assumes research data to be a collective presentation of unconscious 

cultural material, and urges me to remain curious about what this data is 

communicating systemically (Nossal, 2007; Harding & Long, 2013). I will 

discuss this further in Chapter 4.

Collaborative inquiry, also known as co-operative or participatory inquiry 

(Heron & Reason, 1997, 2001, 2006; Heron, 1981, 1996; Torbert, 1981), 

is a methodology suited to the interpretivist paradigm. Grounded in lived 

experience, collaborative inquiry aims to facilitate a ‘values-based’ learning 

process for both researcher and participants (Reason & Bradbury, 2001; McNiff 

& Whitehead, 2011; Huxham & Vangen, 2003). A collaborative inquiry paradigm 

works against the principles of unilateral control characteristic of traditional 

academic research (Torbert, 1981), in that it assumes that the researcher will 

not know precisely what is significant at the beginning of the inquiry. In this 

way, a collaborative inquiry promotes “virtue in the tension between what was 

intended and what emerged” (J. Newton, personal communication, 31 July 

Col laborat ive inquiry
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2017). Further, a collaborative inquiry presumes that theory generated and 

knowledge gained, will be emergent and refined over the course of the inquiry.

An explicit axiology of collaborative inquiry is that the research process 

captures both the nature of value, and examines human states, which are 

inherently worthwhile, simply because of what they are (Heron & Reason, 1997, 

p. 287). Heron and Reason (1997) argue that collaborative inquiry research 

paradigms fundamentally respond to the axiology of human flourishing. 

Human flourishing is a social process of participation where mutuality between 

people is honoured and collaboration towards shared goals of learning and 

emancipation are central (Pine, 2008). 

While there are multiple descriptions of the collaborative inquiry processes in 

the literature (Bray, 2000; Heron & Reason, 1997, 2001, 2006; Heron, 1981, 1996, 

Patton, 2002; Torbert, 1981), they hold similar key assumptions, including: 

• The research activities are open to change, they seek and respond to what 

is being revealed as the inquiry progresses;  

• Divergence between different paradigms or models of reality is expected 

and the researcher is prepared to be intellectually and emotionally 

challenged as part of the inquiry process; 

• A participatory world view is upheld, which acknowledges that experience 

and meaning is mutually shaped and co-created between co-inquirers and 

the researcher over the course of inquiry and explored via an extended 

epistemology of knowledge;  

• The researcher’s activities, insight and professional development are 

considered valid research outcomes; 
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• The research inquiry itself facilitates the possibility of a learning and 

change for co-inquirers through the inquiry design process, which intends 

to stimulate reflection and insight; and  

• A demonstration of the iterative nature of theory-building and knowing 

through a cyclical model of data analysis and sense-making, undertaken by 

the researcher alone and in partnership with co-inquirers. 

Adopting a collaborative inquiry paradigm implies that my role as the 

researcher is that of a co-inquirer and co-learner (Long, 2010; McNiff & 

Whitehead, 2002). The researcher role is one that holds space for research 

participants to think (for themselves and make their own meaning), hopefully 

coaxing new ways of seeing and experiencing their organisational role-taking 

in a different way. As a researcher, my intention was not to impose solutions 

from a distance, rather it was my hope that I could work emergently with co-

inquirers to generate research data and make meaning of it together. 

Remaining ‘unknowing’, curious and being prepared to be challenged by 

the difference of another’s experience, are core competencies of a skilled 

researcher in a collaborative inquiry paradigm (Allen, 2004, p. 21). Stressing 

the centrality of emotional efficacy, Allen (2004, p. 280) also urged researchers 

to listen deeply and remain present and aware, particularly when the 

conversation might become challenging or frustrating. These competencies 

also underpin the practice of socioanalytic research. This thesis will testify that 

my aspirations for remaining unknowing, were only partly fulfilled. In Book 3 I 

will discuss some of the challenges I experienced in upholding my aspirations 

for collaboration with LV and the RRG, and further what this might mean for 

enactments of compassionate and courageous leadership generally.
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A further tenet of collaborative inquiry is that as far as possible, co -inquirers 

are empowered by participating in the design and conduct of the inquiry 

(Bray, 2000). This intention was upheld in my initial discussions with LV. The 

Manager of Ideas and I negotiated the research scope, target group for 

participants and sponsorship expectations. During our initial conversations, 

I proposed the research methods, which she and the Executive Director 

of LV reviewed and agreed to. We collaborated to develop the criteria 

for membership of the RRG and jointly issued invitations from each of 

our respective contacts. As described in Chapter 2, the RRG method was 

considered by both parties as the primary avenue for facilitating collaborative 

dialogue and sense making throughout the inquiry. Chapter 4 provides detail 

of the data gathering and interpretive process undertaken and articulates the 

collaborative parameters of co-inquirers participation in these activities.
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I now provide a brief précis of relevant socioanalytic concepts that 

align with a collaborative inquiry paradigm. I also include descriptions of 

socioanalytic and psychodynamic theory used as propositional lenses to 

support my interpretation of compassionate and courageous leadership as 

organisational phenomena.

Socioanalysis

Systems psychodynamics (Gould et al., 2006) is the field of study in which 

the integration of emerging insights from group relations, psychoanalysis 

and open systems theory are used to work with a group or organisation 

to improve its effectiveness (Nossal, 2007). Also known as socioanalysis 

(Long, 2010; Long & Sievers, 2012; Bain, as cited in Long, 2013), this field 

views organisations as complex social systems, each with unique properties 

and dynamics that interact to produce certain conditions and behaviours.

The socioanalytic researcher considers organisations through a dual lens; 

understanding them as places where task-related work produces outputs, 

and simultaneously, as dynamic social systems where hidden and repressed 

individual and collective behaviours become worthy of examination (Long, 

2013). Working in this way considers ‘below the surface’ aspects and attempts 

to interpret the connections between dynamics to understand the impact they 

have on the capacity of organisations to work to task (Krantz, 2013). 

The appl icat ion of 
socioanalyt ic concepts to a 
col laborat ive inquiry paradigm
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Socioanalytic methods are orientated towards creating conditions for 

reflection. Therefore, a socioanalytic approach complements a collaborative 

inquiry paradigm, as they both assume that reflective inquiry facilitates 

change. Krantz (2013) argues this when he states,

Just as dreams might be the royal road to the unconscious, shared 

reflective practice is the socioanalytic pathway to understand work 

cultures, the unconscious background of organisations and for the 

development of meaningful working hypotheses that serve as a platform 

for reflective enquiry. (p. 24) 

Heron and Reason’s (1997) extended epistemology of knowing, as presented 

earlier, encourages researchers to seek out and utilise knowledge that 

reaches beyond the boundaries of intellectual thought alone (Seely, 2014). This 

epistemology therefore compliments a socioanalytic approach to research. 

Open systems and psychological boundaries

This inquiry sought to understand what happens when leadership is enacted 

simultaneously with compassion and courage, in an open system. Extending the 

work pioneered by Trist and Bamforth (1951), Miller and Rice (1967) introduced 

the application of open systems thinking to organisations. Their model allows us 

to think about relationships between the parts and the whole of the organisation, 
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as well as the systemic dynamics exchanged between the organisation and the 

environment (Alderfer, 1980). Understanding organisations as open systems 

reinforces the fact that what happens in any one part of the organisation 

dynamically reflects what is happening elsewhere; interdependence creates 

causal links throughout the system. A socioanalytic perspective supports the 

premise that a leader’s effectiveness can only be understood in the context of the 

wider systemic dynamics. Smith’s (2013) metaphor of the leader as a fish in a pond 

is helpful,

If we put healthy fish into an unhealthy pond, no matter how healthy the fish are, 

the fish will get sick. If we want to keep the fish healthy, we must work to keep 

both the fish and the water clean. (p. 4)

To apply this metaphor to my research, the culture of the pond and the river 

systems feeding the pond shape how leaders hold their role in mind, which may 

then facilitate or inhibit compassionate and courageous leadership. The health 

of the pond will also determine the efficacy, quality of outputs and the ongoing 

viability of any outcomes.

Alderfer (1987) described the boundaries of a system as both physical and 

psychological. Physical boundaries are tangible and easy to observe, for 

example, where departments are separated by different office spaces. 

Psychological boundaries, however, are far less discernible as they involve 

authority dynamics, the availability and accessibility of organisational 

resources, as well as in-group and out-group relationships based on identity 

and cultural dynamics. Alderfer (1980, p. 269) also distinguished boundaries 

based on their permeability, describing their characteristics as over-bounded, 

optimally-bounded, or under-bounded. Boundaries, he argued, must be 

robust enough to regulate the exchange between the environment, the 
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organisation and the sub-systems within it, and permeable enough to allow 

for the transformation of inputs to take place. The organisation is likened to 

a living organism, existing in a wider environment on which it depends for the 

satisfaction of its needs (Miller & Rice, 1967; Morgan, 2006). Regulation at the 

boundaries of the open system is the work of management. If undertaken 

effectively, management allows for the exchange of inputs and outputs in 

both directions so the organisation can achieve its task (Miller & Rice, 1990). 

When an organisation is optimally-bounded, there is a healthy sense of 

group membership and functional relationships within the organisation and 

with outside systems. Psychological and emotional safety are hallmarks of 

organisational cultures that are optimally bounded. Over-bounded systems are 

at risk of entropy as their rigid management and role relationships can lead to 

silo thinking and ethnocentrism amongst members (Morgan, 2006). In contrast, 

dangers for under-bounded systems include: high degrees of anxiety; a lack of 

cohesion amongst members characterised by conflicting role definitions and 

the absence of shared purpose; and the perceived threat of being subsumed 

by the environment. This inquiry explored the conceptualisation, permeability 

and transgression of psychological boundaries and how these affect the 

leader’s ability to take compassionate and courageous action. 

An organisation’s primary task and the lived 
experience of compassion and courage at work

The socioanalytic idea of the primary task, derived from open systems theory, 

makes an important contribution to understanding unconscious dynamics 

and their effects on organisation functioning. Citing Rice (1969) and Chapman 

(1999), Morgan (2010) defined the primary task as being that function which 

the organisation must perform to be what it says it is. Linking this idea to that 
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of the organisation’s purpose, Humphreys (2010, p. 60) cited Hirschhorn (2009) 

to extend the meaning of the term by proposing that the “primary task refers 

to what the organisation is set up to do, how is it organised to accomplish this 

objective, and what unconscious dynamics limit or distort its members’ ability 

to do their work”. 

Because organisational membership requires coalescence around the 

organisation’s purpose and task, understanding how role holders carry out, 

experience and feel about their task responsibilities is significant to the 

study of organisation dynamics (Long, 2000; Morgan, 2010; Humphreys, 

2010). Tasks are consciously and unconsciously assigned and taken up by 

role holders. Consequently, role holders are likely to experience a myriad of 

emotions as they both consider their willingness or capacity to complete the 

tasks assigned, and as they deploy the tasks themselves (Long, 2000, 2006a; 

Morgan, 2010). Of relevance to this thesis are the tasks given and taken, 

which in the mind of the role holder, stimulate or require a compassionate and 

courageous response.

Morgan (2010), summarising the work of Miller and Rice (1990) delineated 

two systems within which to understand how tasks are fulfilled in the wider 

organisational context: 

• The task system: Understood as a system of activities required to turn inputs 

into outputs. This includes the human, technological and material resources 

needed to perform these activities. In this system, structures, processes and 

procedures support task achievement. 

• A sentient system: Described as a system of relationships in which members 

are bound to each other and to the organisation, through a sense of loyalty 

and because of the common skills they share in successfully performing their 
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assigned tasks. This system is experienced intersubjectively and is concerned 

with symbols, values, attitudes and beliefs. An effective sentient system 

provides appropriate levels of emotional containment for members to support 

them in achieving their task responsibilities.

These two systems exist in parallel and, in some cases, overlap. This overlap was 

illustrated by my co-inquirers who, motivated by the purpose of their organisation, 

committed themselves compassionately and courageously to step into moments 

of leadership to enhance the fulfilment of tasks and organisational outcomes. 

