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ABSTRACT
This study investigates the usefulness of the personality theories of Hamegy in
leadership development. The Horney concepts examined are: (a) the basi; drxiee
real and idealized self, (c) the self-defeating cycle, and (d) the thogements of
people. The research questions guiding this inquiry are: Will professionalgevho a
willing to develop their leadership capabilities find the theories of Karendyarseful
in that pursuit? How can these concepts contribute to deeper self-awareness? How ca
deeper self-awareness generated from these concepts influence’a tkaddopment?

The literature review indicates that Karen Horney’s concepts are used by
leadership development practitioners but not being taught to leaders. The s@meept
introduced in a 1-day workshop, which allows a group of volunteer leaders to experience
and explore the concepts in a safe learning environment. Volunteers then contract to us
at least 1 Horney concept for 2 weeks on the job and report their results via a
semistructured interview. Interview data along with data collected Wwritten
postworkshop course evaluations are analyzed using a 6-step qualitative method.

While there is much written on what to practice and learn to become a leader,
there is not much written about the forces that prevent leadership growth and
development, how to recognize them, and what to do about them. The findings from this
study break some new ground in the usefulness of this approach in leadership
development research.

This research furthers the knowledge and understanding of leadership by
introducing a way of understanding the emotional drivers that help and hindeslepde

development. The research demonstrates that the concepts of Karen Horney ean be us



as a sense making framework for self-reflection and self-understandingpbats the
unconscious forces that prevent leadership growth. By doing so, aspidegslcia

addition to dealing with the outside, tangible obstacles to their leadership development
could also identify the internal obstacles, the forces that operate outrcvilageness

that are not so obvious, that prevent leadership growth.



Chapter One: The Problem

This dissertation documents an evaluative study of the usefulness in leadership
development of the theory of the idealized self as conceived by Horney. €aecles
focused on Horney's theories of the basic anxiety, the idealized self and the thre
movements of people. The study originally intended to assess whether the tvecgies
useful to leadership development practitioners and/or leadership learnergehdie
review of the literature in Chapter two provided me with an answer to the leg@dershi
practitioner question. Therefore the data collection addressed the secosdf this
inquiry only—the leadership learner.

The study employed a workshop design delivered to 12—-15 voluntary subjects
consisting of managers and professionals in leadership positions followed up by an
interview design to determine usefulness of the concepts taught. Usefulsedsfvwad
from the workshop participant’s perspective for how well the theory helped them
improve their leadership performance. The first chapter presents thgrdaodt of the
issue upon which the study is based, the specific problem addressed by the study alon
with its significance to the organizational change field and an overview of the approa
used.

Background

| will begin by relating a personal experience with the theories of K@ané how
this has inspired me to conduct this research. | will also share my thinking around some
possible lines of inquiry using her theories.

About 10 years ago | experienced a dreadful, prolonged episode of deep anger and

self-contempt. | struggled to understand where these feelings were coommgrfd why



| was feeling them. I luckily sought and obtained counseling which helped m#yident
and understand the source of my anger, but more importantly, the source of my self-
contempt. However, it was not until my doctoral studies in Organizational Charmge at t
Pepperdine University that | discovered the name of this thing that plaguedneear t
despair and negatively affected all my most cherished relationships. Theptootthe
idealized self, the search for glory and the resulting self-contemptrewezaled to me in
Points of Influencevritten by Segal and the name of Horney became a beacon for my
curiosity.

When | finally realized there was nothing wrong with me, that | wasn'ta ba
person, or a wrong person, | was liberated. | felt freer than | had evieefieie, but freer
from what? Was this the kind of freedom Wilber (2000a) speaks of as “simpiga Gk
freedom, a sense of release, a sense of not being bound” (p. 200). For Wilber, this sense
of freedom is the real self, the real you. For me, it really did feel likaSaexpanse of
Freedom and Liberation from the constrictions of identifying with these $ttbjects and
objects that enter the stream of time and are ground up in that agonizing torrent” (p. 202)
For me, those little subjects and objects were all the tyrarshoaldsbrought on by my
idealized self. Horney conceived of the idealized self as the actuadizdtan idealized
self-image (Horney, 1950), which is the product of one’s imagination. The toritoerW
(2000a) speaks of is what we typically call “experience, where subject aal obj
collide...like a punch in the face...where the self is...the battered self—it is utterly
battered by the universe ‘out there™ (p. 208). For me, | didn’t realize howddttevas
until it finally stopped and it was Karen Horney’s theory of the idealizédhsdlhelped

stop the battering.



Horney lived from 1885 until 1952. She was a student of Sigmund Freud and
practiced psychiatry in Europe and the United States. She founded the Ameritai@ Inst
for Psychoanalysis in 1942 and was a practicing psychotherapist until hend&@82i
She disagreed with Freud on the sexual focus of the unconscious and instead focused on
social and cultural forces as the main determinants of human behavior. Segal’s (1997)
summary of Karen Horney’s contributions capture the potential usefulness ofrker wo
Segal wrote:

Horney's pioneering identification of the real self identified the positiveefor

within individuals behind their psychological growth and development. Her

identification of the forces moving toward, against and away from people

identified the origins of effective and dysfunctional management styles. Her

identification of the ideal self also helps practitioners to identify and watk w

the roots of much dysfunctional organizational behavior. (p. 137)

Interestingly, the personality theories of Horney, a Freudian traineti@egist
who eventually rejected Freudian orthodoxy, do not inform to any substantial degree the
current organizational behavior literature as robustly as other post-Freudiamglznée
this is in spite of how much her theories contribute to our understanding of organizational
behavior. Segal (1997) wrote:

Karen Horney identified...aspects of our personality that have crucial impact

upon behavior in organizations. The real self is the basis for positive growth and

change, and the ideal self is the basis for much individual and organizational
dysfunction. Three movements—toward, against and away from people—are the

basis for much management style. ( p. 111)



A personal search on the ABI Informed and Pro Quest database for organizational
behavior and leadership literature as informed by the psychoanalytic secig} bf
Karen Horney turned up very little. A broader search on psychoanalyticaneds
turned up the usual sources—mostly Freud, Jung, the Klein, Jaques, Rogers, but there
was little mention of Horney. For as much as these “foundational” thinkers have
advanced our abilities to better understand humans in organizations, | find it curtous tha
we are not using Horney’s theories more substantially to enrich our understanding.
There was general agreement in the literature that self-awarenesstively
correlated to leadership effectiveness (Brown & Starkey, 2000; Diamanbadon,
2002). Building on that foundation, I thought it could likely be the case that an
understanding of the Horney theories could be translated into effectivesle@ader
behaviors. Perhaps a leadership development practitioner could use the theorgteslthe i
self in a leadership development context to promote leadership self-asgargtye
thinking was this: If self-awareness is so important, wouldn’t a deepeeress of the
motivations that drive behavior be more useful than an awareness of behavioral
preferences or habits, as we find in most personality self-assessmeritsW€aot cut
to the chase and look at the needs that drive behavior?
There is a maxim in organizational behavior circles which states we cannot
change what we don’t understand. | think the corollary of this is that sinvpleRess is
not enough, awareness must lead to understanding. Awareness of one’s style peeferenc
or awareness of others’ perceptions of one’s behaviors is certainly wogramkitthere
is much research that bears this out. What | attempted to inquire into wasrwhethe

introducing some novel concepts to leaders and leadership development practitioners in a



simple, easily understood way would help them understand themselves a ligtlesbett
that they could use this new self-understanding to become a better leader.
Definition of Terms

A brief listing of some terms used throughout this paper is beneficial to any
readers not familiar with the basic subject of psychology or Karen Horne. diétailed
explanations are present throughout in later chapters:

Anxiety—An intense emotional response caused by the preconscious

recognition that a repressed conflict is about to emerge into consciousness
(Anxiety)

o Depth Psychology—psychoanalytic approaches to therapy and research that
take the unconscious into account. Depth psychology explores the relationship
between the conscious and the unconscious and includes both psychoanalysis
and Jungian psychology (what is depth psychology).

o Developmental psychology—The branch of psychology concerned with
interaction between physical and psychological processes and with stages of
growth from conception throughout the entire life span (Developmental
Psychology).

o Experiential learning—a model of adult learning wherein a person engage
some activity, looks back at the activity critically, abstracts sonfeluse
insight from the analysis and puts the results to work (Pfeiffer, 1975).

e Integral theory—a theory of consciousness developed by Ken Wilber which
draws on the strengths of each of multiple psychological approaches, and

attempts to incorporate and integrate their essential features (Wilbey, 1997



Mental models—deeply held internal images of how the world works, images
that limit us to familiar ways of thinking and acting (Senge, 2006).
Narcissism—a personality disorder characterized by a pervasieenpatt
grandiosity, need for admiration, and lack of empathy (APA, 1994).
Neurosis—a mental and emotional disorder that affects only part of the
personality, is accompanied by a less distorted perception of reality tha
in a psychosis, does not result in disturbance of the use of language, and
is accompanied by various physical, physiological, and mental

disturbances (Neurosis).

Object relations theory—Psychoanalytic theory that originated witlamite|
Klein’s view that the building blocks of how people experience the world
emerge from their relations to loved and hated objects (Object relations
theory).

Psychoanalytic psychology—The branch of psychology emphasizing
psychodynamic therapy developed by Freud; an intensive and prolonged
technique for exploring unconscious motivations and conflicts in neurotic,
anxiety-ridden individuals (Psychoanalytic psychology).

Self-hate—the result of the central inner conflict between the realrgktha
idealized self; expressed as relentless demands on the self, seltiansusa
self-contempt and other self-destructive behavior (Horney, 1950).
Unconscious—The domain of the psyche that stores repressed urges and

primitive impulses (Unconscious).



Conceptual Approach

| will now explain the theoretical framework that was most salient $o thi
research. | will also offer some examples of how a person might expetiesee t
concepts in more concrete terms.

Horney’s psychoanalytic theory Thereal self. According to Horney (1950),
within every human is “that central inner force, common to all human beings and yet
unique in each which is the deep source of growth...(a) free healthy development in
accordance with the potentials of one’s generic and individual nature” (p. 17). She
identifies this as the real self. When humans have what Horney calls ‘thévora
conditions for growth” (p. 18)—an atmosphere of warmth, the good will of others and
healthy friction—a person grows in harmony with the real self. Shesfersead to it
variously as “this alive center” (p. 155) and “the original force toward/iddal growth
and fulfillment” (p. 158) and she concedes that while it may be “an abstract®n, it i
nevertheless felt and we can say that every glimpse we get dsitrfeee real, more
certain, more definite than anything else” (p. 158).

The basic anxiety. However, when these favorable conditions are lacking,
especially in childhood, humans develop “a profound insecurity and vague
apprehensiveness” (Horney, 1950, p. 18) and “a feeling of being isolated and helpless i
a world conceived as hostile” (p. 18), which Horney calls “the basic ahxpet$8).

Horney (1939) cites an example of an environment in which “the...free use of ensrgie
thwarted...self-esteem and self-reliance are undermined, fewstilfed by intimidation
and isolation” (p. 75). Horney’s example could easily describe many workplaces in the

world. She believed the foundation of the basic anxiety was laid in childhood but that it



develops into adulthood and also “underlies all relationships to people” (Horney, 1937, p.
90).

But unlike Freud, who believed the basic anxiety is sexually based, Horney
believed the basic anxiety is socially and culturally based. This cudtspalct is
important to understanding organizational behavior. When one considers the basis of
modern western culture (and more specifically business culture) one satss tlaited
in capitalistic competition for scarce resources. Horney concedes “Atherigctors in
western civilization which engender potential hostility, the fact that thiareuls built on
individual competitiveness probably ranks first” (Horney, 1950, p. 173). A competition
based culture results in a view of the world wherein business leadersgirettasee the
external environment as a hostile world to be conquered and exploited. This is
exemplified by Porter (1980), in his classic book on business str&egypetitive
Strategy: Techniques for Analyzing Industries and Competitorghich he suggests
managers view their organization’s environments in terms of five compeutieest or
threats: the threat of new entrants, the threat of substitute products, tempealries,
power of buyers and power of suppliers.

In his interview with Labarre (2000) Kostenbaum makes a similar obsmvati
capturing the tyranny of the idealized self in our economy. “What | calhéve-
economy pathology’ is driven by impossible demands—better quality, lower prices,
faster innovation—that generate unprecedented forms of stress” (p. 224). Tumal cult
hostility is such a pervasive part of our everyday lives that it takes no leapcotidege
how this hostility can awaken the basic anxiety, thus leading to the expressios aff

the three neurotic trends.