Public sector organisations, for profit enterprises and not-for-profit organisations 

have differing primary tasks, and it is from these differing sectors that my co-

inquirers were drawn. Their narratives attest that these contexts and the primary 

tasks of their respective organisations influenced their lived experience of 

compassion and courage at work. I explore this territory more fully in Books 2 and 3.

Unconscious processes influence individual 
behaviour and organisational performance 

Central to a socioanalytic perspective on organisational life is the premise that 

individuals unwittingly act as vehicles for a group to express itself in its entirety. 

Wells (1980) described the phenomenon this way:

Co-actor behaviour from a group level perspective cannot simply be examined 

by assuming that the motivation and genesis of the co-actor is merely a 

function of his or her idiosyncrasies. It must be viewed as a synthesis of and 

interaction with the group’s life and mentality. Simply stated, the co-actor is 

seen as a vehicle through which the group expresses its life. (p. 168)
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This concept has application to my research, as using this perspective I 

considered each of my co-inquirers experiences to be representative of wider 

organisational dynamics that may warrant further exploration. In the context of a 

collaborative inquiry, individuals are recognised as those who carry voices from 

the organisational field to the research inquiry. These voices, both dissenting 

and accordant gave expression to the dynamics present. Decisions as to which 

voices would feature in this thesis became evident as I worked emergently with 

the research data and applied socioanalytic theory to hypothesise about the 

dynamics of compassionate and courageous leadership in organisational life. 

The seminal work of Bion (1961, 1962), referring to conscious and unconscious 

processes that affect group functioning, offers a psychodynamic understanding 

of the relationships that exist between organisational members. Bion’s theory 

(cited in Simpson & French, 2005) of basic assumption proposes that a group 

functions on two levels. One level involves the efforts of the group in service of the 

task at hand (the work group), and the other involves the unconscious assumption 

that the group has made about itself (the basic assumption group). The basic 

assumption is comprised of everyone’s learnt responses, repressed wishes, 

fears, defences, imaginings and impulses expressed through their collective 

behaviour (Humphreys, 2010; Stokes, 1994). Basic assumption behaviour is often 

outside the group’s awareness and is typified as the group acting in a manner as 

if certain assumptions are real and as if certain behaviours are vital to the group’s 

survival (Stokes, 1994). This ‘other’ life of the group can be described as the group 

dynamic. This influences the capacity of the group and its members to work to 

task. The various modes of basic assumption proposed by Bion (1961, 1962) are: 

• Basic assumption fight/flight is where group members assume “there is a 

danger or ‘enemy’, which should either be attacked or fled from” (Stokes, 
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1994, p. 318). An example of this in operation would be interminable group 

conflict that cannot be easily addressed because group members refuse to 

constructively air their grievances;  

• Basic assumption pairing sees a pair in the group attempting to give birth to 

a new idea on behalf of the group. There is often a lot of hopeful talk, but no 

real committed action. The group members focus on the pair hoping that the 

pair alone will take responsibility for making change and breaking through any 

dysfunction or difficulty on behalf of the group (Emery & Purser, 1996; Rioch, 

1970); and 

• Basic assumption dependency assumes that a group behaves ‘as if’ the 

leader is the source of all security, emotional containment and power. Group 

members become inept or inert and members often deskill themselves and 

wait passively for instruction before they act. Alternatively, they wait for 

a powerful leader to rescue them from their problems. Basic assumption 

dependency I propose is inculcated in many organisations where strict 

adherence to hierarchy reinforces the felt sense that only leaders have the 

answers. Initiative and authenticity is stifled in favour of forceful or charismatic 

leadership. 

Turquet (1974), added a fourth basic assumption, to those proposed by 

Bion. Basic assumption oneness is a mental activity in which group members 

“seek to join in a powerful union with an omnipotent force, unobtainably high, 

to surrender self for passive participation, and thereby feel existence, well-

being, and wholeness” (Turquet, 1974, p. 357). Basic assumption oneness 

sees group members unconsciously making themselves emotionally open to 

being lost in “oceanic feelings of unity or, if the oneness is personified, to be 
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a part of a salvationist inclusion” (Turquet, 1974, p. 360). Lawrence (2000, p. 

I84) describes this phenomena as a desire for one to be fused with the mass 

of souls. I am familiar with basic assumption oneness from my spiritual history, 

being a member of a charismatic church where members believed there was 

no boundary between ourselves and the divine, meaning we had access to 

supernatural power as a result. 

In contrast to the notion of basic assumption oneness, Lawrence, Bain and Gould 

(1996) conceptualised a further basic assumption, describing group behaviour that 

emphasises separation and distinction from the ‘we’, named as basic assumption 

me-ness. Lawrence et al. (1996) argued that basic assumption me-ness is a 

response to a globalised, chaotic and insecure world. The individual therefore 

retreats into his/her own inner reality, to escape the distress experienced in the 

outer environment. The inner world acts as a comfortable, secure place where 

“well-worn clichés can be held on to and rehearsed without fear of them being 

tested” (Lawrence et al., 1996, p. 7). The individual fears engulfment, so basic 

assumption me-ness is a defence against being perceived as part of the group. 

In basic assumption me-ness, individuals act as if they are distinct and different 

from the group they are, in reality, a part of. The paradox here is this belief propels 

members into a group, a group of people intent on holding onto their individualistic 

preoccupations and declaring their difference from the group.

The data presented in this thesis suggest basic assumption dynamics were 

present in the organisations my co-inquirers worked in and that further, they 

impacted the way they were able to enact compassion and courage in their 

leadership roles. I will also explore how basic assumption dynamics influenced the 

capacity of the RRG to work to task and what this suggests about compassionate 

and courageous leadership. These ideas will be explored in Books 2 and 3. 
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A collaborative inquiry approach in the socioanalytic tradition assumes the 

researcher works below the surface to carefully illuminate ‘out of awareness’ 

factors. This way of working supported me as the researcher and my co-inquirers, 

as we explored the effect of unconscious dynamics, devised strategies to manage 

differently and made conscious choices to improve leadership practice. The 

socioanalytic methods I have used in this inquiry to explore unconscious dynamics 

are: reflection, free association, journaling, and intersubjective responding to art 

works and poetry. I will discuss these methods further in Chapter 4.

Organisational suffering and the 
avoidance of pain

One of the first noble truths of Buddhism is the inevitability of suffering as an 

integral outcome of human existence (Hanh, 1999). As explained in Chapter 

1, the impetus for this research inquiry was my testimony that organisations 

are often experienced as places of suffering. Suffering in organisation life is 

ubiquitous and has many complex and varied presentations, encompassing the 

intrapersonal, interpersonal and organisational systemic realms (Lilius et al., 2011; 

Kanov, Powley, & Walsh, 2016). For example, worker’s rights are compromised, 

and exploitation abounds. Entrepreneurial ideas are diminished and criticised. 

Organisational restructure and downsizing result in people losing their jobs. 

Distressed survivors are left to grapple with their concern over their colleagues’ 

losses, along with their own job security (Dutton et al., 2014). Workplace culture 

initiation rituals include shaming and bullying. A team member is unable to voice 

their true feelings and concerns without fear of judgement. Blame shifting and 

rivalry ensues between departments responsible for customer service, resulting in 

inefficiency and critical errors. Bosses and workers become abusive under stress. 

Workplace injuries are sustained due to unsafe work practices. Miscommunication 
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occurs between co-workers and feelings get hurt. Employees are discriminated 

against because of race, gender or sexual orientation. Individuals are scapegoated 

and unfairly dismissed. 

My acknowledgement of the innocuous nature of suffering in no way assumes 

the negation of happiness that can be and is, generated through organisational 

life. Rather, accepting suffering as an inevitable by-product of organisational 

membership, for me provokes important questions. If organisational suffering is 

accepted as a fait accompli, how then do organisational members cope with the 

flurry of emotions that derive from this suffering? What happens to the anxiety, 

frustration, sadness, anger, pain, embarrassment and guilt that are at the centre 

of suffering? If these emotions are not given voice and appropriate expression, 

what is the result? Socioanalytic researchers privilege the role of emotions and 

emphasise the extent to which difficult emotions are present in our experience, 

and how well we can manage them. A socioanalytic perspective assumes that,

at times, we experience (such) feelings as too painful, threatening or 

uncomfortable to be admitted into conscious awareness. Instead they 

are consigned to the unconscious parts of our minds through a range of 

psychological defences that we are not even aware of using. 

(Sandler, 2011, p. 108)

Klein’s (1957) seminal work provides a perspective on how adults metabolise 

anxiety and other distressing emotions in relationships with others. Her work 

provides a propositional lens through which I explored the research data. Having 

its genesis in her research with babies and children, Klein conceptualised ways 

in which small children learn to psychologically tolerate anxieties and how these 

learnt responses, galvanised through childhood coping mechanisms, induce 

the management of difficult emotions as adults (Klein, 1957; Ogden, 1984; 
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Segal, 2004). Wholly dependent upon the needs of our mothers for survival, 

Klein proposed that, as children, we come to experience our mothers in two 

distinct ways. As one who nurtures and feeds us, and concurrently, as one 

who also deprives us of our needs. In the psyche of the child, the mother is not 

experienced as a complete person, rather as both a good and bad object. To 

cope with this tension of viewing the mother as being simultaneously good and 

bad, unconscious defence mechanisms, known as splitting and projection, are 

used to protect the child from the discomfort of their ambivalent feelings (Gilmore 

& Krantz, 1985; Harding, 2006; Wells, 1980). Klein (1957) proposed, when these 

unwanted feelings are split off, they are then evacuated from the child’s psyche 

through projection onto the mother. Having psychologically evacuated these 

feelings from the self, the child now unconsciously attributes these unwanted 

feelings to the mother, and consequently, mother becomes overly depended 

upon, and despised and feared, at the same time.

Splitting and projection is evidenced by black and white thinking in adulthood, 

which leads to the attribution of positive intentions or qualities only to 

oneself, whilst projecting negative intentions or qualities onto others. Aspects 

of ourselves that we find too uncomfortable to consciously admit to are 

unconsciously attributed to another. Sandler (2011, p. 32) defined projection 

this way: “When we unconsciously export an aspect of ourselves we are not able 

to tolerate consciously to another person or group, and then blame or criticise 

them for the fault”. The phenomena of ‘in and out groups’ presenting as ‘us and 

them dynamics’ in organisational life is an example of splitting and projection 

in practice. Klein (1946) named the processing of emotional experiences in this 

pattern as the ‘paranoid-schizoid’ position. The ‘paranoid-schizoid’ position 

shifts to a ‘depressive position’ when an individual psychologically develops and 

can recognise that both good and bad can mutually reside in the one person, or 

one group of people, simultaneously (Klein, 1946; Steiner, 1992). A socioanalytic 

interpretation of unpleasant organisational experience assumes then that 
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organisational members will most likely unconsciously employ projective 

processes to cope with the stress, frustrations and suffering they experience. 

Rather than taking a pathological stance on projective processes, socioanalysis 

assumes that projective processes form a functional part of one’s defensive 

and protective routines. All psychological defences have a rationale; they are 

designed to protect us from what we experience as threatening or distressing. 

A socioanalytic approach to understanding this phenomenon also assumes 

that, as adults, we oscillate between ‘paranoid-schizoid’ and ‘depressive’ states 

of mind (Halton, 1994, p. 305). Emotional maturation develops as we seek to 

work with the complexity of holding both the good and bad parts of a situation 

or person together and re-owning the split off parts as likely parts of ourselves. 

In Kleinian terms, the ‘depressive state’ involves the capacity to tolerate and 

work through strong emotions as they occur in real time. This allows us to see 

the ‘other’ in all their complexity, without resorting to splitting and projection 

(Nossal, 2007, p. 17). An embodiment of this capacity, I believe, is a marker of 

compassionate and courageous leadership. 

Social defences as cultural responses to 
managing organisational anxiety and suffering

Unconscious projective processes at a systemic level are referred to in 

socioanalytic terms as social defences. Social defences are evidenced 

through institutionalised patterns of thinking and behaving. They appear as 

rational social adaptations, enacted to protect organisational members from 

unpalatable feelings associated with organisational experience (Long, 2006b). 

Held in the unconscious layers of organisational culture, the drivers for socially 

defensive behaviours are challenging to uncover, and therefore difficult to 

change (Bain, 1998). 
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Lyth (1988) focused on the social defences in a nursing system at a teaching 

hospital in London in the 1950s. She emphasised the effect that the primary 

task of the institution has on the development and manifestation of psychotic 

anxieties and how this organisation unconsciously responded to defend 

against them (Long, 2006b). Lyth (1988) proposed that the nursing task 

necessitates intimate handling of sick and dying patients, thereby stimulating 

primordial unconscious conflicts relating to death and sexuality (Long, 

2006b). To manage the likelihood of these conflicts becoming conscious 

and interfering in efficient patient care, the hospital culture developed ways 

of accomplishing tasks and structuring routines that place a “social defense 

against these phantasies and the anxieties they arouse” (Long, 2006b, p. 283). 

Lyth (1988) vividly described a range of unconscious defensive mechanisms 

that were inculcated into nurses in training as part of ‘the way we do things 

around here’. Her hypothesis was that a range of behaviours enacted by 

hospital staff and systems employed by the hospital administration, were 

infused with defensive intent. Evidence of socially defensive routines 

included: depersonalisation and the denial of the significance of the 

individuals being cared for (e.g. “the liver in bed ten”, “the pneumonia in 

bed fifteen”); detachment and denial of feelings (e.g. “a good nurse doesn’t 

mind moving”), denying continuity of care by a dedicated group of nurses 

resulting in no one nurse or group of nurses being responsible for the care 

of any patient; reducing the burden and responsibility of decision-making 

by constant checks and counter-checks; purposeful obscurity in the formal 

distribution of responsibility (Lyth, 1998, Long, 2006b). Lyth proposed these 

behaviours and systems served to psychologically detach nursing staff from 

the intimacy of the work and acted as means to evade the anxiety of caring for 

sick and dying patients. Further study by Jacques (1955), Bain (1998), Gilmore 
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and Krantz (1985, 1990), Menzies-Lyth (1988), and Long (2006b), describing 

social defences at work in organisations, have solidified this concept as 

foundational in understanding organisation cultural dynamics. 

An example of a social defence I encounter regularly in my substantive 

role as an organisational consultant, is the deployment of employee 

performance management systems. In larger bureaucracies, these systems 

are software driven, accompanied by onerous and prescribed checklists, 

and characterised by highly structured performance conversations. On the 

surface, such processes are promoted as efficient and effective, promising 

engaged employees and productive outcomes. Understanding this as a 

social defence, however, I argue that systems compliance contains the 

inherent anxiety mobilised in face-to-face communications. As a researcher 

interested in unconscious processes and their impacts in organisational 

life, remaining alert to socially defensive possibilities as organisational 

phenomena in this study, became a critical part of my analytic task. 

Emotional holding and containment 

Emotional holding and containment are terms used to describe the therapeutic 

encounter between patient and analyst. Psychoanalytic theory refers to 

the concepts of holding and containing to express the parallel of how a 

mother allows a child to express disturbing emotions, whilst at the same 

time supporting the child so they are not overwhelmed by those emotions 

(Bion, 1959, 1962b; Winnicott, 1953, 1971). These terms also speak to the 

ways a mother handles her infant’s projections of painful, angry, unbearable 

feelings, by returning them to the child in a modified, contained way (Finlay, 

2015). Emotional holding and containment have both literal and metaphorical 



  T
h

e
 U

n
d

e
fe

n
d

e
d

 H
e

art    8
3

meanings and have application to enactments of leadership. Both these 

processes suppose ways of being and a quality of presence. A holding 

environment results in an emotionally facilitating space. This is evidenced 

by relationships of trust whereby organisational members feel safely held 

to express and work through disturbing and shameful emotions that are a 

by-product of their work. In a containing environment, emotions are free to 

emerge. They are normalised rather than judged. Distressing experience 

is empathised and worked with respectfully and creatively. Emotions are 

interpreted and digested by the group or the leader and, akin to Winnicott’s 

‘mother’, are returned to the group in a contained way. The work of emotional 

containment helps team members tolerate the distress experienced in 

their roles. The powerful experience of being held and contained supports 

organisational members to hold and contain their own emotions and become 

more resilient and compassionate (Finlay, 2015). 

The practices of emotional holding and containment are paramount to my 

practice as an effective facilitator and coach. I am constantly challenging 

myself to become more emotionally literate and resonant. As a researcher 

informed by socioanalytic method, I consciously sought to infuse these 

ways of being into my interview practice. This was done through my 

attention to creating the physical and emotional space of the interview 

encounter. I will speak further about this when I describe the interview 

method in Chapter 4.

The self as an instrument of research

This research provided me with a unique opportunity for introspective 

and epistemological reflexivity. Knowledge cannot be separated from me 
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as the knower (Allen, 2004), thus, becoming increasingly present to my 

own relationship with compassion, courage and leadership is an essential 

and important part of this study. Having an appreciation for how my own 

cultural identity, bias, and meaning-making processes inevitably affect 

my interpretations, without falling into the trap of becoming overly self-

referential (Weber, 2003), is an important part of this work. 

Socioanalysis welcomes and acknowledges the relatedness between the 

researcher and the research inquiry and attempts to use all that constitutes 

experience (the researcher’s thoughts, feelings, associations and reactions) 

as a potential source of research data (Long, 2010). Remaining present to, 

and working with and through my own responses was of utmost importance. 

Remaining curious too, about what was being stimulated in me through 

the research experience was critical. An approach known as bracketing 

also supported me to suspend temporarily the potency of my personal 

experience, my favoured opinions and judgements, by bracketing them in 

and out of the meaning-making process at specific junctures during the 

inquiry (Bednall, 2006). Bracketing calls for a spaciousness of mind and 

suspension of judgement at specific moments in the interview process and, 

at others, consciously bringing in my own felt sense of experience to support 

the co-construction of meaning with research participants. For example, 

during research interviews, it was important to bracket-out my own bias 

about what constitutes compassion, courage and leadership, to remain open 

to learning from a participant’s experience. As I analysed interview data, I 

bracketed-in my subjective experience to support my sense-making process 

and the emergence of thematic meanings. 

To ensure the research methods had a socioanalytic orientation, I 

consciously opened myself to the projections of co-inquirers. This means 
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I paid attention to what was being said, as well as my own and that of 

the research participants’ emergent feelings as the research activities 

progressed. In using myself as an instrument, I had to maintain a commitment 

to being present to the ‘here and now’ of the research experience. This was 

aided by a receptive mind that, as far as I could manage, suspended memory 

and desire (Akhtar, 2009; Bion as cited in de Gooijer, 2013), my emotional 

and intellectual openness to the experience of the research (Berg & Smith, 

1988), and my willingness to be thrust into the raw emotional experience 

of the research participant (de Gooijer, 2013). My feelings, thoughts and 

associations were given place at specific junctures in the data analysis and 

informed the formulation of working hypotheses.  

Using myself as an instrument of research meant that I understood my 

own responses as holding potential clues to the unconscious dynamics 

at work in my study (Humphreys, 2010). To support this openness, the 

practice of free association and a working knowledge of transference and 

counter-transference was essential. Free association is a creative process 

I regularly undertook. It involved me paying close attention to the feelings 

that were mobilised, and the impressions and images that arose within me 

as I considered the narratives present in the research data. Free association 

provided hints or clues about what appeared to be puzzling or troubling in the 

data and, at times, helped me find connections between seemingly disparate 

pieces of data, thus supporting the emergence of interview themes. This 

approach often facilitated the development of working hypotheses that were 

tested with research participants (Long, 2013). 

Transference is another phenomenon used in socioanalytic research and is 

characterised by the unconscious redirection of feelings from the research 

participant to the researcher (King & O’Brien, 2011; Sievers & Beumer, 2006). 
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An emotional response occurs or a ‘nerve is struck’ when the researcher says 

or does something that reminds the research participant of a person in their 

past. This creates an emotional time-warp that transfers one’s emotional past 

and psychological needs into the present. Counter-transference is defined 

as redirection of the researcher’s feelings towards the research system, or 

more generally the researcher’s emotional entanglement with the system 

(Sievers & Beumer, 2006). Counter-transference can be expressed in four 

ways: evocation of a specific feeling in response to the research topic or 

participants; emergence of fantasies during or after a research activity; dreams 

that indirectly or directly relate to the research; and through experiencing 

spontaneous bodily sensations during or after a research activity (Field cited in 

Egan, Booth, & Trimble, 2010). 

Winnicott (1994) proposed that attunement to one’s own counter-

transference is as critical as understanding the transference itself. My own 

counter-transference was captured through reflective journaling practice 

and via exploration with my socioanalytic supervisor. Journaling and 

supervision became containing functions for me and helped me regulate 

my emotions during the research inquiry. These activities never failed to 

stimulate fresh insight into participant responses or the feelings the research 

data was eliciting in me. Once transference and counter-transference had 

been discerned, I could then use these feelings in service of the research 

work and explore how they might relate to unconscious motivations, desires, 

or fears held at bay, or denied, by participants in the inquiry. Journal entries 

and my analysis of same in Book 3 exemplify this approach to data analysis. 

To assist me in discerning what dynamics belonged to me personally 

and what may find its place as belonging to the system, I maintained a 

commitment to a process of self-scrutiny (Berg & Smith, 1988). This was 
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aided by maintaining personally transparent relationships with my research 

support team: fellow doctoral students, my research supervisors, trusted 

colleagues and a gestalt-trained therapist.

Parallel process

The socioanalytic research process recognises the important effect of 

intersubjectivity and allows for the projective material between the researcher 

and research participants to be used as a way of working with the unconscious 

elements mirrored in the research system (Brown & Gilligan, 1992; Harding 

& Long, 2013). By way of example, Steele (cited in Gilmore & Krantz, 1985) 

suggested that the psychology of a client group can be observed by tuning 

into how consulting team interactions are enacted. For example, I was 

involved recently in a consultancy that required the support of a team in 

conflict. Consulting team meetings were often strained and conflictual, which 

was out of character for the way we normally conducted our business. Re-

imagining our experience through the lens of a possible parallel process 

helped us understand how our own consulting team dynamics were mirroring 

the dynamics of the system we had been called into support. The concept of 

parallel process is useful when unresolved or out of awareness dynamics of a 

research participant’s experience is re-enacted and played out in the research 

system (Parlett cited in Stevenson, 2008). Members of the research system in 

this inquiry were: myself as the researcher, my co-inquirers, LV, my supervisors, 

leaders of the doctoral cohort and fellow doctoral students. Being open to work 

with these phenomena in a transparent way by observing ourselves in the throes 

of a potential parallel process, is a hallmark of a socioanalytic approach. Without 

this medium, insight into the unconscious elements of co-inquirer experience 

may have been otherwise difficult to access. Gilmore and Krantz (1985) 
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suggested that parallel processes, if understood properly, can greatly enhance 

the interventionist’s ability to work effectively.

I will now progress from a theoretical frame to discuss the ethical considerations 

inherent in the research design.
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I firmly believed that if research participants were engaged authentically in 

the research process and given the opportunity to examine their own data, 

any learning and application for their workplace practice into the future 

was more likely to be embraced. For me, it was critical that both action and 

reflection were undertaken in collaboration with those who participated in 

this inquiry. A range of ethical issues therefore needed to be addressed to 

maintain the integrity of the work. Of equal importance to LV as the research 

sponsor and myself as the researcher was to:

• Be mindful that the research work would need to be positioned well in LV 

and make sense to research participants; 

• Provide opportunities for learnings to be created and shared between 

research participants and with LV as the sponsoring organisation; 

• Continually reinforce at each stage of the inquiry cycle and through our 

nuanced interactions, the collaborative nature of the work. This meant 

that the RRG, acting as agents for LV, retained the ability to shape the 

direction of the inquiry; 

Ethical  considerat ions

Aligned with the principles of collaborative inquiry, 

I positioned the researcher’s role as that of co-learner. 