The three movements of people. According to Horney (1950), deep feelings of
helplessness and isolation in a hostile world demand a solution, a response to relieve thi
pervasive anxiety. Horney identified three movements that she describadatecne
trends or attempts to solve the basic anxiety. One can towaed people by seeing
oneself as loving and unselfish. This results in having strong needs for affextion a
approval. One can mowagainstpeople by seeing oneself as a tough and ruthless person
resulting in strong needs for power and to exploit others. A person canamvaydrom
people by seeing oneself as independent and self-sufficient. This creatgssteds for
privacy and independence.

All of these solutions help relieve the basic anxiety and the choices aibéerail
to all humans to use in a healthy way according to the situation; one exehcimesand
takes responsibility for the consequences. For example, one should be able to
accommodate when the situation calls for it, fight if necessary or to withainaw
appropriate. But there are those who use theses stances in an unhealthy waly primari
exhibiting one response across all their relationships. The person experienbesao ¢
Behavior becomes compulsive. According to Horney (1950), the unhealthy person is not
driving her own behavior—she is being driven by her neurbsisexample, a situation
may rightly call for compliance, but a person may respond by fighting or withuyaw
even though these may be nonproductive or dangerous responses for the circumstances.

Thetyranny of the idealized self. “Living within a competitive society, and
feeling at bottom—as he does—isolated and hostile, [the neurotic] can only develop an
urgent needo lift himself above othet¢Horney, 1950, p. 21). By using an artificial

solution (one of the three movements) to cope with others, genuine feelings and thoughts
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are silenced in favor of immediate safety. The more these real, |ldgifieedings are

silenced the more the real self recedes into the background, until it is no longer
accessible. Something else must come in and take its place. “Gradually and
unconsciously, the imagination sets to work and creates...an idealized image” (p. 22).
When this happens the chosen solution, whether it is movement toward, against, or away
from, people become glorified: “Compliance becomes goodness; love, sasitline
aggressiveness becomes strength, leadership, heroism, omnipotence; aloobmss be
wisdom, self-sufficiency, independence” ( p. 22).

There continues to be a natural desire toward self-realization, but thelfreal se
becomes a diminished self and in its absence, the idealized self takes over. HaBO@Y (
describes this self-idealization as the “comprehensive neurotic solutidzB)(@a
solution that not only satisfies the immediate need to resolve the basic amdetiake
one feel safe again, but it also replaces the real self with a much moeblgesalf, one
that is much more congruent with the values and expectations of a competitive @ulture
is a self-image driven by three all consuming needs: (a) the needffxtipe—in order
to achieve the idealized self-image the person falls victim to the “Tyrairnthe Should”
(Horney, 1950, p. 65); (b) a neurotic ambition for external success—a compulsive drive
for superiority inall things; and (c) a need for vindictive triumph—-to put others to
shame or defeat them through one’s very success,...to inflict suffering upon them—
mostly of the humiliating kind” (Horney, 1950, p. 24). These three elements make up
what Horney terms the “search for glory” (p. 24).

The self-defeating cycle. Within the search for glory there is a destructively

pathological cycle of impossible self-demands and loathsome self-contariiatriey’s
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(1950) view, the real self is not dead—it lies deeply dormant—as the ideadized s
imposes “a change in the course of the individual’'s whole life and development. It
infiltrates his aspirations, his goals, his conduct of life, and his relations \wehsd{p.
24). As aresult, in Horney’s view of the psyche, the real self must fight famitval:
“This indeed is the essential characteristic with every neurotis: &tewar with himself’
(p- 112). This internal war is characterized by what Horney describes astitiat‘aner
conflict” (p. 112)—self-hate, which | will describe below.

According to the psychodynamics of Horney’s (1950) model, a person’s &tkaliz
self, in order to prove its perfection, imposes a system of impossible shoulds, or
inflexible, irrational inner dictates that amount to the person believing nothing should be
impossible to achieve. There is no regard to the feasibility or the conditions mgdessa
the fulfillment of the shoulds. Because these demands are not grounded in rationality
they are almost always impossible to achieve. When a person experientasktbfs
achievement an anxiety arises. The blame for failure is placed on thelfeaidsresults
in a dynamic of self-hatred. The self-hate can lead to self-accusatioeskifiess and
incompetence, self-contempt or belittling, self-frustration by denyialgorgde in real
accomplishments. In Horney's view, the expression of self-hate is the eskeddmands
on the real self—demands for further perfection, which results in more impossible
shoulds, which results in more failure, which results in more anxiety, whichsresul
more self-hate. | refer to this set of relationships as the selftohefeycle.

The psychoanalytic theory of Horney (1950) was the theoretical frarkeyson
which this research was based. A person might experience these concepts of tee

real self—a feeling of natural, spontaneous growth; the basic anxietyelrayfef
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helplessness; the three movements of people—attempts to relieve anxietyabinge
submissively, aggressively or indifferently toward others; and theizédadelf—a
search for glory and a negative cycle of self-hate.

| will summarize the problem statement of this research by explaining the
problem being examined, the purpose of the study, and the research questions to be
answered by the study.
Problem Statement

There appears to be little to no overt use of Horney’s (1950) theory of the
idealized self in the organizational change field and specifically in tder&aip
development/self-awareness arena. It is not clear if Horney' thewaes/erlooked,
ignored or, perhaps, used tacitly. It may even be that these ideas have berrsigrevi
investigated and discarded. The intent of this study was to determine the usestiines
these ideas from two perspectives: the perspective of the leadership derglop
practitioner and the perspective of the individual wishing to develop himself offlzarse
a leader. | will refer to this second group as leadership learners.
Assumptions

In undertaking this research it was assumed that the general populationyhas ver
little knowledge of Horney’s (1950) psychological concepts and that theipantis in
this research would need an adequate immersion into the concepts in order fapartici
in the research. Because this research deals with concepts of depth psychology, any
consideration of the usefulness of these concepts was preceded by pastemgaging
in some process of self-reflection. Research volunteers were assubeedgen to and

comfortable with some level of introspection and were willing to engage imthis i
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workshop format with other willing participants. It was also assumed that people
interested in leadership positions are interested in acquiring and developiagiaa
abilities: they would be willing to put in some effort to achieve this andpiale in a
management club that focuses on leadership development would be there because they
are interested in becoming leaders and therefore would volunteer on that hssisnéd
that not all participants would find these concepts useful; therefore a nezmqismeence
was just as valid as a positive experience.
The Purpose of This Study

The purpose of this study was to test whether Horney’s (1950) concepts of the
basic anxiety, the three movements of people as a response to the basicthexiety
idealized self and the search for glory were useful to leadership developraetitioners
and leadership learners. For the purpose of this research the term usefubheasta
leadership capability. Horney’s concepts would be judged useful if they cannbassae
frame or tool by leadership learners for helping them improve theirrkdagdoehavior.
The Research Question

The following research questions were chosen to narrow the focus of thiyinquir
and to help guide the methodology for this research:

1. How do leadership development practitioners use the theories of Horney in
their practice?

a. Are they aware of Karen Horney’s ideas?
b. Do they use the theories explicitly or implicitly in their practice with
leaders?

c. If they don’t use the theories, why not?



14

d. Would they consider using the theories—and how?
This first question was answered by the literature review and is no longerod par
the data collection effort.
2. Will professionals who are willing to develop their leadership capabilitiels
the theories of Horney useful in that pursuit?
a. How can these theories contribute to deeper self-awareness?
b. How can deeper self-awareness generated from these theories
influence a leader’s development?
Overview of Methodology
The design for this research was originally intended to be conducted in two parts:
a design for the first question and a separate design for the second questioniefihe re
of the literature has answered question one about the use of Horney’s (1950) tlyeories b
practitioners interested in developing self-awareness and leadershipiatatiters.
Therefore the design for research question two was a workshop design. isipaats
were self selected volunteers utilizing personal and professional networks
Interview design. In order to collect data from leadership development
practitioners an interview method was used. The interview was a sedperoénded
guestions intended to elicit practitioner knowledge of and opinions about the theories of
Horney.
Workshop design The intent of this design was to create an experiential
workshop for volunteer leaders so that | could present Horney’s (1950) theotieplgs s
and as clearly as possible. The intent of the workshop was for participants tetamdier

Horney's core ideas well enough to test them against their personal and workreogser
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and determine their validity and usefulness. The data collection involved several
methods: (a) post workshop assessment using paper and pencil instrumetus, and (

follow-up interviews with workshop participants.
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Chapter Two: Literature Review

The theories of Horney will be the central focus of the literature reviearder
to develop a conceptual foundation for this research, various theoretical postwel a
as existing studies which address leadership, self-awareness arupowrehl
psychology will be reviewed. Conceptual and operational definitions of key ideas and
concepts will also be included. This approach to the literature will diete o what
extent the study of Horney’s theories is meaningful, relevant, and sagtifio the field
of leadership development.

Background

The application of the applied behavioral sciences contributes in important,
meaningful ways to understanding human behavior in organizations, and Hersey and
Blanchard (1993) define the basic unit of behavior as the actions of people. Segal (1997)
emphasizes the importance of individual psychology in the organization: “Theories of
personality, explicitly or implicitly, have always been important for ¢heko work in
organizations. It is impossible to work with people in an organization without some idea
of how and why they behave as they do” (p. xi).

Recent research confirms the value of applying psychological constructs to
organizations. Brown and Starkey (2000) identified a link between organizationatyidenti
and organizational learning and, in so doing, have demonstrated how a knowledge of the
psychology of organization members can help in understanding organizations better
“Psychological, and especially psychodynamic, approaches to organizatias staiali
yield insights into collective behavior.... organizations can be understood usefully in

terms of the psychology of the participants they are composed of” (p. 114). Brown (1997)
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shows how a “psychoanalytic concept could be applied at the collective |¢veltvi
reification” (p. 63) and that “organizations exist in the minds of their nees)
organizational identities are parts of their individual member’s identities, and
organizational needs and behaviors are the collective needs and behaviors of their
members acting under the influence of their organizational self-imgges5@). Still
others (Carr, 2000; Staw, 1991) endorse and advocate for the usefulness of
psychodynamics in understanding organizational change and the relevance of
psychological theories in explaining organizational actions.

Psychological theories broaden our understanding of not only organizational
behavior in general but also one of the most critical behaviors in organizations:
leadership, which as Bennis and Nanus (1985) point out is “the central ingredient to the
way progress is created and to the way organizations develop” (p. 19). Northouse (2004)
defines leadership as “a process whereby an individual influences a @iodjvioluals
to achieve a common goal” (p. 3).

The literature on organizational behavior is richly informed by the workeafdsr
Jung, Rogers, Klein, Bion and many other psychological theorists. These theegies ha
become the basis for discussions of organizational and leadership behavior. The Myers
Briggs Type Indicator uses the Jungian theory of psychological type (81i@t03); the
work of Melanie Klein is used to explain unconscious defenses against anxiety
(Schwartz, 1990) and Wilfred Bion is often cited when discussing the unconscious
elements of group behavior (Segal, 1997).

The psychoanalytic work of Horney is the focus of this research. A

psychoanalytic framework, according to Renshon (2004), consists of four coratsteme
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(a) the existence and operation of unconscious motivation; (b) the idea that agperson’
internal and interpersonal psychology develops and consolidates over time;ideeathe
that the process of consolidation results in patterns of choice that reflectrinte
psychology, and that these choices are discernable if one pays closeratteatieader
over time and circumstance; and (d) that these patterns of internal and saegber
psychology develop in relation to each other, and together form a package tlsat is be
understood as a person’s character psychology.

Chapter one presented a brief review of the major theoretical constructs
developed by Horney. The question posed in this research focuses on Horney’s theories
and on the development of leaders. At the core of Horney’s theories and leadership
development is the assumption, as stated by Renshon, that people grow and develop
psychologically over time. Therefore a review of the literature afrtbe of human
development will be considered.