It was important to me to support my co-inquirers to 

think and learn about their leadership in a new way, 

rather than participate as a clinical outsider

 imposing solutions from a distance. 
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• Openly discuss and agree to boundaries for issues of confidentiality; and 

• Take responsibility for the sensitive feedback of research data at key 

project milestones. 

This research inquiry was given ethics clearance through The MIECAT 

Institute, Human Resources and Ethics Committee. Co-inquirers were 

invited and selected from LV alumni. I have no dependent or unequal power 

relationships with these participants. Co-inquirers all participated voluntarily, 

based on individual willingness, interest and availability. Some participants 

elected to participate in multiple activities over the two-year time frame (i.e. 

a face-to-face interview, small inquiry group, email contact, membership 

on the RRG) and others, one activity (i.e. a face-to-face interview only). 

Communication with interview and small inquiry group participants occurred 

primarily through email conversations, along with  phone contact for 

administrative and scheduling matters. 

While it was not anticipated that participation in the research would be 

associated with any significant risks, I knew from experience that reflection 

on one’s work role can at times be confronting and difficult. I envisaged 

any psychological risks to be minimal or transitory and an integral part of 

the learning and reflective nature of the research activities. I needed to be 

prepared for expressions of anxiety, feelings of guilt or embarrassment 

that might arise for co-inquirers from thinking or talking about their own 

behaviour or attitudes on the topics of courage, cowardice, coping in 

stressful work situations, ethical dilemmas, compassion, and caring for 

others. These feelings were aroused for individuals in some interviews and 

inquiry groups. To provide appropriate boundaries for these emotional 

expressions, the interview trajectory, the way I held my role, as well as 
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my own compassionate and courageous presence became particularly 

important. I felt confident in my ability to provide an emotionally containing 

space where personally sensitive material could be surfaced and thought 

about. As a trained coach, facilitator and socioanalytic practitioner, I did my 

best to work at a pace that was led by my co-inquirer so they felt comfortable 

with the process. More will be said about this in Chapter 4, when I describe 

the interview methods. I understood my duty of care to participants and 

felt well-equipped to both ‘be with’ emotional responses and respond 

appropriately to them in the moment when they occurred. 

All co-inquirers, including RRG members and collaborating artists were 

made aware at the outset of the research, through an introduction to the 

Plain English statement, about the aims of the research, the subject of 

the inquiry and the likelihood that a range of emotions may be mobilised 

from their participation in the project. Confidentiality and other ethical 

considerations, such as gaining permission to record interviews or RRG 

meetings or film inquiry groups, reinforcing the option of stopping the  

recordings at any time, and gaining permission to use or make anonymous 

their identity in the reporting of research data, were all introduced at 

the beginning of each research activity. These issues were also verbally 

communicated and reinforced through the Informed Consent document 

that each research participant sighted and signed.

Individual and thematic interview data considered by the RRG was also 

de-identified to protect the anonymity of interview participants and small 

group inquiry members. In the written thesis, RRG members have also been 

given pseudonyms for consistency and as an additional step to protect 

their anonymity. 
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This chapter has acquainted you with the philosophical 

considerations that inform my research design. An 

overview of key socioanalytic concepts and their 

relationship to a collaborative inquiry research paradigm 

has also been discussed. My intention was to familiarise 

you with psychodynamic terms and theory that you will 

encounter throughout the ensuing work. Socioanalytic 

concepts are used to make sense of progress and regress 

on the research task. I have also discussed a range of 

practical and ethical considerations addressed to maintain 

the integrity of my research design. In the next chapter, I 

describe in more detail the research methods utilised. This 

will facilitate your understanding of how inquiry data was 

both generated and analysed.  

Summary and Segue
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Chapter 4: 
Generating insight: 
Research methods and 
data analysis  
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Introduction

In this chapter, I discuss the research methods 

employed as part of my research design. It is 

my intention to provide you with a foundational 

understanding of the methods and sense-making 

processes I used in this inquiry, in preparation for 

your reading of Books 2 and 3. 

Commencing with a brief précis of the methods, I progress onto a detailed 

discussion of each of these in turn, namely the research interview, inquiry 

group and RRG. I describe the aims and objectives of each of these 

methods, and discuss the approach taken as I facilitated these activities. 

Attention will then turn to the data analysis processes, including how I 

worked collaboratively with my co-inquirers and alone to organise and make 

sense of the data iteratively. I describe how I shaped the data thematically 

and generated insight through a socioanalytic adaptation of the Listening 

Guide method (Brown & Gilligan, 1992; Doucet & Mauthner, 2008). The 

chapter concludes with a description of a range of complementary and 

interdependent data interpretation processes used to generate insight 

throughout this inquiry. 
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Research method overview

Earlier in Chapter 2 you were introduced to my co-inquirers. For each group, 

different research methods were employed. Aligned with a collaborative 

inquiry research approach, the research design and methods selected allowed 

for a cyclical approach to data generation, reflection and action. The type, 

timing and number of activities facilitated were based on co-inquirer interest, 

LV’s resourcing capacity and my availability. The inquiry data was gathered 

over a 20-month period, using the following methods:

• Face-to-face interviews focused on eliciting participant experiences of 

compassion and courage and how this is reflected and embodied in  

their role-taking and workplace experience. A focused interview style  

was adopted. 

• Inquiry groups involved small numbers of co-inquirers meeting together 

with me. Our task was to consider and respond to a conceptual 

model I had developed to communicate different ways of expressing 

compassionate and courageous leadership based on interview data. Co-

inquirers were invited to participate via pre-meeting reflection processes 

and an emergent face-to-face inquiry. Additional data was co-created 

through participants sharing stories and experiences stimulated by and 

through the emergent discussion.  

• RRG collaboration occurred at key intervals over the life of the inquiry. 

The RRG made sense together of emergent themes arising from research 
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interviews and inquiry groups. They co-created and contributed to the 

development of working hypotheses, which I highlight in Book 3.  

The working hypotheses suggested a possible explanation for 

unconscious phenomena occurring between co-inquirers and the 

wider organisation or social system to which they belong. The working 

hypotheses were developed through an iterative process which I will 

describe more fully later in this chapter. The RRG dynamics and my 

corresponding intersubjective responses to the same also significantly 

influenced the ongoing direction of the research and shaped the 

emergent inquiry. This is aptly illustrated in Book 2, Chapter 5 where I 

describe feelings of anxiety and shame that were mobilised in me when 

RRG members responded to the words I had chosen to synthesise and 

communicate interview data. However, because I did not disclose these 

feelings and attempt to work with them overtly within the group setting, 

my feelings of vulnerability were exacerbated. This pattern of responding 

catalysed an inquiry into the shadow sides of courage and compassion 

and what this suggests for enactments of leadership. This theme is 

explored in Book 3.

Research methods in detai l

Interview method

Structured interviews are characterised by rigorous sets of questions, 

adherence to a prescribed structure and minimising diversions; a semi-

structured interview allows the researcher greater flexibility and the 

opportunity to respond in the present moment to what occurs (Barriball 

& While, 1994; Galletta, 2013). The semi-structured interview employs 

a qualitative method of collecting descriptive data, often in the form of 
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narrative and story. A focused semi-structured interview method was used 

as inspiration to develop a mode of inquiry that aligned with:

• the philosophical assumptions inherent in collaborative inquiry;   

• a socioanalytic approach to research; and 

• a means to utilise art based methods to inquire into and articulate 

diverse perspectives and participant experience (Casey, 2009). 

To ensure the interviews had a socioanalytic orientation, I made myself 

consciously open to the projections of respondents. I paid attention 

to what was being said as well as my own emergent feelings as each 

interview progressed. On occasions, my intersubjective responses were 

shared with the interview participant. In addition, my impressions relating 

to the dynamics between us were captured in real time, using field notes 

immediately following each interview (Harding & Long, 2013). 

A focussed, semi-structured interview method was selected as a means of 

collecting primary data during this study for several reasons:

• First, one of the strengths of this approach is that it provides a depth 

to the research data by allowing interviewees to talk about the subject 

in terms of their own frames of reference. This allows the meanings 

and interpretations of those being interviewed to be attributed to their 

experience (Galletta, 2013). This was especially important to me as I 

conducted the interviews at the outset of the inquiry. Consequently, 

remaining as open as possible to what might emerge was critical. 
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• Second, this method is well suited to exploration of perceptions, 

opinions, emotions and feelings, regarding complex and sensitive 

issues. The semi-structured format supported me as the researcher to 

enter, as far as possible, into the psychological and social world of the 

respondent. Providing open space for emerging thoughts and emotions 

to become present for both of us as co-inquirers, permission is given to 

probe for further information and clarifying areas of curiosity or seeming 

conflict (Barriball & While, 1994; Harrell & Bradley, 2009; Galletta, 2013). 

• Third, this interview approach complements one of the overarching 

methodological aims of collaborative inquiry which is to provide, in this 

case, opportunity for critical reflection on leadership practice. The hope 

is that this reflection may then lead to new or refined courses of action 

to be taken out of the interview room and into the workplace (Reason & 

Bradbury; 2001; McNiff & Whitehead, 2011; Huxham & Vangen, 2003).  

Seventeen interviews were facilitated, each of 75-80 minutes in duration, 

during February and March 2014. Four of these interviews were conducted via 

phone and thirteen face-to-face at LV, except for one face-to-face interview 

facilitated at The MIECAT Institute. As previously stated, I hoped the interviews 

would be a potential space where reflection and learning could occur, for 

both myself and the research participants. To this end, I took seriously my 

responsibility to create a ‘good enough’ holding environment in each interview 

(Winnicott, 1971). I sought to facilitate optimal conditions conducive to building 

trust and rapport between myself and my co-inquirer (Winnicott, 1971; Harding 

& Long, 2013). My commitment to remaining emotionally and psychologically 

present to the person with whom I was working, attending to the physical 

environment, and facilitating the interview trajectory in phases, contributed to 

our shared capacity to build trust and rapport with each other. 
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I continue to learn about and be inspired by McDonagh’s (2006, 2010a) 

ideas about ‘being (an) attendant’. The attendant ‘seeks to create the most 

favorable possible conditions - physical and meta-physical - conducive to 

Creative Contemplation; ‘where people feel safe to inquire and reveal of 

themselves, free of judgment’ (McDonagh, 2006, p. 186). To this end, one 

of the practices of ‘Being (an) Attendant’ that McDonagh (2010a, p. 66) 

describes is a “ritualistic attending to the physical site of the inquiry”, to 

imbue it with care. This practice I thought was particularly important, as the 

venue for most interviews was Old Treasury Place, the headquarters of LV. 

The venue was an imposing heritage building, rich in history, with the interior 

design formal and traditional. Drawing on McDonagh’s work for inspiration, I 

ensured that for each face-to-face interview the room had fresh air, natural 

light, essential oils burning, clean glasses, cold water and, when possible, 

comfortable chairs.

The objective of the interview was to thoughtfully elicit my co-inquirer’s 

personal narrative as it related to compassionate and courageous leadership. 

An interview guide (see Appendix 1) was prepared in advance to create 

some focus and boundaries for our dialogue, although strict adherence to 

the prepared interview structure was not followed in every circumstance. 

Questions were asked when I felt it was appropriate to ask them, rather than 

as the interview script dictated. This meant that I used the guide much like an 

aide-memoire and drew on a combination of prepared questions, as well as 

emerging questions that occurred because of my curiosity throughout the 

dialogue. As such, the wording of questions and indeed the sequence of each 

interview was not identical. I gave myself permission to ask questions, listen, 

remain silent, respond to or amplify key words or emotions that seemed 
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important. At times, I was moved to wonder out loud and free associate 

about the patterns of meaning that were emerging through the course of our 

inquiry. I encouraged my co-inquirers to join with me in these wonderings 

in the spirit of mutual learning (Heron & Reason, 1997, 2006; McNiff & 

Whitehead, 2011; Huxham & Vangen, 2003). In the socioanalytic tradition, 

there were also times when a co-inquirer’s narrative was thought and spoken 

about as being reminiscent of a systemic dilemma or opportunity. In addition, 

usually in our concluding reflections, the dynamics co-created between 

myself and the respondent were explored and stayed with as a vehicle to 

uncover additional layers of meaning (Harding & Long, 2013). At other times, 

this did not occur. Again, to emphasise, each interview had some similarities, 

and each had distinct differences according to what the research participant 

brought into the inquiry. 