Theories of Human Development

Horney's developmental approach to human psychology is foundational to more
current human developmental models including developmental consciousness.
Developmental consciousness is defined by Kegan (1994) as “the forms of meaning-
regulation, the transformation of consciousness, [and] the internal experiencgeof the
processes” (p. 7). Developmental psychology is defined as the branch of psychology
concerned with interaction between physical and psychological processesghasihges
of growth from conception throughout the entire life span. Wilber (1997) notes,
“Developmental psychology views consciousness not as a single entity but as a

developmentally unfolding process with a substantially different architeatieach of
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its stages of growth” (p. 2). Kegan (1982) and Wilber (2000a) both assetid¢hzsis
for consciousness theory is object relations theory. Ingram and Lerne) (k2 the
case that Horney’s theories fit in the object-relations branch of psychélogyey
(1939) wrote of the “organic development” (p. 44) of the self, which fits thégjoay of
concepts nicely. Horney has been known as a depth psychologist and according to Wilber
(2000a), “Consciousness and depth are synonymous. Consciousness is simply what depth
looks like from the inside, from within” ( p. 37). Literature relating to Horaey’
psychology of human growth will be explored along with the literature of othesrturr
scholars of human developmental theory, including Kegan and Wilber. The role of
anxiety will also be examined as well as the impact of culture in human developme
The Human Growth Psychology of Horney
Literature addressing Horney’s theories of human growth and developmient wil
be reviewed here along with research articles or dissertationsrfgarsicontributions of
Horney to the general field of psychology as well as other applications wihler
Horney is identified as a member of what has become known as Third Force
Psychology. Powell (1991) wrote:
Third Force psychology provides a view of human nature at odds with that of the
Freudians and the behaviorists. This differing view of human nature can be
described in a number of ways—as being optimistic, more holistic, finding within
man a more complex hierarchy of inherent needs and values. (p. 8)
Cassel (2001) further notes, “Third Force Psychology...is characteritaings person
centered’ in nature. The basic characteristic for change in Third FordeoRsy¢are

planned to be internal in nature, and to be created and implemented by a thinking and
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planning individual” (p. 132).

Abraham Maslow is considered a third force psychologist and is widely known
for his hierarchy of human development culminating in a “self-actualizectif@d in
Hersey & Blanchard, 1993, p. 35) human being. Paris (1998) points out that Horney’s
theories “are entirely compatible with those of Abraham Maslow, who wagided by
her. Both theories are based on the idea of a ‘real self that is the objeettof lif
actualize” (p. 24). Maslow focused on what human beings need for healthy growth while
Horney focused on what happens when these needs aren’t met. “The theories of Horney
and Maslow are complimentary and taken together provide a more comprehensiee pict
of human behavior that neither provides by itself” (p. 24). It should also be noted that the
Maslow hierarchy is often taught to managers and leaders and is considerethalsta
theory in traditional leadership education and training.

Another line of thought (Ingram & Lerner, 1992) makes a case for considering
Horney as an object relations theorist. Object relations theory is “a fahthgories
having a common denominator, namely, the view that the personality is structured as a
function of early relations with significant others and that subsequent deveibleads
to adaptation and modification” (p. 37). By identifying commonalities to “sicpuifi
object relations theorists” the authors argue that Horney’s work stands solitdyoomi
as object relations theory.

Horney's theories of human growth conflicted with the accepted Freudianethe
of her time. “Because of its criticism of Freldgw Ways in Psychoanalysisade
Horney infamous among orthodox analysts and led to her ostracism from the

psychoanalytic establishment” (Paris, 1998, p. 1). Horney theorized about thékstage
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nature of human development and this conflicted with Freud’'s “mechanistic’ofiew
development. INew Ways in Psychoanalysigritten in 1939, Horney (1939) observes
that development proceeds in “evolutionistic” (p. 42) stages. She wrote:
Things which exist today have not existed in the same form from the very
beginning, buhave developed out of previous stafiiedics added]. These
preceding stages may have little resemblance to the present foriig pregsent
forms would be unthinkable without the preceding g¢italscs added]. (p. 42)
Current scholars continue to find value in Horney’s view of human development.
Smith (2007) assessed the theories of Horney against their usefulnedsémity
psychology and concludes, “Karen Horney offers us...a glowingly human set of
constructs...a positive, growth-minded and open system” (p. 66). Smith sees
compatibilities with attachment theory, self-psychology, inter-subjégtand the person
in the environment. She states, “Many ideas currently circulating in the psyiclabkd
psychoanalytic communities have correspondence with the theories put forth hy Kare
Horney during the first half of the twentieth century” (p. 57). Paris (1999a) pmints
how the later theories of other self theorists, such as James MastersunKbtaut, D.
W. Winnicot, Alice Miller, and R. D. Laing have much in common with Horney’s
theories. Self theorists, according to Baumeister (1999), can be understood as schol
concerned with four major problems of the self: knowing and conceptualizing the self
defining or creating the self; understanding one’s potential and fulfilligd;relating

the self to society.
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Since Horney’s developmental approach is fundamental to current thinking,
which includes developmental models of consciousness, a brief review of tharieria
other developmental theorists is appropriate. Two contemporary developmeniatgheor
whose theories encompass the work of many of the classical developmentatstzgeri
included: Robert Kegan and Ken Wilber.

The developmental psychology of Robert Kegarmhe core of Horney’s
conception of human growth is the real self. For Robert Kegan the self is alsodhe f
point of his developmental theory, which is based on the cognitive-development theories
of Jean Piaget. Kegan (1982), in his bddle Evolving Selfpresents a theory of,

...human being as meaning making...exploring the inner experience and outer

contours of our transformations in consciousness throughout the lifespan...a

theory of the psychological evolution of meaning-systems or ways of knowing, in

short, a theory of the development of consciousness. (p. 6)

Kegan'’s theory, like Horney’s theory, relates to human development as
experienced from the inside. Kegan (1994) defines psychological growth as “the
unselfconscious development of successively more complex principles for organizing
experience” (p. 29). Discussing the environmental requirements for healthghgro
Kegan, like Horney, recognizes the necessity of favorable conditions. Ketgs) sta
“People grow best where they continuously experience an ingenious blend of support and
challenge; the rest is commentary” (p. 42). This ability to evolve into peitee
meaningful meaning-making depends on the same factors Horney postulated in 1950—a

combination of good will and healthy friction of others.



23

Whether it is called growth or development, Kegan, like Horney, advocates a
concept of evolution. Kegan (1994) defines the psychological meaning of evolution as:
A lifetime activity of differentiating and integrating what is takersel$ and what
is taken as other...[and that s]ubject-object relations emerge out of adifelo
process of development: a succession of qualitative differentiations offthe sel
from the world, with a qualitatively more extensive object with which to be in
relation created each time. (pp. 76-77)
This lifelong evolutionary activity “involves the very creating of the objact (
process of differentiation) as well as our relating to it (a process gfatien)” (Kegan,
1982, p. 77). According to Kegan, this lifelong activity of differentiating (seibject)
from other (object) occurs in a series of stages or “evolutionary truces” (p. 82) tha
“establish a balance between subject and object” (p. 82). According to Kegan’sawvoluti
of consciousness theory, people go through a lifelong process of moving between these
stages and as they do, this growth, this development of the self from one stage tt the nex
creates psychological tension.
Kegan (1982) emphasizes the vulnerability of the self during theseitaasnd
since these transitions occur throughout a lifetime there is a lifetimercdrability. As
the self emerges from one stage and begins to embed into the next stage the p&son beg
to feel the effects of this motion, this stress on the tension between self andetan
describes these effects as a sense of “loss—anxiety and depressiorss disti&2)
understood and felt by the person as “a separation from myself from whadl sty
becoming the old me, from which | am not yet sufficiently differentiatedtegrate as

other” (p. 82).
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Kegan (1982) and Horney (1950) appear to have in common a deep appreciation
for, yet a slightly different understanding of, the anxiety produced by theopevehtal
process of moving from one stage of consciousness to the next—the process of human
growth. Kegan views this psychologically traumatic experience—thiadseof
isolation, self-alienation, anxiety and depression—as the terms of evolutionusiabe
negotiated at each step of development. He recognizes these basic arsirtesable
and necessary if a person is to grow.

Kegan (1982) identifies and articulates the process of growth, whereas Horney
(1950) focuses on the forces that work against growth; when the terms of the
evolutionary truce are broken. Their theories appear complimentary and wheteoehsi
together they give a more comprehensive picture of the human in the act of being tha
either gives by itself.

Kegan’s (1982) theory of human development has generated a body oflresearc
and practical application. Kegan'’s theories are the basis for margrdaguresearch
studies. Several representative studies are presented here.

Collyer (1996) proposed two distinct forms of leadership, inclusive and
independent, and that leaders aspire to one or the other form. Relative to each form of
leadership is a unique orientation of self that reflects both a person’s stage of
development and leadership form. This orientation and the projected leadership are eithe
encouraged or discouraged by the surrounding social structure. Adapting the work of
Kegan, Collyer used the subject-object methodology for determining theatesea

subjects’ stage of development. Hypothesizing that a discouraging soaalist would
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manifest as regressed stage development, Collyer could find no evidence ofréssagg
development.

Benay (1997) looked at how leaders think and create meaning in their roles by
exploring the connections between concepts of transformational and transactional
leadership models, double-loop learning, and social cognitive development. Eighd leade
were assessed using Robert Kegan’s subject-object interview and ancthkecagnitive
tool. The results of her study suggest a relationship between the cognilepteental
level of the leaders as measured by Kegan'’s stages and their transioaihiaddership
abilities.

Focusing on women students’ leadership experiences from the perspective of
Kegan’s developmental psychology, Spillett (1995) proposed a theory of leadershi
development for young women leaders emphasizing a developmental agenda in the
interpersonal domain. Her research, conducted on 13 student leaders and using multiple
interviews over three months, focused in particular on five student leaders whHedevea
developmental difficulties in three content areas: delegating tasks tbergraxpressing
disagreement with others, and negotiating their relationships with colidfgerides. Her
findings suggest that social expectations for the role of women often confhdaheitole
of leader and that in order to progress from one developmental level to the next
leadership development might include “becoming aware of, taking perspective on, and
eventually relativizing and integrating these conflicting demands” (p. 275).

The developmental work of Keegan (1982) was inspired by the cognitive
developmental work of Jean Piaget which has also inspired the work of American

philosopher Ken Wilber who has taken the stage work of many theorists and synthesized
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it into a far reaching model of human growth and consciousness development called
integral psychology.

The integral philosophy of Ken Wilber. According to Wilber (2006), the whole
point of the integral approach is to find the “critically essential keys to hunoarilg
based on the sum total of human knowledge...[it uses] all of the world’s great traditions
to create a composite map, a comprehensive map, an all-inclusive or intggr§b nt
of human development.

Wilber (1997) created a four quadrant model to represent the four domains of
human development and the hierarchy of developmental stages in each quadrant. The
model includes an interior (subjective)—exterior (objective) dimension and the
individual (intersubjective)—collective (interobjective) dimension. The domatheof
individual interior is the consciousness quadrant; the domain of the collective irgerior i
the cultural quadrant. These two domains constitute the left-hand side of the four
guadrant model. The domain of individual exterior is the behavioral quadrant; the domain
of collective exterior is the social quadrant. These two domains constitutghtveaind
side of the model.

Wilber (1997) sought to include as many of the great developmental
psychologists as possible into his integral map. The map is indeed a stage ddesieaf m
human development culled from a wide variety of stage theorists from botmeastst
and across time to include premodern, modern, and postmodern sources. Wilber's model,
“creates a comprehensive template for the stages of personal development to be

constructed” (Cacioppe & Edwards, 2005, p. 88).
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Wilber’'s (2000a) integral theory has been used in a variety of applications,
including business strategy (Landrum & Gardner, 2005), organizational change
(Edwards, 2005), community values (Hamilton, 2006), organizational development
(Cacioppe & Edwards, 2005), and, most salient to this research, leadership demtlopme
(Joiner & Josephs, 2007; Pauchant, 2005; Torbert, 2004).

Pauchant (2005) proposed a research program on the content and process of
integral leadership using Wilber’s (2000a) integral model as a frameefoeslearch.
Pauchant (2005) wrote:

The proposed research’s goal is to document in a rigorous and empirical way how

leaders who are considered to have achieved a post-conventional development

have led with others successful organizations or nations. It is also to document the

process from which these leaders have grown. (p. 223)

Pauchant argues that the Wilber model has “the potential to contribute to @pdeselal
theory and practice of leadership that we badly need in our complex and suffedisiy wor
(p. 223).

The adaptability of Wilber’s integral model is well documented with, claims
Wilber (2006), a thousand graduate theses on how to implement the approach. The broad
applicability of the integral approach appeals to researchers who have sad it a
explanatory system for further understanding of their particular discipfnese
Wilber’s integral approach is intended to “honor and embrace every legitigpeet @f
human consciousness” (Wilber, 2000b, p. 2), one might wonder if some elements of
Horney’s work are part of such an effort. Wilber’'s work is a vast consolidation atbthe

work and he does indeed bring a unique way of viewing and understanding all that has
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come before. However, a search of the literature did not reveal any emfddorney’s
theories influencing or contributing to Wilber’s philosophy.

Although Wilber (2000b) does not directly mention Horney in his work, there is
an historic connection through William James’ influence on her as well as huemniod
on Maslow, both of whom Wilber cites as early exemplars of integral thinking. isrne
work is infused with references to James, who according to Wilber (2000b), was one of
“the truly founding psychologists” (p. xi) and a “modern pioneer” (p. xi) of an integra
approach. Influences aside, there is a common thread between the work of Horney,
Kegan and Wilber and that thread is the role of anxiety in healthy human development

The role of anxiety in human developmentHorney (1950), Kegan (1982), and
Wilber (2000a) all emphasize the far reaching influence of anxiety in apetde. As
the understanding of psychology, emotional and brain science has evolved, the
understanding of anxiety has also evolved from a view of anxiety as unhealthy,
unconscious and mostly uncontrollable to a more current understanding of anxiety as
something that is natural and can be moderated. An examination of the recdutditera
on the role of anxiety in human development provides further insight into the relgtionshi
between Horney's theories and leadership development. Horney was an advduate of t
healthy psychological growth of human beings as well as an advocate for gi¢Ha|i
every human being had the potential for growth and should be given the chance to do so.
“Healthy strivings stem from a propensity, inherent in human beings, to develop given
potentialities. The belief in an inherent urge to grow has always been thecnasiagon

which our theoretical and therapeutic approach rests” (Horney, 1950, p. 38).
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When forces interfered with this growth she saw this as a “true human tragedy”
(Horney, 1950, p. 377). She viewed the pathology of neurosis as “a tragic waste in human
experience...if there are constructive, creative strivings and these ated/iry
obstructive or destructive forces” (p. 378). It was this tragedy she dedicatedtine
work into identifying, analyzing and healing. Horney’s chief adversaryabse of all
the neurotic trends she fought against was the basic anxiety.

Anxiety is defined by the Merriam Webster dictionary as a painful or
apprehensive uneasiness of mind usually over an impending or anticipatechitfuh fe
concern or interest. Horney (1939) defines anxiety as “an emotional respaz®ger,
as is fear” (p. 194). She characterizes anxiety as different from feae@rttajor
respects: (a) anxiety has the quality of diffuseness and uncertaintg aghtear is more
concrete; (b) the personality is the thing menaced by the anxiety,iwkhdélar the menace
may be physical; and (c) a feeling of helplessness toward the daramnpared to
having the capacity to deal with the danger. Horney (1950) made a distindtaebe
anxiety and the basic anxiety, contending that the basic anxiety comea kacknof
healthy psychological growth caused by the lack of “an atmosphere of warh#h...t
goodwill of others...and healthy friction” (p. 18) in childhood. One distinction is based
on the presence of fear and the other is based on the absence of healthy growgh. Horne
specifies that the anxiety is also produced by the threat of the three aéerudis
(moving away, toward, or against others) failing to operate. When the treldsefai
person’s safety is threatened and this produces anxiety.

Horney (1939) disagreed with Freud on many accounts over the fundamental

nature of anxiety. Since Freud’s psychological theories were allgdbggially based,
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his theory of anxiety was explained according to sexual and instinctual coceptss
concept of anxiety “remained an expression of pent up libido, though it was defined as
the individual’s feelings of fear and helplessness toward a pent-up libido tefason

cited in Horney, 1939, p. 57). According to Freud'’s doctrine of instinctual satsfac
“satisfaction is the result of a decrease in instinctual tension; amnxigty result of its
increase” (as cited in Horney, 1939, p. 196). In both cases, Freud and Horney dgree tha
anxiety is indeed the product of a psychological tension, although they disagree on the
root of that tension.

Horney (1950) described the basic anxiety as “a profound insecurity and vague
apprehensiveness” (p. 18) and “feeling isolated and helpless toward a wonltigtigte
hostile” (p. 367). This is the trigger for the neurotic solutions to protect the person from
the hostile world around them. Throughout all her writings, Horney railed against the
coercive affects of modern society. Whether she was explaining the seagtdryor
neurotic claims, self-contempt or neurotic trends, she cited, one after thecathent,
for her day, cultural examples of “the soil out of which a neurosis may grow” a
combination of “feelings of alienation, hostility, fear and diminished self-
confidence...which creates a basic feeling of helplessness toward a worlt/edrase
potentially dangerous” (Horney, 1939, p. 172). It is no surprise then when Smith (2007)
observes, “Anxiety, a central and organizing theme in her work, is present instoday’
world at a level which would have been unimaginable to Horney and her contemporaries”
(p- 57). A review of the literature on anxiety is, therefore, germane to an tamtiéng of
Horney's theories as well as their relationship with the current envirorohégadership

development.
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Wilber (2000b) emphasizes that as the self grows from one developmental level to
the next, the letting go of the previous level is “experienced only with greauttiffi¢p.
36) and can potentially produce great trauma. Kegan (1982) is more specific about thi
trauma, “Central to the experiences of qualitative change or decentratierihe affects
of loss—anxiety and depression....distress understood as the felt experience of an
evolutionary transformation” (p. 82). Horney’s (1939) observation of anxiety as
“frequently the result of being in some acute dilemma without being awargof 205)
corresponds to this notion that anxiety is a natural by-product of healthy hurmagh.gro
There is much in the literature to suggest that anxiety is also a part of tnme clihe
literature that will be discussed next will provide examples of this.
Supporting the claim that culture produces anxiety, Brown (1997) found that
organizational culture reinforces a variety of ego-defense procasgestigating the
causes of human capital flight, Ingalls (2000) points to the “conditions of stoagghbr
about by the normal and natural challenges of life...personal struggles thay bsnall
us into conflict with others” (p. 18). Among these is recognition of the presence of
anxiety as an everyday challenge for the modern manager.
Gilbert (2005) writes about the relationship between anxiety and planning:
What is the conceptual tie that binds anxeatg planning? Both, of course, are
intimately connected to thinking about the future. We feel anxiety when we
anticipate something bad will happen, and we plan by imagining how our actions
will unfold over time. Planning requires that we peer into our futures, and anxiety
is one of the reactions we may have when we do. (p. 14)

Linking anxiety to chronic, repetitive worries, Goleman (2005) refers to gnxie
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as “a low grade emotional hijacking: the worries seem to come from nowhreere, a
uncontrollable, generate steady hum of anxiety, are impervious to reason, arne lock t
worrier into a single, inflexible view of the worrisome topic” (p. 64). Goleman also
points out the positive side of anxiety, citing classical psychologicaltiiterdescribing
how an optimal combination of anxiety and performance can accomplish outstanding
achievements, while too little anxiety can bring about apathy and too muchyaraxet
produce failure. Referring to anxiety as “the distress evoked by life’'syyess (p. 172),
Goleman links anxiety to simple stress. However, he notes:

In modern life anxiety is more often out of proportion and out of place—distress

comes in the face of situation that we must live with or that are conjured out of

the mind...repeated bouts of anxiety signal high levels of stress. (p. 172)
This certainly supports Horney’s assertion that our culture is a source ofyanxiet

In the organizational literature, anxiety has been discussed by ARg$ehon
(1978), Koestenbaum (1991), Quinn (2000), Schein (1992), and Schon (1983). Schein
(1992) frames anxiety within the context of cultural change. Elaborating otaties of
group evolution, Schein observes that one of the two basic mechanisms for learning
group norms is anxiety avoidance. In order to cope with the internal integrates isf
change, people will learn the norms that help them best avoid the anxiety that the
movement from the group building stage to the group working stage produces.

The process of learning produces anxiety: “The prospect of learning new ways of
perceiving, thinking, feeling, and behaving itself creates...what we cdndhas
learning anxiety, a feeling that ‘I cannot learn this without losing anigeli self-esteem

or group membership™ (Schein, 1992, p. 322). Schein recognizes the natural presence of
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anxiety as a necessary component in the change process. In describinggiétatisim,

or unfreezing, created by the change, Schein identifies three differentgg®pessent:
disconfirming data, anxiety and psychological safety. This process of unlearnimgin or

to learn something new sounds very familiar to the transcend and include concept of
Wilber, which is based on the evolutionary truces described by Kegan. Kegan’s (1982)
insight as to how one makes meaning of a change is connected to how one is “settling the
issue of what is self and what is other” (p. 113).

Quinn (2000) describes anxiety in relationship to emergent reality, which is
“reality that is unfolding independently of [a] system” (p. 9) and that it “reguiew
behaviors that [people] are not yet ready to embrace...tends to threaten deeply held
values and to suggest the need for taking a risk by plunging into the unknown” (p. 9).
According to Quinn, anxiety is something to inquire about, not avoid; it is something to
be explored, not denied. From this perspective, anxiety is a positive force. Q@ria ass
that people who desire to be agents of change should engage in “regular, personal
transcendence of fears, constant effort to step outside our scripts and engagegemer
reality, continuous struggle to live an inner directed and other-focused life” (p. 105).
Rosen (2008), in his boalust Enough Anxietyargues that anxiety is a fact of life and
instead of avoiding anxiety, a person should harness it as a positive force &sssucc

Rosen’s (2008) research and practice have confirmed for him the value of the gap
that Chris Argyris identifies as the gap between espoused theoriesoof awti theories
in use. Rosen refers to this mental gap as being “our personal laboratorynige,cha

where anxiety lives and flourishes” (p. 62).
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This personal laboratory for change corresponds with the reflection in actasn ide
espoused by Schon (1983). Schon identified a theory of reflective practice wherein
“practitioners reveal a capacity for reflection on their intuitive knowingénnidst of
action” (p. vii). In researching the structure of reflection-in-acti@mt® observed that
when faced with a problem that cannot be easily solved using existing contextes,fra
professional practitioners construct a new way of seeing the problem, a next oonte
frame, which he calls a “frame experiment” (p. 63). The practitioner inquit@$he
problem by constructing a new description of it and then testing that descrigticanw
on-the-spot experiment. Schon recognizes the difficulty of this and how many
professional practitioners “feel profoundly uneasy” (p. 69) attempting thisofype
inquiry, which is so different from their tacit technical expertise.

According to Rosen (2008), the anxiety produced by the gap is the stuff from
which leaders can work on and improve their capabilities—as long as it is managed
wisely. Rosen wrote:

Effective leaders are able to manage their own anxiety and reshape ethesiz

gap—or people’s perception of the gap—to create the right amount of anxiety for

the situation. The result is a greater capacity to lead and achieve ré&sudisolit

knowing how much anxiety is just enough. (p. 67)
Although Rosen advocates the positive and healthy qualities of anxiety, he eclhoes bot
Horney and Wilber when he warns, “If you try to repress your anxiety, yibnewd all
your energy to hold it at bay” (p. 71).

Similar to the observations of Goleman (2005), Rosen (2008) suggests that there

is such a thing as just enough anxiety and that it is this balance betweengamdittbo
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much anxiety which is the challenge successful leaders must face. Roséredés®
kinds of leaders—the Too Little Anxiety leaders and the Too Much Anxiety keader
Within each kind of leader there are four behavioral types. For the Too Littletnxi
Leaders, Rosen observes idealistic, detached, overpleasing and cautious bdtaseors
defines “just enough anxiety” (p. 96) as consistent with “the ability to beartabfe

with discomfort. If you have just enough anxiety, you embrace change. You oeach f
opportunities to learn and grow” (p. 96).

Management consultant and philosopher Peter Koestenbaum approaches anxiety
not only as a fact of life, but as a direct outcome of what he refers to asithe ne
economy pathology...driven by impossible demands...that generate an unprecedented
form of stress” (as cited in Labarre, 2000, p. 224). Taking into account the extraprdina
demands on today’s leaders Koestenbaum (1991) advises:

It is therefore critical to understand that anxiety is the key to courageumage

is the decision to tolerate maximum amounts of anxiety. You should face your

anxiety, you should stay with your anxiety, and you should explore your anxiety.