Interview trajectory

The interviews aimed to create a reflective space where inquiry into 

participant experience of compassion and courage would occur. Our 

emphasis was on leadership and the exploration focused on how an 

embodiment of compassion and courage supported my co-inquirers’ 

ability to sustain themselves in the role. Ideas about what facilitates and 

inhibits compassionate and courageous action for leaders were explored, 

by thinking about organisation dynamics and the cultural barriers and 

enablers that exist within my co-inquirers’ respective organisations. In some 

interviews, ways to develop and sustain compassionate and courageous 

practices for leaders generally, were also canvassed.

McDonagh (2006, 2010a), in her research on arts-based reflective inquiry, 
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encouraged the research practitioner to pay close attention in designing the 

arc of inquiry, with the aim of stimulating a learning experience. Thoughtful 

design, according to McDonagh, will coax the mind of the respondent 

into a generative creative space. I was encouraged by McDonagh, whom 

I engaged as a specialist research advisor, to adopt a mode of mind that 

positioned me as an activating agent and enabler of contemplation. She 

coached me to conceptually frame and construct the interview inquiry 

through a progression of five movements. The intention of the movements 

was to facilitate an exploration of the inner world through to the outer world 

of experiencing, thus supporting different ways of knowing to become 

present though the interview process (Heron & Reason, 1997, 2006). I will 

now describe the five movements in more detail.

Movement 1: Beginning

I commenced each interview thanking my co-inquirer for their interest and 

participation. I restated the research aim, interview purpose and timeframe, 

ethics and confidentiality, ensured informed consent and provided an 

update on research status. Each interview was recorded. I also collected 

some background data from participants designed to help me locate them 

in their experience. This included the name of their organisation, what their 

role entailed and length of service in the role.

Movement 2: Reflection

I then invited each person in the face-to-face interview to participate in a 

reflection-based exercise using McDonagh’s (2010b) arts-based thinking 
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tools, known as Open Mind Open Heart cards. I elected to use the 

cards at the commencement of inquiry to signal the transition 

from the beginning phase of the interview into a reflective phase, 

with the invitation to the participant designed to coax their 

mind into a contemplative mode. The cards are positioned as 

“navigation instruments of and for the inner world” (McDonagh, 

2010b, p. 5). The intention of the cards is to support those who 

access them to become more mindful, with a focus on what 

McDonagh (2010b, p. 5) described as the “art of becoming - 

becoming more aware of the workings of the mind and heart and 

becoming more adept at self-leadership”. 

There are 48 cards, each containing a title, a visual metaphor and 

text, designed by McDonagh to speak either to matters of the mind 

or matters of the heart. A guide accompanies the cards, elucidating 

further insight by providing poetic text or questions designed to be 

read once the visual metaphor has been reflected upon.

Figure 5: 

Open Heart Card selection (face up). (Natalie McDonagh)  

(Photo taken by author, 2016)
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My practice in this movement was to invite the person to be seated 

comfortably and take a few deep breaths to relax into the experience. I then 

asked them the following question: What do you need to pay attention to 

today so you can make your best contribution?

After several moments, I invited them to centre their focus inward and then 

to draw a card randomly from the pack spread out in front of them, face down 

on the table. I encouraged them to contemplate the visual metaphor for a few 

moments and then turn to the companion guide to read the accompanying 

text matching their selected card. Participants were invited to reflect on 

what, if any, insight was being offered via the counsel of their card, and then 

respond verbally by sharing thoughts or feelings that were stimulated by 

their reflection. After thinking together about the potential insight of the card, 

I suggested we may like to hold this in mind as we continued our inquiry.

Movement 3: Implicit (presentational) knowing

In my initial contact with interview participants they were invited to bring to 

the interview a symbol of compassion and courage. The symbol could take 

the form of an object, a piece of music, a poem, anything of the participant’s 

choosing that captured something of what compassion and courage meant 

to them. This multimodal approach, I hoped, would support me in answering 

one of my research questions: How do artful ways of knowing add value 

to our understanding of compassionate and courageous leadership? My 

assumption in designing this movement was the understanding that symbols 

are infused with conscious and unconscious meaning. It was my hope that 

through their presentation this meaning could be amplified, and emotions 

and patterns mobilised by the symbol could be brought to the surface for 

greater thought. This method supports Taylor and Ladkin’s (2009, p. 55) 
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proposition that “Arts-based methods can enable participants to apprehend 

the ‘essence’ of a concept, situation, or tacit knowledge in a particular 

way, revealing depths and connections that more propositional and linear 

developmental orientations cannot”. 

I asked the participant to present their object in their own words and to 

describe how this symbolised compassion and courage for them. Additional 

prompt questions included: Why is this symbol significant for you? What 

emotions, thoughts or impressions arise for you now, when you reflect 

on this symbol? By bringing these symbols and the meanings attributed 

to them by my co-inquirers into our focused awareness, implicit knowing 

about compassion and courage emerged. This was aided by amplifying any 

metaphors discussed and through the process of free association.

Movement 4: Embodied (experiential) knowing

This movement focused on eliciting stories and narratives that aimed to 

uncover how co-inquirers take up their role in their organisations, as well as 

how they experience this role-taking cognitively, relationally and behaviourally. 

Ideas for these questions were catalysed through a doctoral cohort discussion, 

as well as a research coaching session with McDonagh in which I was 

encouraged to design interview questions that elicited a range of experiential 

and behavioural responses. I was also influenced by my substantive group 

work and Enneagram practice, which encourages leaders to tap into their three 

centres of intelligence (the head, the heart and the body), to see what might 

be known and revealed as the interview participants inquired of their thinking, 

feeling and action (Riso & Hudson, 1999; Chestnut 2008; Lapid-Bogda 2004, 

2007, 2010). The following prompt questions were used as a guide:
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• Turning our thoughts specifically to compassionate leadership in your 

context, where does compassion become most ignited/mobilised for you 

as a leader? What does compassion do for your standing/your authority/

your effectiveness as a leader in your organisation/community? When 

does compassion fade away?  

• What thoughts/feelings/behaviours would evidence compassionate 

leadership in action for you?  

• In thinking specifically about courageous leadership in your context: Where 

does courage become most ignited/mobilised for you as a leader? What 

does courage do for your standing/your authority/your effectiveness as a 

leader in your organisation/community? When does courage fade away? 

• What thoughts/feelings/behaviours would evidence courageous 

leadership in action for you? 

• Can you recall an experience you have had recently in your leadership 

role where compassion and/or courage influenced your response? 

What happened, how did you feel, what outcomes resulted for you, your 

followers, the organisation and the community/shareholders? 

• What is significant/unique about your organisation’s culture that might prove to 

be a challenge or create a barrier for you to be compassionate/courageous? 

• Reflection: What could your symbolic object have to say to you now to 

help you meet this challenge/resolve this tension? 

• What is significant/unique about your organisation’s culture that might 

enable compassionate and/or courageous leadership?
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Movement 5: Ending

The ending movement built in a final pause to exchange mutual reflections 

on the interview process itself, with participants being encouraged to 

reflect frankly on their experience and feelings. This movement, on many 

occasions, proved a significant opportunity for learning. It was then that 

specific reflections from the Open Mind Open Heart activity in Movement 

2 were revisited to inquire if the feelings or thoughts expressed remained 

resonant as the participant prepared to leave the interview and return to 

work. In addition, the next steps in the research process were explained, as 

was an invitation to continue to be engaged in the inquiry process.

Research Reflection Group (RRG) method 

A critical part of my methodological framework was the inclusion of a RRG. 

Incorporating the RRG into a collaborative inquiry research design would support 

the integrity of the research data analysis process. It did so by supporting me 

to become aware of any bias emerging through my own mental models and 

assumptions, as well as providing a space for RRG members to respectfully 

disconfirm my ideas, observations and working hypotheses (Humphreys, 2010). 

Given a collaborative inquiry methodology holds learning in mind for all research 

participants, I hoped that participation in the RRG might facilitate new insights, 

clarify thoughts, and foster compassionate and courageous action useful for 

the members in their substantive roles. To this end, as well as considering the 

research data in and of itself, RRG members were encouraged to draw on their 

own experience in leadership roles and use this in service of the group’s task.



  T
h

e
 U

n
d

e
fe

n
d

e
d

 H
e

art    1
07

My hope was that the RRG’s role would be to act as a collaborative, 

reflective group in which members would think together at a cultural 

and systemic level about the complexities and experiences of research 

participants as captured in research data and emergent themes and what 

this might mean for organisational life.  In this way their role was distinct 

from and yet complementary to interview and small group inquiry co-

inquirers, who were for the most part invited to reflect on individual lived 

experience alone. Over the course of the inquiry RRG reflections supported 

me to digest my experience as a researcher in ways I had not anticipated. 

The group dynamics which emerged as we worked together to consider 

primary data also supported an extended level of inquiry.

I also envisaged that the RRG would examine and debate the meaning of data 

and make sense together of the inquiry and its outcomes. This meant that 

at times, as I describe in Book 3, RRG members presented ideas and views 

which differed from that constructed by myself, interview and small group 

inquiry co-inquirers. You will note as you read, that at times I was successful 

in maintaining my curiosity about this difference and at other times I was 

not. From a socioanalytic perspective, where I focussed my attention, which 

views or voices I was aligned or misaligned with, and what I struggled to 

reconcile, either intellectually or emotionally became worthy of examination. 

As mentioned previously, my intersubjective responses to RRG contributions, 

particularly those I found disturbing or challenging were considered a valuable 

part of data analysis activity, pointing to potential parallel process. An example 

of this can be found in Chapter 9 when I am confronted with my own irritation 

at an RRG member’s proposal that the expression of empathy in the face of 

suffering was a barrier to organisational change. Using myself as a research 

instrument, this led me to form a hypothesis about the challenges leaders 

might face in the cultivation of compassion.
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Meeting processes

Over the life of the research project, the RRG met seven times for up to two hours 

each meeting. The first meeting was in March 2014 and the group continued 

to meet approximately once every three months through to September 2015. 

In addition to the face-to-face meetings, members also undertook reading of 

research summaries and findings between RRG meetings. RRG meetings were 

held at the LV premises in Melbourne, on dates that were negotiated with group 

members. Approximately two to three weeks before each meeting I would confer 

with Mike from LV, to share the proposed agenda. Following a review by him, I 

would then produce the final agenda and he would distribute this to the members, 

along with any preparation material. 

My preparation for each meeting involved the creation of a meeting guide to 

indicate what I wanted to explore. Whilst I very rarely referred directly to this or 

strictly followed this guide, it served an emotionally containing function for me and 

helped me manage my concerns about potentially drifting off track. Inevitably, for 

most meetings, I was far too ambitious and needed to adjust my plan to work with 

what emerged in the group. Each RRG meeting saw me attending to the physical 

space where the meeting would occur, imbuing it with care as was my practice 

with the interviews and inquiry groups (McDonagh, 2010a). 

 

Sense -making 

These decisions were influenced by how my own sense-making process was 

evolving, as well as the actual research activities, which were being facilitated 

concurrently. For example, RRG meetings one through four were facilitated 

in parallel with the research interviews and my preliminary thematic analysis. 
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During these meetings, I took the opportunity to present interview vignettes, 

including imagery, raw data and emergent themes to the group for further 

reflection and sense-making. The dialogue, questions raised and group 

dynamics that emerged over the course of these meetings were then used as 

further input to deepen my ongoing data analysis and shape the direction of the 

inquiry. This occurred in parallel with my writing. The timing of RRG meeting five 

coincided with the facilitation of the three small group inquiry group sessions, so 

a preliminary analysis of inquiry group data was presented to the RRG. Primary 

data collection had ceased by the time RRG meetings five through seven were 

facilitated. This allowed the group to take up threads of resonance from previous 

meetings and take the direction of the inquiry according to what was present 

for them. As an example, I will describe in Book 3 Chapter 10 how this occurred 

when the RRG extended the narrative of the small inquiry group concerning 

vulnerability as a liability for leadership role holders. Through RRG engagement 

with this topic, an alternative hypothesis was offered which proposed that the 

strategic expression of vulnerability by leadership role holders is necessary 

for the containment of organisational anxiety. The RRG’s development of this 

hypothesis is described in Book 3, Chapter 10. 