(p. 190)

Koestenbaum reveals a simple truth of the human condition that also echoes Horney’'s
(1950) positive belief in the human capacity to grow toward self-reaizads human
beings, we have free will and as such we are free to define who and what we will
become. With this freedom comes anxiety. It is this essential anxiety thatstruggle

that Horney speaks of in the subtitle of her final bddduirosis and Human Growth: The
struggle Toward Self-Realizatiokoestenbaum (1991) offers a definition of anxiety,

which | find congruent with a Horneyian concept of growth:
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Anxiety is how it feels to grow. One becomes an adult by learning to move
through anxiety, to stay with and not avoid it. Leadership, therefore, means to
face anxiety, not fear it, to make it your constant companion. Anxiety is the
natural condition of human beings. Anxiety reveals truths that we wish to hide but
in fact need for our greater health. Anxiety is the experience of growfth Hegv
does it feel to proceed to the next stage of growth? The answer is, be anxious.
Anxiety must, therefore, be valued, not denied. (p. 192)
Adding to the thought on the positive aspects of anxiety, Bennet and Bennet
(2004) assert that anxiety can lead to transformational change, forgargzations to
“create a strong environment and culture within which people can effecteedly f
freedom, stability, and loyalty” (p. 21) in the face of uncertainty and a cangilessful
environment. Kegan and Lahey (2009) discuss more expansive ways of knowing as part
of their method for uncovering the unconscious mental models that produce redistance
change, or what they refer to as “immunity to change” (p. 48). In order to uncaver thi
immunity, one must increase one’s mental complexity and to do that requiresra certai
level of anxiety called “optimal conflict” (p. 54), which involves a peesisexperience
of some frustration or dilemma, which causes one to come face to face withimits’s |
of their current thinking, which in turn forces one to “put at risk a way of knowing the
world that also serves as a way of managing a persistent, fundamentgl’gpxigo).
This approach to anxiety exposes any false sense of immunity to chahajéoars the
individual to make fundamental choices to grow beyond the anxiety and improve her life
The leadership research of Kouzes and Posner (2007) revealed that 95% of the

personal best leadership experiences they studied were describeitirg axd yet 15%
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of those cases also generated fear and anxiety that leaders found to lzngnemdi
challenging. Noting that these leaders applied what they call “psygbaldardiness”

(p. 206), Kouzes and Posner note, “With a positive view, you can transform stressful
events into manageable or desirable situations” (p. 208). Working with anxiety is an
important aspect of leadership and since our contemporary Western culture rfastar
of the anxiety people experience, the role of culture in human development will be
discussed next.

The role of culture in human developmentHorney’s (1939) idea about the
importance of the role of culture in a person’s growth is also more accetptable was
during her lifetime. Horney criticized Freud for “his habitual failureatcetcultural
factors into consideration” (p. 98), attributing psychological maladies to bialawic
instinctual causes. Horney’s (1950) theory of neurosis is more culturallg these
biologically based, defining the basic anxiety as a feeling of bésotated and helpless
toward a world conceived as potentially hostile” (p. 18) and attributing this pnaret
the neurotic trends to cope with it, to the lack of “favorable conditions for growth” (p. 13)
requiring “an atmosphere of warmth” (p. 18) along with the “goodwill of othigrs18)
and “healthy friction” (p. 18) with others. She is especially critical esW'rn cultures
stating that “among the factors in western civilization which engender ateaitility,
the fact that this culture is built on individual competitiveness probably ranKs first
(Horney, 1939, p. 173). For Horney, “the problem of the influence of cultural conditions
in creating neurotic conflicts is far more complex than Freud sees it” (p.3mith

(2007) reinforces this idea from a contemporary perspective, stating,etnaicentral
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and organizing theme in her work, is present in today’s world at a level which would
have been unimaginable to Horney and her contemporaries” (p. 60).
Many current scholars and practitioners recognize the growing iamoerof the
cultural influence on people’s behavior. Cresti (2003) wrote:
The idea that the psychological study of human nature must take into account not
only the individual but also the social environment in which he lives has been
steadily gaining ground in the wake of the socio-anthropological and
psychoanalytical studies that have flourished in the previous century. (p. 196)
Smith (2007) stated, “Her ideas about human behavior and about psychotherapy have a
remarkably contemporary feel. Her appreciation of the impact of environmecuéure
on development...has acquired more and more currency in analytic circles” (p. 66). Paris
(1998) reports that Horney became famous for creating “a heightenedassoé
cultural factors in mental disturbance and inspired studies of culture from a
psychoanalytic perspective” (p. 1). Within the organizational literature theréarge
body of research and discussion of organizational cultures, including the importlant wor
of Ed Schein.
According to Schein (1992), culture can be represented by three levels of
phenomena. The most easily observable level is that of artifacts; those pharbate
are easily seen, felt and heard such as organizational structure andgs.otiesnext
level is less visible and consists of espoused values and beliefs, such agstrateqi
philosophies and goals. The third level is the most difficult to observe because it is
mostly unconscious. This is the underlying assumptions; the taken for grantésldelie

perceptions. This deeper level of culture exerts a powerful influence on otgaraka
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members. In critiquing the effectiveness of organizational studies, Sadmades that
“We failed to note that culture, viewed as such taken-for-granted, sharesagsiof
perceiving, thinking and reacting, was one of the most powerful and stable forces
operating in organizations” (Schein, 1996, p. 231). While Horney recognized the
influence of culture on the individual, Schein’s research confirms the fdringac
individual and organizational impact of culture.

Thus far in the field of leadership development, the developmental theories of
Kegan (1982) and Wilber (2000a) have been reviewed. The literature on the rotg anxie
plays in developmental theories and the important connection to Horney’s theories of
anxiety and its cultural causes has also been examined. Following the majeti¢ché
components of Horney'’s theories, literature on the concept of self-awarahdss w
explored next. First, a general examination of the concept of self will benprdssnd
some comparisons among the real self, the authentic self, and the idedfindit z2
made where appropriate. This will be done within the context of leadershijl Gases
foundation the section concludes with a review of recent literature on the imjgoofanc
self-awareness to the contemporary execution of leadership.

Self-Awareness

As a psychoanalyst, Horney (1950) seems to have viewed self-awareness as
equivalent to self-knowledge. But as a humanistic psychiatrist, she knew tifiatrabt
of self-awareness was a fundamental human trait. “The only responsibility tha
matters...is, at bottom, no more but also no less plan, simple honesty about himself
and his lifé (p. 169). But for Horney, rational knowledge would not suffice for true self-

understanding. It had to be something deeper. “Knowledge of [oneself] must not remain
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an intellectual knowledge, though it may start out this way, but must become an
emotional experientdp. 342). A general examination of the concept of the self will set
the stage for further explorations of literature on the authentic self, tieetkself, and
the need for self awareness.

The self The idea of a self is long standing and precedes Horney and modern
psychology. Baumeister (1999) traced the evolution of the self in Western thoargtd f
self-conscious concern with self-deception in the Puritan age, to the Romantic notion of
fulfilling a destiny, to the Victorian hypocrisy and repression of the hygehted self, to
the early 28 century acceptance of the impossibility of knowing the complete self. Jun
(2005) points out the Cartesian roots of the modern Western conception of the self and
along with Baumeister, accounts for how the atomistic self as reflected Early
Modern period of Western culture focused on the individualistic quality of the human
being.

Horney (1950) conceived the self in several parts. She described thefraal sel
“the alive, unique, personal center of the individual; the only part that can, and wants, to
grow” (p. 155). She described the real self not so much as a static entity, botaisa
inner force” (p. 17) that is at the heart of every human being’s “inherent urgawbd (gr
38). She claimed that human beings tend toward development, that growth is something
all human beings have an intrinsic need to do and her choice of active language to
describe it is deliberate. Horney (1950) theorized that the real self,

...engenders the spontaneity of feelings, whether these be joy, yearning, love

anger, fear, despair. It also is the source of spontaneous interest and ertbggies

capacity to wish and to will; it is the part of ourselves that wants to grow and to
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fulfill itself....when strong and active [it] enables us to make decisions and

assume responsibility for them. It therefore leads to genuine integrati@n and

sound sense of wholeness, oneness. (p. 157)

A second self theorized by Horney (1950) is the “actual self” (p. 157). Vitnere
real self is a “possible self” (Paris, 1999a, p. 158), the actual self is cedd®i Horney
(1950) as:

An all-inclusive term for everything a person is at a given time: badysaul,

healthy and neurotic. We have it in mind when we say we want to know

ourselves; i.e., we want to know ourselves as we are. The real self...is what we

refer to when we say we want to find ourselves. (p. 158)

There is also a third self that Horney (1950) theorized—the idealized sel—but
that will be elaborated upon later in this section. There are other more current
conceptions of the self that should be explored in order to gain a fuller appreofati
this phenomenon.

Where Horney’s (1950) concept of the real self is “the alive, unique, personal
center of ourselves; the only part that can, and wants, to grow” (p. 155), Kegan (1982)
refers to the self as,

...the zone of mediation where meaning is made....From some perspectives it is

one among many functions, all of which together make up the person. From other

perspectives it is the very ground of personality itselfistihe person. (p. 3)

Kegan further explains, “There is presumed to be a basic unity to personalitty, basti
understood as a process rather than an entity. This process...gives risedth, thiee

meaning-making system with which the process gets identified” (p. 5). lakeel, the
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subject of his theory is the human being, the person. Horney (1950) views the person
engaged in a lifelong quest for self-realization—the act of growth. For K&§&R), the
“person’ is understood to refer as much to an activity as to a thing—an evergsiogre
motion engaged in giving itself a new form” (p. 8). The person is the act of growing
Both Horney and Kegan share a view of a human being as a human in the “ever
progressive motion” (Kegan, 1982, p. 8) of being.

Wilber’s (2000b) concept of the self is explained within the context of his integral
approach to reality. The self exists within the four quadrants of the integral aratiel
touches them all. The self is “the locus of identity, will, metabolism, navigatiefenses
and integration...as the locus of integration, the self is responsible for balanding a
integrating all of the levels, lines and states in the individual” (p. 37). Itss thi
navigational quality of the self, the ability to negotiate and advance along from one
developmental stage to the next, evolving as it goes, expanding its consciousness along
the way, that coincides with Horney’s (1950) active conception of the self. Intorde
convey this active self Wilber uses the metaphor of “ladder” (p. 130) for the
developmental levels and “climber” (p. 130) for the self.

Wilber (2000b) also refers to the self as having two parts: an observinglself ca
the distal self, experienced as an |; and the observed self called the prealhate
experienced as a me. The two of them together he calls the overall sel§ intpertant
in the development of the self as it is the subjective self that becomes thevelgelitas
the self evolves from one developmental level to the next. It is the proximatéeelf, t

“central source of identity” (p. 33) that navigates the developmental levelseNdiko
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refers to this self as the actual self describing it as “the self thatually there at any
given moment” (Wilber, 2000a, p. 147).
A subscriber to the view of the self as potential is Scharmer (2007)féts t@
this as the “highest future self’ (p. 401). In developing the theory of prespnih
Senge, Jaworski and Flowers, Scharmer takes the view of self as “@\Jehialinging
forth new worlds” (Senge, Scharmer, Jawaroski, & Flowers, 2004, p. 234). Not unlike
Horney’'s conception of an actual self and a real self, Scharmer (200Ti\veesdves
also:
Every human being is not one, but two. One is the person who we have become
through the journey of the past. The other is the dormant being of the future we
could become through our forward journey. That being of the future is our highest
or best future possibility. (p. 401)
This higher self is for Scharmer (2007), the real self; the self that “gads@ettiness
and signifies our ‘best future possibility™ (p. 164). It is important to noteSchirmer
offers this perspective specifically within the context of leadership.
The literature contains many theories about the nature and importanceeif.the
A more thorough understanding of the self requires a closer examination of the two
aspects of the self that are the most salient to leadership—the real or awgbi¢mind
the false or idealized self.
ldeas of an authentic selfThe idea of a real, or authentic self in current
leadership literature bears little to no resemblance to the notion of thelfes Blorney
suggested. Horney’s (1950) idea of a real self is a foundational concept. MT$wdfrsa

the foundation of a healthy human being, brought about by healthy conditions for growth
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in childhood, and for all practical intents, throughout life. It is the basis fotladr
growth of the self toward actualization, toward achieving its inherent pdigediarlhis

is not very different from Scharmer’s (2007) declaration that the self ‘geptethe most
fundamental grounding condition” (p. 375) for all human beings. Scharmer created his
Theory U for leaders and anyone who initiates change. It is in this conteketha
references a real self and an authentic self in almost an interchangegblée states,
“an authentic self...is identical to our highest future possibility” (p. 252) anchsldiat
“Presencing” is the process of connecting one’s current self to one’s autledinticis
that this connection is but a step toward actualizing the real self—the self“bighest,
best future possibility” (p. 189) and, most importantly for Scharmer, in a wagltbas
this future to emerge in the present.

George, Sims, McLean and Mayer (2007), an advocate for authentic leadership,
references an authentic self as something all leaders who aspire toieiyheed to
explore and understand; however, he does not offer any conceptual explanation for what
this authentic self is.

Taylor (2006) argues for a competency based concept of a real selfth&at is
anchor for the Intentional Change Theory of Boyatzis and Akrivou (2006). TZ06)
claims that the real self is made up of two parts:

First, it is the accurate self-knowledge a person possesses of his or her own

competence. Accurate self-knowledge refers to what a person knows about him or

herself that is correct. Next, the real self is also the correct assdgssia

person’s competence as reported by others in the contexts in which the person

interacts. (p. 644)
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From this perspective, the real self would appear to act as a subjective and
objective measure of a person’s capabilities. Taylor (2006) canthim by stating, “The
real self is not independent of the context in which it acts; it is in the colleotwefrom
multiple contexts where the real self is more fully apprehended” (p. 645). dlrsele
therefore, is a product of self and others and is neither something inherent nor does i
possess any future potential. From the competency-based view, Taylor (2@06) thes
purpose of the self is to achieve increased competence and sustainable intdrdingel c

The real self serves as a filter to judge what types of goals eessagy to reach

the ideal self. Accessing the real self serves as a check-point fram twhi

measure progress toward the ideal self. The real self provides théy“cbalck”

to see things clearly in route to one’s ideal aspirations. (p. 647)

By arguing that the ideal self sets the target for intentional chdrgegdl self
then becomes part of the feedback system by which progress is measured Z0@g@pr
suggests that leadership development efforts may benefit from a more egpansi
understanding of the real self and its relation to intentional change. Even tholgh Ta
calls for a more substantive understanding of the self in leadership developmerdyé¢her
some that find the concept of the self too ephemeral.

Examining how the humanistic approach to consciousness applies to action
research, Rowan ( 2006) identifies the real self with the Centaur stagiesofausness
development Wilber espoused. This is stage six in the Wilber holarchy-of sel
development and Rowan describes the self at this stage as “aware of both mind and body
as experiences. That is, the observing self is beginning to transcend both thadrtimel a

body and thus can be aware of them as objects in awareness, as expepeddd@s’ (



46

This is the stage that Wilber equates with Maslow’s stage of self-aetii@h. Rowan
recognizes this level of self brings with it “a great sense of...autgnht{iRowan, 2006,

p. 111). Because of this, he challenges the notion of no self by stating that the teal self
situated very concretely both in the empirical realm of psychologicangsand in the
conceptual realm of philosophy” (Rowan, 2006, p. 111) and further asserts that contact
with the real self is part and parcel of the real, tangible, often painful develtaime
struggle that Horney was so clear about and that Kegan and Wilber both confirm.
According to Rowan (2006):

The Real Self, then, is not an ultimate stage of development. It is not strange,

alien or mystical. It is just the innermost truest part of the separate indjvidua

seen still as separate individual. It can be described as the existdhtal the
integrated bodymind Centaur. And as such it offers a center for the full imbegrat

of the person. (p. 112)

Summing up the ineffable quality of the real self, Rowan (2006) submits that
despite challenges of postmodern deconstructivism, despite the fact that “no exerhas
come up with a good theoretical description or empirical investigation of th&SBIEa
(p- 113) he suggests this is because “the Real Self is not a concept but an exXgderience
113). Perhaps this understanding of the self calls into question its real usefulness in
leadership development.

To summarize, some ideas in current leadership literature are congitient w
Horney’s ideas. Scharmer’s (2007) idea of a self as a highest future poyssilsilimilar
to Horney’s (1950) sense of inherent potentialities. Some viewpoints, such assTaylor’

assertion that the self has no potential but instead is a filter for measuringsgrtmgyvard
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an ideal self, are more divergent from Horney. Both of these lines of inquingsearch
are examples of how ideas about the self are currently incorporated in management
development.

The relevance of the real or authentic self can be more fully apprecia¢ed w
compared to the concept of the idealized self, for it is this experience offttreatean
influence a leader in both positive and negative ways. Therefore, an examination of
literature on the idealized self is necessary.

Ideas of an idealized selfHorney (1950) described the idealized self as the
“comprehensive neurotic solution” (p. 23): a solution that not only satisfies the
immediate need to resolve the basic anxiety and make one feel safe agaidsout it a
replaces the real self with a much more desirable self, one that is much ngesobn
with the values and expectations of a competitive culture. It is a self-idnage by
three all consuming needs: (a) the need for perfection—in order to achiesealzeid
self-image the person falls victim to the Tyranny of the Should; (b) a neunabiti@n
for external success—a compulsive drive for superiorigflithings; and (c) a need for
vindictive triumph—"to put others to shame or defeat them through one’s very
success...to inflict suffering upon them—mostly of the humiliating kind” ( p. 27). These
three elements make up what Horney terms the search for glory.

While Horney (1950) did write about ideals, she never wrote about an ideal self,
that is, a desirable self that was worth pursuing as supremely excEfientay be
because she saw the self and humanity in terms of growth potential, as sonhething
may never be achieved but was certainly worth the pursuit. For Horney, thiplaxem

was the real self and to name it an ideal self alongside her concept of aredisalf



48

would have been too confusing. It is important, therefore, to make the distinctionmetwee
a self that is ideal and one that is idealized.
A positive example of an ideal self is offered by Boyatzis and Akrivou (2006)
who posit:
Within the perspective of positive psychology, the ideal self (I1S) is not considered
a defensive function; it is the core mechanism for self-regulation and iatrinsi
motivation. It is manifest as a personal vision, or an image of what kind of person
one wishes to be, what the person hopes to accomplish in life and work. (p. 625)
Arguing that the ideal self is fundamental to their Intentional Change Theory
Boyatzis and Akrvou (2006) make a case for the content of the ideal se# vieay |
familiar to the real self articulated by Horney nearly 60 years ago:
The ideal self (IS) is an evolving, motivational core within the self, focusing a
person’s desires and hope, aspirations and dreams, purpose and calling. The ideal
self serves a mechanism linked to self-regulation; it helps to organizéllttee w
change and direct it, with positive affect from within the person.

[Another] component of the ideal self is the person’s core identity. This is
relatively stable, and likely unconscious set of enduring individual characgristi
like his/her unconscious motives and traits, as well as roles adopted consistently
in social settings. In this manner, the core identity is the personal contlext wit
which underlies the historical and continuing aspects of a person’s idealdelf a
one’s deeply seated autobiographical themes that make a vision coherent and
intense. (pp. 625, 627)

Multiple names for this same positive concept of an ideal self appear in the
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literature. However, the difference between an ideal self and dizetkself is central to
Horney'’s thinking. The concept of the idealized self is most often referred to in the
current psychological literature when the behavioral disorder calletssiam is

discussed. Writing in 1939, Horney recognized the clinical definition of narisssa
person who is in love with himself. Her own definition was to describe narcissisetf-as
inflation wherein “the person loves and admires himself for values for whichisheoe
adequate foundation” (p. 89). According to Miller and Campbell (2008) there is no clear
agreement on the concept of narcissism in current psychodynamic litevatutiee

research on narcissism is plentiful. There have been recent studies into thenegat
effects of narcissism on organizations (Chatterjee & Hambrick, 2007; egi@®02;

Rapier, 2005), as well as research into the positive effects (Brown, 1997; Carser, 1988;
Maccoby, 2004) and the relationship between narcissism and leadership (Bruhn, 1991;
Jones, Lasky, Russell-Gale, & LeFevere, 2004; King, 2003; Yocum, 2006).

Bruhn (1991) found, “Narcissistic managers are often highly intelligent,
hardworking and eminently capable in their fields” (p. 45) and that despite the
productivity that comes with hard work, the detriments are many: distrust among
employees, unrealistic expectations, diminished creativity and low motatg (2003)
explored the link between perfectionism and a leader’s self-esteem feaiéyeand
narcissism. Regression analysis revealed that leader perfectionrefatear positively
with self-esteem and negatively with self-efficacy and narcissisgrankeader narcissism
increases, perfectionism decreases. Brown (1997) found that leaders witalfigh s

esteem impose impossible standards on themselves and others.
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Jones et al. (2004) demonstrated how the dominant culture and a counter culture
can coexist in a single organization and both are the product of the manipulative
narcissistic leader. Countercultures exist only because they givéhsogbe leader
needs that make the leader look good. “Narcissistic leadership style haderegea
climate of repression, compliance, fear, and the subversion of individual thought and
willpower” (p. 231), which exists beneath a “facade of polite agreement andianogjl
(p. 231) also created by the same narcissistic leader.

Yocum'’s (2006) research sought to clarify the role narcissistic pernggnali
combined with high levels of Emotional Intelligence, plays in leadershipte#aess.
Results indicate that narcissistic leaders strong in the Using Emotionsbiibheto
harness the power of one’s emotions—dimension of emotional intelligence were less
effective leaders and were less trusted. Results also indicate itiasiséic leaders
strong in the Managing Emotions—being open to emotion and being able to engage in or
detach from them—dimension of emotional intelligence were more trustednivoc
concluded that while emotional intelligence may be a valuable trait for &eddethose
leaders prone to manipulative personality, emotional intelligence is just atmihfar
them to use in their manipulation of others.

Rapier (2005) found a particularly telling characteristic of nartisdeaders.
“Despite the apparent sustained devotion of their energies to socially productive
endeavors, the primary goal of the self-oriented narcissist may bentcegagnition,
fame and glory” (p. 129), and that the driver of this narcissism is “excessive

absorption, intense ambition and grandiose fantasies” (p. 129). She concludes, “The
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research confirmed a preoccupation with dreams of glory, power, status argep(ps
128).

These characteristics, as well as the others mentioned above, of ast@rciss
personality are very similar to Horney’s (1939) description of the idediek. In her
theoretical framework, she did not believe narcissism to be merely arssxpref self-
love, but rather an expression of alienation from the self. Not only was it a defense
mechanism, but it is also a schism of the self, so her discussion of narcissism aoas not
parallel to current research in that subject. The stronger corresponding idaady’sl
work remains the idea of the idealized self.

The other manifestation of the idealized self represented in the literathee is
idea of a false self. Horney (1950) conceived of the idealized self asttiaization of
an idealized self-image which itself is the product of one’s imagination. Shelukx the
idealized image in a variety of ways: as something “removed fromyfe@&lorney,

1945, p. 96); as an “unconscious phenomenon” (p. 97); as having a “static quality” ( p.
98); and “a kind of artistic creation” ( p. 104) or as a “pseudoself” ( p. 376). As if to
fortify the counterfeit nature of the self created from this image dtr@adedges it to be

“a fictitious or illusory self, but that would be only a half truth” (p. 108) because
although “it is an imaginative creation [it is] interwoven with and determigeceby
realistic factors” (p. 108). For Horney, the idealized self is a false self

In the literature, most current concepts of an idealized self revolve around either
the personality disorder of narcissism or around the general idea of a fal3disefhay
indicate the possibility that Horney’s notion of an idealized self is outdatednayyi

indicate that her theory has so infused the current thinking that it is takenrftecyeand
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not attributed to her. The literature review offered few examples of Eader
development practitioners using this idea. However, one practitioner who is also a
clinical psychologist is an exception.

In her bookLeadership Therapylicrosoft consulting psychologist Rowley
(2007) identifies six confidence traps that many leaders fall into, one of thegitbe
false self. Citing Donald Winnicot as the introducer of the concept of TriiargeFalse
Self in the 1960s, Rowley explains, consistent with traditional psychology, tHalsbe
self is a construct that begins in childhood but gets carried with us into adulthood. In the
workplace, “a False Self forces people to stretch or censor parts @etivesso as to
remain ‘safe’ within their organization” (p. 101) and that “if your Trud Betomes
submerged by a False Self, no one can get to know you. You may not even get to know
yourself’ (p. 102). Based on the work of George (2007) and Taylor (2006), and the
importance of the self in establishing and maintaining healthy relationsapership
capability would likely suffer as a result.

There is some precedent for the idea of a false self affecting & seeajgability.
There is also evidence in the literature that the self is an important paettotal
leadership experience. Therefore, the ability to differentiate batevégise and a real
self would seem to require some level of self-awareness. An examination téridueite
on self-awareness follows.