RRG dynamics as secondary data

From the outset, the RRG became a particularly important vehicle not only 

for exploring emergent data in an iterative fashion, but also as a place 

where group dynamics could be observed, experienced and analysed. 

The group’s dynamics, including how I approached and felt about my role-

taking as a researcher within it, provided me with a rich vein of material 

to create secondary data. As the meetings progressed, the ways in which 

the primary research data was being responded to by the group became 

significant. Group responses were revelatory, in that they appeared to 
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mimic organisation dynamics resonant with experiences shared by interview 

participants. For example, in the first RRG meeting the group seemed intent 

on distancing themselves from experiences of vulnerability and uncertainty 

interview participants shared with me.  This phenomena of ostracization was 

paralleled in co -inquirer organisations with their peers. In the socioanalytic 

tradition then, the relational and interactive qualities present in the RRG 

dynamics, such as splitting, projection and basic assumption dependency, 

thus became crucial and worthy of further inquiry. 

All RRG meetings were audio-recorded, allowing me the opportunity to re-

listen to the proceedings and re-experience the dynamics as I listened. 

For the most part I would listen to the recordings within several days of the 

meetings taking place. I then worked with the group data via various stages 

of the Listening Guide method, which will be described more fully later in this 

Chapter. This involved listening for RRG meeting plot lines, as well as recording 

process notes that included my own intersubjective responses to the group 

dynamics. Aligned with a socioanalytic approach, I would also make note of 

the range of contrapuntal or distinctive voices in the group. From here I would 

develop working hypotheses about unconscious dynamics and how these 

might facilitate or impede expressions and enactments of compassionate 

and courageous leadership. My insights were then shared with the RRG in the 

following meeting to facilitate ongoing data exploration and dialogue. These 

unconscious relational dynamics and what they signify for compassionate and 

courageous leadership will be further explored in Book 3. 

Small group inquiry method 

A collaborative inquiry paradigm is underpinned by the belief that that 

those involved in the research inquiry are best placed to both reflect on 
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and act within their own sphere of influence (McNiff & Whitehead, 2010, 

2011). To this end, small inquiry groups were selected as an appropriate 

means to stimulate further co-inquirer reflection on their organisational 

and leadership circumstances. Modelled on a focus group approach, the 

small inquiry groups facilitated in this study consisted of two to three co-

inquirers gathering together via a face-to-face meeting with me to deepen 

exploration relating to a specific element of the research data (Ritchie, 

Lewis, Nicholls, & Ormston, 2013; Berg, Lune, & Lune, 2004). The small 

groups were facilitated after the research interviews took place and in 

parallel with several RRG meetings. 

The small group inquiry design responded to my corresponding intention for 

data analysis. To this end, I wanted to gather data and narratives that: 

• Offered me as the researcher and my co-inquirers access to the way we 

understood our lived experience in compassionate and courageous leadership, 

and our individual common-sense understanding of the topics explored;  

• Provided discernment and potential insights into participants’ 

unconscious motivations; and 

• Supported the building of working hypotheses through a collective 

reflective process.

Kitzinger (1995, p. 311) proposed that an important benefit of small group 

research is that it is “particularly useful for exploring people’s knowledge and 

experiences and can be used to examine not only what people think, but how 

they think and why they think that way”. I was hoping, as Kitzinger (1995, p. 311) 

wrote, that small groups would “encourage research participants to explore 

the issues of importance to them, in their own vocabulary, generating their 
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own questions and pursuing their own priorities”. Central to socioanalysis is 

an interest in the presence of unconscious phenomena and how this affects 

a system’s functioning. From the outset, I was curious about the questions 

co-inquirers might ask of each other, what anecdotes they might exchange, 

how this might shed light on organisational phenomena, and where this might 

lead the inquiry. I was specifically interested in the content (what the group 

discussed and what was omitted from discussion) and the process (the 

emergence and evidence of group dynamics as co-inquirers encountered the 

material). An analysis of a combination of both the content and process would 

later contribute to hypothesis generation. 

Initially, my aspirations included a desire to compare differences in inquiry 

responses between leaders from the public sector, business and not-for-

profit organisations. I wondered if the differing organisational cultures might 

contribute to similarities and differences in lived experience of compassionate 

and courageous leadership. To this end, participants were invited via a personal 

email from Mike, from LV to attend cohort-specific small inquiry groups. This 

invitation yielded five expressions of interest. Further promotion of small 

group opportunities was made to research participants via a follow-up email 

newsletter, sent by myself. No further expressions of interest were received 

from this action. After some discussion with the RRG and separate negotiation 

with LV, I placed a personal phone call to each of the interview participants 

to gauge their interest in participating. Of the eleven participants I managed 

to contact, all expressed an interest in participating in the small groups, 

their schedules allowing. Two participants later withdrew due to a change in 

personal circumstances. This process of promotion, recruiting and follow-up 

took several months. I was eventually able to undertake only one small inquiry 

group with leaders specifically from the not-for-profit sector. My plans to 

engage business and public sector leaders in cohort-specific groups had to be 

abandoned. It proved too difficult and time consuming to coordinate scheduling 
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for those who elected to participate in cohort groups. Instead, I opted for 

group participants according to their scheduling availability, rather than their 

organisation type. Eventually I was able to schedule three small groups:

• The first with not-for-profit leaders had three participants, Myra, An Dung and 

Joshua (Rachel had registered her attendance, but was a last minute apology). 

• A second with Gabrielle, a business leader. (Dr Bianca had also 

registered her attendance, however she placed an apology the day 

before our meeting and I elected to continue with one participant). 

• A third with Fabienne, a business leader and Leanne, a public sector leader.

Small group inquiry trajectory

The small group inquiry focussed on:

• Exploring work in progress relating to a conceptual model I had 

developed describing different ways of knowing, being and doing 

compassionate and courageous leadership as discovered through the 

interview data; and 

• Using the work in progress, thinking together about how to develop 

and sustain compassionate and courageous practices in organisations 

and what this would look, feel and sound like in co-inquirers’ respective 

organisational environments. 

My aim was to facilitate space for a reflective conversation in which we would 

inquire into our collective experience through a mutual process of exploration 
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(Heron & Reason 1997, 2006; McNiff & Whitehead, 2011; Huxham & Vangen, 2003). 

To support this aim, I provided participants with preparatory material by email 

approximately ten days before the session. I invited them to spend around 30-45 

minutes to consider the elements of the model and reflect in advance on which 

elements were a part of their leadership practice, which elements were difficult to 

enact, and which elements they would like to develop to support them in their role. 

I also invited them to think about the supports they might need from a range of 

sources to cultivate these ways of knowing, being and doing. I invited participants 

to write down their responses and bring them along to the group to refer to if they 

chose. During the groups, I did not ask participants if they had completed their 

preparatory work. Some participants brought their written reflections and referred 

to them, whilst others did not. 

The small groups took place at the LV offices. I took up a ritualistic attending to the 

physical site, as was my practice in the interviews (McDonagh, 2010a). Each small 

group was scheduled for two hours and fifteen minutes. Like the approach I took 

in my research interviews, I prepared an inquiry group aide-memoire in advance, to 

create some boundaries for the process. However, I did not adhere to the plan on 

each occasion. Given my curiosity lay with what was to transpire in the interaction 

between group members, I wanted to see if I could manage a balance between 

guiding the conversation and allowing it to unfold. I commenced each small group 

in a similar fashion with introductions, as participants were all unknown to each 

other. I then gave a brief overview of the research aims and objectives and an 

update on progress. To set the scene for the discussion, I spoke about the ways 

I had worked with the interview data and how I had arrived at the conceptual 

framework that would be the catalyst for our inquiry on this occasion. Drawing on 

my facilitation practice, my intention in my introductory comments was to model 

in word and demeanour an openness and hope for a collaborative inquiry. Co-

inquirers then asked questions of clarification in the opening stage of the session.
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Table 2 Schedule of research activities

2014 2015

Research 

Activity

January 

-

March

April 

- 

June

July 

- 

September

October

- 

December

January

 -

March

April

 - 

June

July 

- 

September

Interviews

Research 

Reflection 

Groups

Small 

Inquiry 

Groups

Each small group progressed uniquely. Sometimes participants would begin their 

reflections spontaneously; other times I would pose a question designed to catalyse 

interaction and reflection. Whilst keeping the topic of the inquiry in mind, I encouraged 

participants to generate and explore their own questions, express ideas and share 

their experiences. The group was free to explore lines of inquiry that were relevant to 

them, stimulated by what was transpiring in the group at the time. As I had done with my 

interviews, I paid attention to the group dynamics, as well as my emergent feelings as each 

small group inquiry progressed. My association and impressions were recorded in field 

notes immediately after each small group session (Harding & Long, 2013).

To summarise, the research activities took place over a 20-month period and were 

scheduled as follows:
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Meaning-making: 
Data analysis and interpretat ion

Throughout the research inquiry I worked alone, and 

collaboratively with my co-inquirers, supervisors, and 

doctoral cohort to generate insights, discern themes, 

propose and refine the working hypotheses proposed 

in this thesis. A range of sense-making and analytical 

processes were used in an iterative fashion during this 

time, with many cycles repeated. 

I provide a high-level overview of the processes used to work with the data 

through each method and then progress to a description of the data analysis 

methods and interpretation processes in more detail. Specifically, I introduce 

the Listening Guide method (Brown & Gilligan, 1992; Gilligan et al., 2003; Doucet 

& Mauthner, 2008), which I adapted to include a socioanalytic orientation 

that allowed for a deeper analysis of the data. I also describe the role that the 

collaborating artists, my doctoral supervisors, the doctoral cohort, journaling 

and reflective space with a gestalt-trained therapist played in the data analysis 

process. My hope is that in doing so, you will have a clearer understanding of 

how I arrived at the themes and working hypotheses proposed and discussed in 

Books 2 and 3. 
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In Figure 7 on the following pages, I have communicated the processes used 

in a sequential fashion for ease of reading. However, it is important to note 

that, for me, the process of meaning-making, data analysis and interpretation 

was not as neat as this, nor was it limited purely to what I have outlined in 

the sequence. As you review the outline, I invite you to keep in mind that 

the design of the research allowed for several of these processes to be 

repeated, which meant that data analysis and interpretation was emergent 

and evolving. 
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Figure 6: High level outline data analysis and interpretation process

Working with 
interview data to 
discern themes

Listening Guide  
Step 1 

Listening for plot (process 
notes after each interview 

including free association as 
intersubjective responses to 

symbols and imagery)

Listening Guide 
Step 2

Creation of
 ‘I poems’

Listening Guide 
Step 3

Listening for 
contrapuntal 

voices  

Refinement of 
developing themes and 

working hypotheses based 
on multimodal exploration 
and sensitising concepts 
(propositional knowledge)

Multimodal 
exploration of 
synthesis of 

interview data 
with  collaborating

 artists

Listening Guide 
Step 4 

Sensing patterns 
emerging from data; 

distilling meanings through 
sensitising concepts and  

propositional knowledge (bodies 
of theory) and developing a 

working hypothesis
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Working iteratively  with  
small group inquiry data 

to discern patterns

Listening Guide - Step 1 
Listening for meeting plot

Make sense of RRG dynamics 
relating to small group inquiry data  

(make process notes after each 
meeting, use free association and 

arts based methods to surface
 and explore intersubjective 

responses to 
dynamics)

Listening Guide 
Step 3 Listening for 
contrapuntal voices 
in RRG narrative as it 

relates to small group 
inquiry data

Refinement 
of working 

hypotheses 
based on doctoral 

supervision 

Doctoral 
supervision - exploration 

and  development of 
working hypotheses using 
socioanalytic theories to 

confirm interview themes and 
RRG dynamics 

Listening Guide
 Step 4 Sensing patterns 

emerging from data; 
iteratively identify patterns in 
RRG group dynamics through 

sensitising concepts and  
propositional knoweldge 

(bodies of theory)
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An adaptation of the Listening Guide 
as a method for analysing data

The Listening Guide method informs the process of qualitative data 

analysis by proposing staged multiple listenings of a recorded group 

or individual interview. The staged listenings call the researcher into an 

intimate relationship with the subjective voice and experience of research 

participants (Gilligan et al., 2003). The method lays out three steps of 

sequential listening as a way of entering and coming to know another 

person’s inner world, in the context of the research relationship. The method 

is designed to guide the researcher’s attention to the subtle manifestations 

of voice implicit in the narrative. This approach assumes that in any individual 

participant’s narrative, there may be multiple voices speaking at once, 

some in harmony and some discordant. Each voice illuminates an important 

element of the research participant’s experience of themselves, their role-

taking and their place in the world. The method offers a way of tuning into 

the polyphonic voice of another person, opening the doorway to a rich and 

multilayered revelation for the researcher. 

The Listening Guide was developed by Brown & Gilligan (1992) in 

collaboration with researchers, teachers, artists and musicians as a 

sophisticated interpretive approach to facilitate working reflexively (Brown & 

Gilligan, 1992; Gilligan et al., 2003; Doucet & Mauthner, 2008). The approach 

draws on the contribution made by the psychoanalytic theories of Fairburn 

(1944), Mitchell (1988) and Winnicott (1960b), who all emphasised the layered 

nature and multiple voices of the psyche of an individual. This approach 

assumes that the self is socially constructed, that one’s sense of self is 

inextricably linked to our relationships with others, as well as our place in the 

culture we live in (Gilligan, cited in Kiegelmann, 2009).
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Rather than prescribing a fixed framework for interpretation, the Listening 

Guide offered a way for me as the researcher to relate directly to my co-

inquirer’s voice, becoming acquainted with the complexity contained within 

it (Brown & Gilligan, 1992). I was drawn to the method because, inspired by 

the work of Harding and Long (2013) on socioanalytic interviewing, I could 

envisage how the guide could be adapted to integrate a socioanalytic 

approach to research interview and group data analysis. A socioanalytic way 

of working would position the Listening Guide method as a potential means 

of eliciting the conscious and unconscious elements in the narrative, and 

how this elucidates the person’s experience of themselves in their role, in 

relationship with others. The Listening Guide method recognises the important 

effect of intersubjectivity and allows for the protective material between the 

interviewer/researcher/listener and the interviewee/research participant/

speaker to be used as a way of working with the unconscious elements 

mirrored in the narrative (Brown & Gilligan, 1992; Harding & Long, 2013). 

Multiple listenings may also reveal something of the dynamics contained in the 

larger organisational system. In listening for what is being said and not said, the 

inclusions, omissions, synergies and counterpoints, the usually hidden aspects 

of individual and group experience may be uncovered, allowing for deeper 

exploration and working hypotheses to be formulated. Brown and Gilligan 

(1992) stated that, 

Each of these steps is called “a listening” rather than a “reading”, because 

the process of listening requires the active participation of the part of both 

the teller and the listener. In addition, each listening is not a simple analysis 

of the text but rather is intended to guide the listener in tuning into the story 

being told on multiple levels and to experience, note, and draw from his or her 

resonances the narrative. (pp. 255-256)
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I will now introduce you to the steps in the method and explain my attempts at 

integration as I worked with recorded transcripts of research interviews, small 

group inquiry sessions and RRG recordings.

Step 1: Listening for the plot

The first listening I undertook was for the plot, for the distinctive features 

of each research interview narrative, or in the case of the RRG, the group’s 

psychological landscape. I listened for plot lines and stories, paying attention 

to repeated words and phrases, key images, metaphors and characters that 

I found to be striking. I tracked the voice/s, the tone and intonation: Who is 

speaking and to whom? What societal and cultural frameworks are referred to 

explicitly or implicitly? I also took note of the unspoken, to omissions, gaps and 

ruptures in the narrative. Interruptions, abrupt changes of subject and places 

where the voice falls off or shifts were also noted. 

In addition, in the socioanalytic tradition, I also tracked my own responses 

to the narrative in the first listening: What was of me in this story and in my 

reactions to it? What was of the organisational system? Doucet and Mauthner 

(2008) suggested that while tracking for central story lines, the first reading 

offers a practical guide for ‘doing reflexivity’. Gilligan, in conversation with 

Kiegelmann (2009) encouraged the researcher not to be silent, but to 

distinguish their voice early in the analysis. The researcher should examine 

how and where some of their own assumptions and views (personal, political 

or theoretical) might affect the interpretation of the respondent’s words, or 

indeed how this may affect how the researcher later writes about the person.
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At this point in the first listening, utilising a socioanalytic approach meant that 

I listened as well for the unconscious plot unfolding in the interview, inquiry 

group or RRG script. This is particularly important because the socioanalytic 

research process assumes that unconscious material will be present, both in 

the research narrative, and in the interviewer’s experience, and this material 

should be thought through as a potential source of organisational data. Referring 

specifically to socioanalytic interviewing, Harding and Long (2013, p. 100) stated: 

“Through transference and projections, the interviewer often comes to think and 

feel in ways that originate in the organisational system studied”.

Listening for the unconscious story was aided by my use of the technique of 

free association. Free association is the process of paying close attention 

to the feelings that are mobilised, and the impressions and images that arise 

within me as I consider the plot lines in the research narrative. I also recalled 

the dynamics that occurred between myself and the individual or myself 

and the group. I took note of the feelings mobilised in me as I conducted 

the research activity and again, as I listened to the recording. I made some 

preliminary observations and interpretations of group behaviour. What might 

the dynamics between the researcher and the individual, or the researcher and 

the group represent about the phenomena we are exploring together? What 

story do they tell about how organisations support or impede enactments of 

compassionate and courageous leadership?
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Step 2: I poems

The second step of the Listening Guide involved listening for the ‘I’, the 

spoken self, the first-person voice as it speaks in the research data. I selected 

sections of research activity recordings that I was most curious about and 

took each ‘I’ phrase (usually just subject and verb) that occurred and listed 

them in sequence (I want, I know, I don’t know, I think …). Brown, Debold, 

Tappan and Gilligan (1991) made the discovery that these ‘I’ statements often 

fall into a poetic tempo and can be turned into ‘I poems’, with section breaks 

marking the end of one rhythm and the start of another. Gilligan (1993) and 

Gilligan et al. (2003) proposed that these ‘I poems’ pick up an unconscious 

associative logic that runs under the rational speaking of the sentence. In the 

socioanalytic tradition, after I had created an ‘I poem’, I would also pause my 

listening and free associate as an additional means of potentially illuminating 

the unconscious data contained in the narrative. 

Step 3: Listening for contrapuntal voices

The third step involved listening for contrapuntal voices. This musical term 

describes a piece of music in which two or more melodies are playing at the 

same time. This listening helped me distinguish the different voices within 

each conversation and was used to great effect in exploring unconscious 

phenomena in the RRG dynamics. For example, I listened for the distinct voices 

that spoke to the research question, and identified their characteristic features 

(passive or active voice, first or third person, distinctive images or metaphors 

and emotional tone). I also listened for those voices that changed the subject, 

posed questions, or were mobilised with emotion. The counterpoint was the 

interplay of these different voices, images or metaphors within the narrative, 

and their relationship to the first-person voice. Using the RRG dynamics as a 
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further example, I would listen for the voices that RRG members aligned with 

themselves personally, or with the RRG as a whole, and which voices were set 

apart from the self, the interview participants or small group co-inquirers. I also 

paid attention to which voices expressed dissenting views. An example of this 

is when the group considered research data generated through the interviews. 

Some RRG members distanced themselves from what they classified as 

stereotypical narratives of research participants. In the socioanalytic tradition, 

these counterpoints, contradictions or disparities of voice are then viewed as 

paralleling tensions and those that belonged not only to the story teller, but 

also to the wider system they inhabited. Notes were then made at this juncture 

about what the contrapuntal voices might be representing and who might they 

be speaking for on the field of this inquiry. Details of these dynamics and my 

ensuing analysis is presented in Chapter 9. 

Step 4: Sensing patterns emerging from the data and developing hypotheses

The inquiry process is interested in both the construction and deconstruction 

of experience; simultaneously fascinated by the building blocks and the 

building (i.e. the parts and the whole that is greater than the sum of the parts). 

(Phillips, 2014, p. 15)

The preceding listenings (Steps 1-3) and my resulting analysis facilitated 

my attempts to understand the varying components of research data; the 

narratives; the plot; my intersubjective response; the emphasis and omissions; 

the unconscious associative logic of the ‘I poem’; what the narrative might 

reveal through the contrapuntal voices, and the conscious and unconscious 

dynamics present. To progress my analysis, my task then became one of 

looking for and sensing patterns of meaning to propose working hypotheses. 

The working hypotheses were developed through a process of pattern 
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identification and thematic emergence, aided by propositional knowledge, 

socioanalytic frameworks and bodies of theory applied as sensitising 

concepts (Harding, 2006). I have outlined these in Chapter 3, namely: systems 

psychodynamics (Gould et al., 2006); open systems and psychological 

boundaries (Alderfer, 1980, 1987; Miller & Rice, 1967; Morgan, 2006; Trist 

& Bamforth, 1951; Smith, 2013); unconscious dynamics present in group 

behaviour (Bion, 1961, 1962; Stokes, 1994; Wells, 1980); individual and group 

defences against suffering and anxiety (Klein, 1959; Lyth, 1998); emotional 

holding and containment (Bion, 1959, 1962; Finlay, 2015; Winnicott, 1953, 

1971); the self as an instrument of research (Allen, 2004; Egan et al., 2010; 

King & O’Brien, 2011; Humphreys, 2010; Long, 2010; Sievers & Beumer, 2006; 

Winnicott, 1994); and parallel process (Brown & Gilligan, 1990; Gilmore & Krantz, 

1985; Harding & Long, 2013; Stevenson, 2008). 

Providing the researcher with a referent parameter, Blumer (cited in Harding, 

2006) referred favourably to the use of sensitising concepts, such as those 

mentioned in the preceding paragraph, as ideas that generate general rather 

than definitive conceptual guidance for data analysis and interpretation. 

Sensitising concepts draw attention to important features of social interaction 

and offer ways of seeing, organising and understanding experience and 

research data. Charmaz (cited in Bowen, 2006) suggested that sensitising 

concepts should invite a deepening of researcher perception and a starting 

point for building analysis, not for evading it. Using the sensitising concepts 

as a referent guide, tentative working hypotheses were made iteratively as I 

worked with interview and inquiry group data, and with RRG members during 

our meetings. 

The formation of working hypotheses requires the application of abductive 

reasoning (Long, 2010) and this helped me make sense of the research data 
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as a whole. Abductive reasoning is likened to me taking my best creative 

and intuitive effort and proposing what the research data is revealing 

to me. This is based on an acknowledgement of the incompleteness of 

the evidence and interpretations I have at hand. Therefore, the working 

hypothesis becomes a thought experiment that requires testing with others. 

The development of working hypotheses occurs continually throughout the 

meaning-making process. I examined data from the multiple listenings and 

inputs to draw them together to produce a picture of what could be worked 

with. The multiple listenings and inputs facilitated a chain of evidence. This 

then became the basis for composing a working hypothesis. I view working 

hypotheses much like a sketch or an approximation of reality. This sketch 

was always tinged with the inevitable effects of my subjectivity. However, 

notwithstanding this limitation, working hypotheses suggest possible 

explanations of the unconscious phenomena occurring. In collaborative 

inquiry logic, these working hypotheses are then presented back to co-

inquirers for consideration. Applying socioanalytic theory to formulate a 

working hypothesis after multiple listenings gave this method a socioanalytic 

grounding (Gould, Stapley & Stein, 2006). 