The need for self-awarenesdHorney (1950) cautioned against mistaking rational
knowledge for self-awareness. “Observation and critical intelligence aghstitute for
that inner certainty with reference to others which is possessed by a wlsm

realistically aware of himself as himself and others as themselve29%) and that “the
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mere intellectual realization is in the strict sense of the word no réatizdtall: it does
not become real to him; it does not become his personal property; it does not take root in
him” (p. 343). It must be acknowledged that Horney makes these warnings in the conte
of physician-led analytic therapy, but she so believed in the power of individusdése
their own problems that she pioneered the idea of self-analysis in 1942 with her book by
the same name.
In the current literature, Rosen (2008) defines self-awareness as ityetabil
“read and manage our emotions. We know how change and uncertainty affect us. We
understand what makes us anxious and can manage our anxiety” (p. 79). For Goleman
(2000), “Self-awareness means having a deep understanding of one’s emotiornbsstreng
weaknesses, needs and drives” (p. 95). Goleman (2004) further asserts:
Self-awareness extends to a person’s understanding of his or her valuesl&nd goa
People with high self-awareness are able to speak accurately and opeoly...a
their emotions and the impact they have on their work. Self-aware people know—
and are comfortable talking about—their limitations and strengths, and they often
demonstrate a thirst for constructive criticism. (p. 96)
Joiner and Joseph (2007) claim:
Self-awareness refers to the quality of attention and reflection yay toryour
own thoughts, feelings, and behaviors. [I]t also refers to the accuracy and
completeness of your self-knowledge, including how well you understand your
current strengths and limitations as a leader. (p. 37)
Self-awareness is also seen from a subject-object perspective. Mosbamn, Bnd

Dodd (2003) operationalize self-awareness “by comparing an individuaigsaif his
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or her behavior to ratings of that individual given to others” (p. 408) and as a result,

Self-awareness is viewed in terms of three major self-other agneeategories:

overestimators [those who rate themselves higher than others would],

underestimators [those who would rate themselves lower than others would], and

those in-agreement [self ratings are similar to other ratings]. (p. 408)

The authors collected data on the relationship between a leader’s selfiesgare
of his leadership behavior and the attitudes and performance of subordinates. Mgithin t
context they assume “individuals who are self-aware are better at inztimgo
information from others into their behavior” (Moshavi et al., 2003, p. 408). Arguing that
beliefs and assumptions about the self are foundational to any philosophy of leadership,
Liddell (2005) contends that the concept of self-awareness is constructed inhatvay
actually limits self-awareness. Citing the modernist concept of thessetfacentric he
claims that self-awareness is little more than “the acquisition of kdgele for the
purpose of power and control over self first, then the organization, then the market” (p.
20).

Holden (2006) observes, “The path to executive development passes directly
through the self, which we often forget” (p. 23). Goleman (2000) cites research
conducted by Hay/McBer on 3,871 executives randomly selected. The findingsdeveale
six leadership styles: coercive, authoritative, affiliative, demmgradcesetting, and
coaching. Of these styles, the coaching style draws the most on the cap&béify
awareness, which is an aspect of Emotional Intelligence. According testarch,
coaching is the style used least often. According to the Hay/McBer shiglis because

coaching requires constant dialogue and this takes time away from gettirggdbimeg
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Holden and Goleman seem to be saying that self-awareness, although ndoessary
leadership, is not often used by leaders.

There is also some divergent thought about the value of self-awareness to leaders
Trinka (2004) cites a study of 360 degree assessments of nearly 1,000 IR@nmana
which produced key competencies that differentiate great leaders in the IRS from
everyone else. Self-awareness was not among the variables listed isegsrant. In
this study external awareness was one of the differentiators of leadgrshiness. For
the IRS, self-awareness is not a leadership competency. Leadershopdex
practitioner Gene Mage (2004) observes, “History is littered with sefaindividuals
who were painfully unable to do anything about what they knew” (p. 2) and using
General George Custer as an example, warns, “It takes more than self-as/émene
improve your leadership or your life. You cannot move forward by continuallyrigoki
inward” (p. 2). There is even some questioning of the value of self-awarendssday c
practitioners Hansen (2009) as well as a recent research projeahiexgtine effects of
self-awareness on transformational leadership, which limits the condaging no more
than a leader’s agreement with followers about his or her own leadership bl &kilea
Yun, Tesluk and Cox, 2008). However, the researchers demonstrate that leader self-
awareness alone is insufficient: “Leader self-awareness per se deebsiitute for
effective leadership. That is, leadership does have a main effect! kufaattthe results
of polynomial regression suggest that both leadership behavior and leader selfessa
can influence outcomes” (p. 198).

Despite this contradictory evidence about the value of self-awareneasi@énde

far more leadership theorists and leadership development practitioners$aartneevalue
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and the need than argue against it. Bennis (2003) reminds us, “Socrates said ‘The
unexamined life is not worth living’. I'd go a step further: the unexamiriedsli
impossible to live successfully” (p. 62). Rosen (2008) declares:
Self-awareness forms the foundation for living in uncertainty. It enablespliayt
to our strengths and compensate for our weaknesses in the midst of change. It
allows us to be cognizant of what is going on around us—and within us—from
moment to moment. (p. 79)
So, while empirical research may not show the importance of self-awareness i
leadership, leadership theorists and leadership practitioners disagree.
For Koestenbaum (1991), the exploration of the self is accomplished through self-
reflective action, but he laments that in today’s culture, “There is littt® dolerance for
the kinds of character-building conversations that pave the way for meaningfgéthan
(as cited in Labarre, 2000, p. 226). This attempt at deeper, internal self-undiagsia
at least as valuable as any attempts to understand a problem simply froethal ex
technological side. Labarre stated, “Reflection doesn’t take anythiag faem
decisiveness, from being a person of action. In fact, it generates inner touahgss
need to be an effective person of action—to be a leader” (p. 226). Schon (1983) points
out as part of his theory of reflection-in-action that many believe that élcéqa of
reflecting during action is dangerous because, “When we think about what we are doing,
we surface complexity, which interferes with the smooth flow of action. dmplexity
that we can manage unconsciously paralyzes us when we bring it in to consciaisness

277).



57

The literature demonstrates there is some debate about the need for satieasa
among leaders. Despite the exhortations of the leadership gurus that seliessas
desirable, and, therefore, needed, there is data which suggest self-awareoess i
desirable and, therefore, is not needed. This seems to contradict Horney'sicomte
the importance of self-knowledge and could explain why her ideas appear to be not fully
embraced.

Leadership Development

An overview of the literature on leadership development is explored in this
section. First the definition of as well as the need for leadership and l@pders
development will be examined. Literature on the need for self-understanding as a
important part of leadership development will be reviewed as well as the cohcept
authentic leadership. Finally, literature on the relationship of the idé&b dehdership
will be considered.

Definitions of leadership The word leadership was originally used in the early
1800s in writings about the political influence and control of the British Parliament
during the first half of the 19th century (Bass, 1990). In this period, leadership was
“based on inheritance, usurpation or appointment” (p. 11) and was considered to occur
most frequently in Anglo-Saxon countries. Northouse (2004) points out that during the
last 50 years, as many as 65 different kinds of classification syskehoedefine
leadership dimensions, and eventually defines leadership as “a process vanereby
individual influences a group of individuals to achieve a common goal” (p. 3). Northouse

contends that being a process means leadership is not a trait, but is ttaakdbat a
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leader affects others, leadership occurs in groups and that it must result in the
achievement of something.

Leadership is also viewed as a process of change. Barker (2001) recdgnizes t
assumption that the leader is the source of leadership. Barker stated, “Adershe is
defined, the definition usually addresses the nature dé#uerand not the nature of
leadershipi (p. 478). When the act of leadership is examined, “Leadership...can be
defined as a process of transformative change where the ethics of individuals a
integrated into the mores of a community a means of evolutionary social development
(p. 491). Kotter (1990) compares leadership to management to make the point,
“Management is about coping with complexity. Leadership, by contrast, is about coping
with change” (p. 104). Moving the focus back to the leader, Senge et al. (2004) assess
“We are coming to believe that ‘leaders’ are people who are comnuottiskp change in
themselves and their organizations” (p. 36).

Higgs (2003) argues that if researchers adopt a sense making paitadigm
becomes feasible to identify a model of leadership. The model emerges wheratiugem
of effectiveness is changed from organizational success to the impact of leade
followers and on building capability. Andrews and Fields (1998) also favor putong m
emphasis on those being led and less on the leader:

We have lost touch with leadership as a meaningful concept in everyday

organizational life...leadership does not exist separate to follower perteptio

Therefore, we suggest that any resolution to the question “what is le@@&rs

must look within the mind of the follower to observe the process of influence. (p.

128)
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Defining leadership is extraordinarily difficult (Fairholm, 1998), occupying the
minds of great thinkers for many centuries (Higgs, 2003). No matter what idefioite
subscribes to, there is a consensus in the literature that whatever leadetbeigiis a
lack of it.

The need for leadership There has been much criticism aimed at leadership
recently. George et al. (2007) observe, “Over the past five years, people velopee a
deep distrust of leaders. It is increasingly evident we need a new kind méssikader
in the twenty-first century” (p. 130). Mintzberg (2004) rails against tltktiaal and all
too prevalent notion of a single heroic leader and characterizes it as 6alealdership
that is dragging business down” (p. 22). According to a poll conducted in 2005 by U.S.
News & World Report in collaboration with Harvard University’s Center for leubli
Leadership, there is a crisis in confidence of American leaders. “éamsrare highly
critical of the current state of the nation’s leadership. Nearly 2 out of 3 béheve
leaders have been corrupted by being in power” (“Poll: A Leadership Def#6d3).

Northouse (2004) previously made this observation in the first sentence of his
leadership texi.eadership Theory & PracticéEffective leadership is in high demand.
In particular there is a strong call for ethical leadership” (p. xi). ®h=e§ driving this
demand are many. Reviewing the broader business literature, Higgs (2003) &lentifie
several common themes: changes in societal values, changes in investartfalbeisges
in implementing organization change and awareness of the impact of stress on
employees.

Equally apparent as the need for quality leaders is the lack of a supplyctiveffe

leaders. According to T&D (Kaplan-Leiserson, 2005), the journal of the American
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Society of Training & Development, of the companies surveyed by Executive
Development Associates, almost 70% experienced moderate to major leadership
shortages—and with potentially serious consequences: “While businessespcalohm
with worker positions unfilled, a shortage of leaders can cause serious protehes f
company’s growth and affect the business in long-lasting ways” (p. 14).

Barrett (1999), reporting on causes of leadership shortages in 1999, identified a
trend of rampant high end job shopping among executive leaders, noting that despite
competitive compensation, “For some ambitious executives, though, there is no cash
substitute for power” (p. 90). As if satisfying the desire for more powegniteenough
in the struggle to combat this shortage, the looming threat of retiring baby tsoome
compromises corporate succession plans and retention strategies.

Looming shortages in business sectors such as the federal governments(Sander
1997 ), nursing (Wolf, Bradle, & Nelson, 2005), power utilities (Ring, 2006), health care
(Shipman, 2007), pharmaceutical (Wilcox, 2005), and higher education (Evelyn, 2001)
have been documented and/or researched to reveal that each faces a commoe thalleng
not only find leaders to replace those retiring, but to find leaders with theskiglbt As
Wilcox (2005) warns, “Fewer and fewer managers have the kind of coordination,
foresight, and complex problem-solving ability needed to succeed in a general
management job” (p. 94).

Clearly, effective leadership is still lacking and this despite whadyRaad
Conger (2003) consider an epidemic of leadership development. An overview of the

current literature on leadership development follows, including whether lbguers
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development works and if it does, whether it is necessary to address the concerns about
current leadership.

The need for leadership developmentAccording to the Center for Creative
Leadership (Hernez-Broome & Hughes, n.d.), there has been an explosionest imter
leadership development during the past 20 years. Leadership development is most
frequently seen as a set of planned activities aimed at improving leadershtjveffess
delivered in an instructional setting. At the United States Military Acggléeadership
development is “a synthesis of leading, studying leadership, and teachingigaden
an effort to train, educate and inspire our Army’s future officers”(Crarizd7, p.

xxvi). Klein and Ziegert (2004) define leadership development as the procegbwher
individuals gain knowledge and skills that enhance their effectiveness ngs#tection,
creating alignment and maintaining commitment in groups of people who chare common
work. By this definition this process could occur inside or outside of a formalabassr

or seminar experience. Others view leadership development as lessocfagsining

and more experiential learning. “I would argue that more leaders have been made by
accident, circumstance, sheer grit or will than have been made by akhdeesleip

courses put together” (Bennis, 2003, p. 34).

Elmuti, Minnis, and Abebe (2005) recognize that the debate over whether
leadership can be taught will not end any time soon, but they also point out that an
important assumption around this debate is “that people can learn, grow and change and
that this learning and personal growth does enhance individual effectiveness” (p. 1019)
Allio (2005) agrees we need more and better leaders, but he strongly digagtee

leadership development training is the path toward either. He does howevir admi
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“While leadership cannot be taught, leadership can be learned. Men and womea becom
leaders by practice” (p. 1071). So whether by experiential or by cognitivenga
process, what elements of leadership should be included in leadership development?