The psychoanalytic methods advocated by Long (2010) for research 

interpretation and analysis, when integrated with the Listening Guide method, 

were used to great effect as I worked with the research data. The steps I used 

in this integrated approach included: 

• The distillation of patterns of meaning and themes from multiple listenings;   

• Discovering/identifying the transference/counter-transference in the data 

with support from my research supervisors; 
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• Interpretation through the lens of free association, socioanalytic and 

psychodynamic theory. Again, my research supervisors were very helpful 

in this regard, with Dr Jan Allen providing her intersubjective responses via 

paintings, ‘I poems’ and photos; 

• Developing working hypotheses; 

• Considering the next piece of data or listening, or undertaking the next 

interview or RRG; and 

• Adjusting or confirming the working hypothesis through an iterative cycle.

I will now turn your attention to the various other complementary and 

interdependent data interpretation processes I used in concert with the 

Listening Guide method and those mentioned above to generate insight 

throughout this inquiry.

Collaborating artists 

Thematic data was worked with multimodally in collaboration with 

improvisational actors. This approach supported me to explore compassionate 

and courageous leadership through presentational knowing (Heron & 

Reason, 1997). I have worked with improvisational actors previously in my 

substantive practice as a facilitator, and knew their methods would support 

data interpretation in a uniquely creative way. Their contribution to my sense 

making was significant because they were tasked with experimenting together, 

to make sense of the data intuitively and symbolically. Their approach to data 

interpretation was different to that of the RRG. RRG members were tasked 

primarily to support me to understand the research data through their own 
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lived experience of organisational life, their understanding of leadership 

theory, and what resonated for them from the inquiry data itself, drawing on 

experiential and propositional knowledge (Heron & Reason, 1997).  In contrast, 

improvisational actors have specific abilities in spontaneously creating 

interpretation of a narrative through group performance (presentational 

knowing). Described as “art in action” (Halpern, Close, & Johnson, cited in 

Stamatoplos, 2009, p. 65), improvisational acting draws on the actors’ skills of 

awareness, attentiveness, imagination and free association to co-construct a 

story in real time without the benefit of explicit coordination or pre-planning 

(Iurgel, Zagalo, & Petta, 2009). Given an idea, a series of words or a brief 

narrative, the actors simultaneously script, direct and play out a scene, building 

on each other’s ideas. Together they create a live retelling of the data through 

each actor making and accepting scene advancing offers. The actors do this 

through intersubjective responding. That is, placing themselves in what they 

imagine is the heart, mind or body of the protagonist and playing out different 

aspects of the story. Sometimes amplifying what they hear, at other times 

working with what is missing or appears contradictory. The improvised play of 

the actors was video-recorded to allow for ongoing reference and to support 

further data analysis. The data generated and the outcomes of this work is 

discussed in Chapter 5. 

In addition, I consulted with an arts-based thinker, Dr Natalie McDonagh. I 

engaged her to work with me at key points in the inquiry through individual 

research coaching sessions. I also participated in a retreat she facilitated that I 

hoped would enrich my research design and support my pedagogy as a reflexive 

researcher. The retreat focused on the development of mindfulness through 

art-based explorations; somatic work; symbolic and metaphorical thinking. 

Participating in this forum gave me valuable solace and supported me to reflect 

on how I took up my role as a researcher in the first year of this inquiry. 
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Supervision

Dr Joy Humphreys was my primary 

supervisor. Specialising in using 

socioanalysis as a lens to understand 

organisational dynamics, Joy supported me 

in integrating socioanalytic ways of working 

into my research design, data interpretation 

and presentation of this thesis. Joy and I 

commenced our supervision sessions in 

mid-February 2014 and then met monthly 

for our first year and at six-weekly intervals 

throughout the remaining years of my 

candidature. At a workshop facilitated early 

in the first year of individual supervision, 

I joined with Joy to co-create a picture 

that represented our felt experience of 

supervision. We thought out loud, shared 

associations and ideas as we sat on the 

floor and sketched the picture together. 

Supervision for us, we decided, was an 

emergent process of learning and support. 

It was very important for us to share our 

half-formed thoughts, our questions, our 

certainties, and for me (at least) to express 

my vulnerabilities. This research has at 

times mobilised some painful emotions 

and experiences in me that have been 

confronting, particularly in the first year 

Figure 7: 

Experiences of supervision, (Drawing, 

Lindy Amos & Joy Humphreys, 2014).
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of my candidature. Creating a safe and robust supervision container was 

our focus, as was strengthening our candidate-supervisor relationship and 

developing good boundaries so the research work could progress. 

It took some time, but as we entered our third year, we were developing an 

honest and collaborative relationship. We both felt more comfortable about 

working through our expectations of each other and speaking out when 

these were not met. 

Dr Jan Allen was my secondary supervisor. She was primarily tasked with 

supporting me to integrate arts-based modalities into the research design 

and data interpretation processes. Whilst I have had less contact with Jan, 

my experiences have been those of feeling contained and encouraged 

throughout the process. I was curious about Jan’s way of working. Jan’s way 

of supporting me to think afresh about the research data was to engage me 

in an intersubjective dialogue (Rumbold, Allen, Alexander, & van Laar, 2008). 

Our intersubjective dialogue involved me sending Jan pieces of my writing 

and her then responding to me by sending on visual images she had carefully 

created. These images were intended to communicate her impressions and 

resonance with the inquiry material. Upon receiving her images, I was invited 

to inquire of them and open myself up to new streams of thought or feeling. 

This process facilitated a jointly developed narrative between us, which 

added to my knowledge. Examples of our intersubjective responses and how 

this process supported my interpretation of inquiry material are presented as 

a series of reflections in Book 3. 

As previously mentioned, my supervisory relationships proved to be 

important vehicles for me to explore my role as researcher, consider a 

range of research methodologies, examine why I was pursuing those, 
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and contemplate previously unthought-of dynamics that were held in the 

research system. Given the research inquiry focussed in a large part on 

leader-follower relations and the dynamics mobilised in the intersubjective 

space, the supervisory relationship provided me with real time experience 

that I could draw on. This became especially useful when I swayed between 

feeling disturbingly incompetent and maturely able. The supervisory 

relationship showed me how easily primitive responses can be ignited in the 

leader-follower relationship, and was also a sober reminder of my valency 

for dependent and counter-dependent relationships with those in authority. 

Whilst I waxed and waned between feeling incompetent and dependent, 

fortunately for me, for the most part, my supervisors and I found ways to 

work compassionately with each other in the middle space, where no doubt 

both of our respective projective material at times became entangled. These 

dynamics too became a source of great learning, in as far as I could consider 

what was being given expression through the supervisory relationship, and 

how this might provide evidence of a parallel process.

Both of my supervisors in some way came to represent for me metaphorically 

what was calling to be integrated through my research inquiry: The head, the 

analytical, representing a quiet courage (my primary supervisor Joy); and the 

heart, the relational, representing a confident and resolute compassion (my 

secondary supervisor Jan). This is not to say that each woman did not also 

display compassion and courage in the opposite, but rather they led with their 

respective natural and professional gifting. Both supervisors then, because 

of what I imagined they represented for me, became integrative models for 

me to find my own unique compassionate and courageous voice through this 

research inquiry.
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Journaling

I was encouraged by Joy to keep a research journal and to regularly record 

my personal thoughts, concerns, success, frustration and dreams as they 

related to the research. The journal acted much like a clearing house, 

allowing me to empty my often jumbled thoughts and emotions onto paper. 

The journaling process gave me permission to write creatively and with 

limited self-censure. Writing in this way helped me hear my own thoughts, 

witness my feelings in unexpected ways, and often bought home to me just 

how affected I was by this research and how tender my feelings were in 

relation to this inquiry. At times, I shared my journal entries with my doctoral 

cohort, my gestalt-trained therapist and my research supervisors and this 

served not only to help me process my emotional experiences as a doctoral 

candidate, but also, critically, to discern what was of me and what was of the 

research system. In doing this, I was able, with their assistance, to discover 

where potential transference and counter-transference might be playing out, 

which contributed to the formation of several working hypotheses.

Doctoral cohort reflections

I have mentioned previously how the doctoral cohort provided support 

for me and prompted me to think again about the dynamics playing out in 

our research system. The cohort, through our work in progress sessions, 

provided an outside perspective that sometimes confirmed and expanded 

on the working hypotheses I proposed. The group played a crucial role in 

providing a good balance of perspective and challenge when I needed it, and 

provided an important place for me to bring the disturbing and unpalatable 

parts of my research experience for deliberation.
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In addition, they also provided me with a group to be with. At times, 

this doctoral group was very difficult to be a part of. Each member was 

working through their candidature and contributing to the cohesiveness 

of the group in varying and sometimes conflicting ways. My sense is that 

we were all doing what we could manage at the time. It was fair to say 

that in the first 18 months of the group’s existence, most of the members 

were struggling with self-doubt and anxiety, as well as significant 

professional and personal pressures. Sometimes I was overwhelmed 

with compassion for the challenges experienced by members of the 

group as they chartered the course of their doctoral experience; at other 

times I was self-protective and hard-hearted, only barely managing to 

tolerate my own anxieties. Sometimes I felt calmly courageous and could 

contribute positively to the group and at other times I was overwhelmed. 

All of this meant that I could examine my own responses to the complex 

dynamics that were activated within me because of group membership. 

With the support of my supervisors and gestalt-trained therapist I 

explored what, if any, resonance my experience of our group dynamics 

might have had for the research inquiry. It proved to be a substantial 

place of learning. 

Reflective space with a gestalt-trained therapist

Throughout my candidature I continued my regular professional practice 

of fortnightly reflective practice sessions with a gestalt-trained therapist, 

Dave. A gestalt relational perspective complements the methodological 

stance taken in this research inquiry in that it acknowledges the importance 

of mutuality, and assumes that people make sense of their world based on 
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their personal and unique perspective. As Phillips (2014, p. 1) stated: “Meaning 

is personal, context related and clarified through interaction”.

Having worked with Dave for several years and experiencing the benefits our 

work together in my substantive role as a facilitator, coach and consultant, 

it made sense to me that he would become an integral member of my 

research support system. These regular sessions provided a robust and 

enduringly safe space for me to talk about my life, my work, my research, 

my relationships and to see their interconnections. Gestalt’s present-

moment focus offered me the freedom to explore whatever was on my 

mind, and this in turn opened exploration of potential parallels between 

my present-moment experience and my research inquiry. Dave’s relational 

and compassionate presence has also supported me in reflecting and 

learning from my own leadership, both when I have considered it to be 

compassionate and courageous, and when I have found myself coming up 

short. This learning facilitated a deeper appreciation of research participant 

experiences, which contributed to my sense-making process.
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This chapter signals the conclusion of Book 1, a description 

of the research methods, sense-making, data analysis and 

interpretation processes. Aiming for transparency, I have 

provided you with a comprehensive overview of the research 

methods and methodological stance chosen. From your reading 

of Book 1 you are now familiar with the lines of inquiry, my 

research intentions, the research design, and the multimodal 

methods I utilised to gather, make meaning of, and generate 

insight from, the inquiry data. 

I invite you now to progress to Book 2. This volume of work 

provides an immersion into research interview data through the 

presentation of themes that communicate the lived experience 

of leading with compassion and courage. You enter this 

experience of leadership, firstly through the presentation and 

application of a conceptual framework that emerged through 

my analysis of interview data. This framework aims to capture 

the essence of both the constituent parts and the whole of 

participant lived experience of compassionate and courageous 

leadership. Book 2 then continues to a socioanalytic exploration 

of the psychic theatre of the leader, presented via three themes. 

Summary and Segue
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As you commence reading Book 2, it is important to note 

that the research data is not presented in a block and then 

analysed. Rather, I present data and analysis iteratively. 

The data is generated through the multimodal methods 

described in this chapter and understood using an extended 

epistemology of knowledge (Heron & Reason, 1997), including 

a socioanalytic orientation, which has been brought together 

uniquely in this thesis. 