The need for self-understanding in leadership developmentWhen the 75
members of Stanford Graduate School of Business’ Advisory Council were asked to
recommend the most important capability for leaders to develop, their answeeavhs
unanimous: self-awareness” (George et al., 2007, p. 133). Ever since Goleman (2005)
wrote Emotional Intelligenceresearchers and practitioners have paid a lot more attention
to this aspect of leadership. Kerr, Gavin, Heaton and Boyle (2006) investigated the
relationship between emotional intelligence and leadership effectiv@essresearch
confirms that emotional intelligence is prominent in the leadership literatua key
influencer of effective leadership and that emotionally intelligent leadarhave a
variety of effects at multiple levels of an organization’s social syséagimg from the
quality of member interactions to building supportive networks.

Diamante and London (2002) emphasize the importance of balance between a
leader’s external growth, that is, technology skills, with internal growtrexXample,
self-knowledge. As a result there have been calls for more leadership meseéne
interior domain of the leader and to include “critical reflection upon the naturd of sel
concepts” (Brown & Starkey, 2000, p. 110) as an important management task. As the
concept of the self as an important element of leadership is discussed rhere in t
leadership development literature it has become one of the most resgatcleadt

understood leadership phenomenon (Baumeister, 1999).
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Allio (2005) contends that self-knowledge is a key learning component in
leadership development yet he doesn’t debate how best to learn or teach tlasdHay
Hodgkinson (2006) suggest that leadership is a “two way process of influence” (p. 155)
and that “helping managers develop an enhanced self-awareness may inagome w
contribute” (p. 155) to better leadership. Scott Taylor (2006) sees the benefél: 4k w
is advantageous for organizations to better understand more clearly what exposes
employee current capability and unleashes human potential. Such benefits caizéxk real
by accessing the real self” (p. 643). Unlike Allio, Taylor suggests thefusaltisource
feedback as a means of accessing the real self, but he is quick to point outhithts met
has its limits in achieving self-understanding, that is, what a person knows about him or
herself that is correct, as opposed to self-awareness or reflexive conesgus

A literature review revealed two examples of Horney’s theories agtinagld in
leadership development practice. Robert Anderson is founder of The Leaderst@peCi
leadership development company offering consulting and workshop services. Oabhis W
site he has written several white papers on the subject of leadership developme
According to Anderson:

Much of leadership development has been too superficial. The kind of cultural

change we have been striving for requires far more than mere skill development

from our leaders. It requires that they grow—that they significantly upgnade
inner ‘operating system’...to gain a deeper understanding of themselves, the

world, and their relationship to others. (personal communication, April 22, 2009)

Anderson uses Horney’s three movements of people as an integrative framework

to help leaders expose, explore, and better understand the reactive level stfubeire
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personalities. In a personal conversation with Anderson, he explained that hesuses thi
concept because the language of Horney is intuitive and is no trouble for his clients to
understand—there is no need for them to understand the theory behind it. He finds that it
works very well in generating the deeper level work he believes is so important to
leadership (R. Anderson, personal communication, April 22, 2009).

Holden (2006) is an executive coach and he also advocates the deeper level work
of leadership development. “We seldom look more deeply at the assumptions that drive
our behavior, the mental operating system that supports our behavior” (p. 21). Holden
identifies three mindsets that limit leaders: Excessive Control sBxeeAloofness, and
Excessive Approval Seeking. These are the three movements of Horney eatpey
are characterized as inner assumptions here. Holden firmly believessleaéd this
kind of development in their lives.

The literature on self-understanding as a component of formal leadership
development supports the contention that self-awareness is necessary athpart of
leadership development process. The earlier section of the review of @ueilgern the
nature of the self has included discussion of the real self and the idealized self. What
follows is a review of literature that relates leadership to the réarskhe idealized
self.

Authentic leadership. It has been asserted that the real self is an authentic self
and that an awareness and understanding of this authentic self is important to the
execution of leadership. In recent years, the idea of authentic leadeasHieen
discussed in the literature. Often identified as authentic or genuinedeggémhe

concept of authenticity (i.e., the idea of ‘being oneself’ or being ‘true to bhese
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becoming a central focus of responsible behavior of leaders in post-Enron era”
(Novicevic, Buckley, Brown, & Evans, 2006, p. 64). Novicevic et al. note, “Leader
authenticity is described today more broadly as leader resolve to take resippfo
personal freedom and organizational and communal obligations so that leaders could
make choices that would help them construct their selves as moral individuals” (p. 64).
George et al. (20Qhas written the most popular work in the literature of
authentic leadership. He and his coauthors point out that during the last 50 years and in
more than 1,000 studies, no one has produced a clear profile of the ideal leader. “No one
can be authentic by trying to imitate someone else” (p. 129). Emphasizing the
developmental nature of leadership, George et al. advise:
Discovering your authentic leadership requires a commitment to developing
yourself...[leaders] frame their life stories in ways that allow thene¢o s
themselves as...individuals who can develop self-awareness from their
experiences. Authentic leaders act on that awareness by practicingatbes
and principles, sometimes at substantial risk to themselves. (p. 130)
Ingalls (2000) sees leadership as genuine rather than authentic. He argines tha
learning disabilities of organizations are functions of counterfeit leagefst@med in
terms of leadership wants and needs, the genuine leader keeps wants and needsg in balanc
while the counterfeit leader is unable to do this. Ingalls describes a pezgpeisence of
too much imbalance in counterfeit wants and needs in terms similar to the Horneyean
description of the idealized self: contemptuous, intimidating, aggressive, oweghea

domineering.
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Goffee and Jones (2005) claim, “The concept of authenticity is often
misunderstood, not least by leaders themselves” (p. 88). They describe achieving
authenticity as a two step process: making sure ones actions match aesaner
finding common ground with the people one leads. They conclude, “Great leaders
understand that their reputation for authenticity needs to be painstakinglgt aache
carefully managed” (p. 94).

Novicevic et al. (2006) reflect on authenticity by looking at the tension inhiarent
the struggle for human growth, and conclude that authenticity “will be influeryctiae b
extent to which [leaders] are able to manage the tensions that occur withiof ¢aeir
responsibilities, as well as the conflict between their responsibilife§3); “Only those
who can master successfully these challenges...will exhibit autheadierhip” (p. 73).

In the current leadership literature, authenticity is closely linkechealthy sense
of the real self. Horney presented the idea of the real self as in coenftidche idealized
self. The literature on the relationships between leadership and the idedfhfelibses.

The relationship of leadership to the idealized seliAccording to Schein
(1992), leaders play a highly influential role in creating the organizations theey lea

The initial design of the organization and the periodic reorganizations that

companies go through...provide ample opportunities for the founders and leaders

to embed their deeply held assumptions about the task, the means to accomplish
it, the nature of people, and the right kinds of relationships to foster among

people. (p. 274)

The organization structure and the behaviors these structures and cultures

encourage and reward find their genesis in the minds of the leaders who create the
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organizations they lead. Leaders are flawed human beings who bring “their own inner
conflicts and the inconsistencies of their own personal makeup” (Schein, 1992, p. 376)
into the workplace. With so many opportunities for leaders to influence the cultame of
organization, it would not be unexpected for leaders to bring their anxieties and neuroses
into the organization.

Schwartz (1990) posited that organizations may behave in ways consistent with
the need to actualize an idealized image into the idealized self. Schwartztsought
explain why organizational life, as experienced by his students, was sod@casad
trying to get ahead. He noticed that for these students, “Getting ahsamoral
imperative...they believed in the righteousness of what they were doing” Gci8yartz
came to see that in order to justify the moral imperative of their questifvament the
organizational system also had to “define their moral value” (p. 3) for theam this he
realized that these organizational participants have “an abstract ideaizatmpn, an
idea of the organization asrahicle for the revelation of their own grandiof#iyphasis
added]” (p. 4).

In a similar vein, the work of Kets de Vries has focused on the neurotic
organization and leadership. Together with Danny Miller of McGill Univeisédts de
Vries researched and constructed five “constellations” (Kets de &rié#ler, 1986, p.

268) of common neurotic styles and associated characteristics in organizations.

Kets de Vries (2005), in his research on what he terms neurotic imposters he
examined the behavior of “many talented, hard-working, and capable leadersand
women who have achieved great things—[who] believe that they don’t deserve their

success” (p. 110). Kets deVries describes a textbook example of the satirdedgcle:
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The vicious cycle begins when the imposter sets impossible goals. She fails to

reach these goals, of course (becaugsenecould reach them), then tortures

herself endlessly about the failure, which incites further self-fiziih,

accentuates the feelings of imposture, and inspires her to designatetlget ano

unattainable set of goals—and the entire cycle of workaholism and fraudulence

begins again. (p. 112)

Kets de Vries is describing the exact same cycle Horney (1950) desasiliee tyranny
of the should which is one persistent phenomenon within the experience of the idealized
self.

In research conducted at the Swinburne University of Technology in Melbourne,
Australia, a similar example of the organizational manifestation of tiadizdd self is
discussed. The researchers used a longitudinal approach over 24 months to examine the
phenomena of dominant cultures and countercultures coexisting simultaneously in a
single organization. Their research concluded that countercultures weredaitoesast
by dominant leaders in order to serve the narcissistic need of the leadaizeitiself to
exaggerate its accomplishments. Jones et al. (2004) wrote:

We argue that, for instrumental reasons, such [counterculture] valuearedall

to exist. [The leader] connives in their survival, expropriates their strefogths

own credit, but keeps the proponents of such values at arms length by relegating

them to marginal status. (p. 230)

In this case, legitimate contributions to organizational success arenaiengq by the

narcissistic need of the leader.
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Leadership behaviors as manifestations of the idealized self appear within the
governing variables of the Model | theory-in-use put forward by ArgysSahon
(1978). A theory-in-use is a theory of action, or mental map, used by people in a tacit
way to plan and carry out their actions in the world. Argyris and Schdn list four basic
values, or governing variables of behaviors, seen in people that use the Modekktheori
in use. They are: (a) achieve the purposes as | perceive them; (b) maxinmizey and
minimize losing; (c) minimize generating or expressing negatéigknigs; and (d) be
rational—minimize emotionality.

Although these norms are not the exclusive domain of leaders, Argyris and
Schon’s (1974) research featured leaders as the primary researckss@ogpeis and
Schon refer to governing variables as “goals the actor strives for” (p. 66)s€led the
word strive intends to capture the strength of the variables’ governingniedu€hese
goals are driven by “internal maps” (Argyris, 1977, p. 120). They also refer toathem
“settings of one’s programs” (Argyris & Schon, 1974, p. 19), referring to the
subconscious depth of these controlling assumptions. Within each of these maps, values
or assumptions we find the kind of thinking driven by an idealized self. Argyris (1991)
indeed confirms that these values are “a reflection of how [people] think—theigegnit
rules or reasoning [used] to design and implement their actions. Think of thesasrale
‘master program’ stored in the brain, governing all behavior” (p. 100). Proggemm
throughout a lifetime, the governing variables become values which are reinforaed by
culture conforming to model | shoulds. In the case of Argyris and Schon, the languag

corresponds with Horney’s (1950) and the tyranny of the should is explicit in this model.
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Using language such as maximize winning or neurotic imposters or innactonfl
and character structures, the leadership literature contains a wdbkx/body of
inquiry into the relationship between leadership and the various personal and
organizational manifestations of an idealized self.

Summary

The purpose of this literature review is to establish a conceptual foundation for
this research by presenting: (a) the theoretical positions germaraelerdhip, self-
awareness, and developmental psychology; (b) studies that relate lgadershi
development, self-awareness, and developmental psychology; and (c) conceptual and
operational definitions of key ideas and concepts. It was not the purpose of thwstcevie
answer any of the research questions. However, the literature does oavealesv
insights.

Focusing on her contributions toward the overall benefit of the human condition,
the current literature primarily emphasizes Horney’s clinical pyterhuman growth and
development. Whereas many current practitioners and theorists focus on thefstages
human development and the process of movement between the stages, Horney focused on
the negative forces that interfere with the process of growth. Hers washawrder
perspective than contemporaries of her time (most of whom were maleiand str
Freudians) were able or willing to consider, resulting in her radicallgrdift view of the
human being. Because of her broad perspective, and because her theories are so much a
part of current developmental thinking, it is appropriate to wonder why one particular

developmental subject of inquiry—leadership—would not be incorporating her theories.
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The literature suggests that leadership is not a static phenomenon. Thought of as a
process of change, leadership is seen as a growth process; one does rmimestabe
leader, one grows into leadership. Indeed much of the literature suggestadeaship
can be learned; it can be developed. Leadership as a developmental process is a journey
of growth and is often a struggle with the negative forces preventing grolthwas
Horney’s purpose: to “fight the struggle on its own ground” (Horney, 1967, p. 118) and
not accept dysfunctional, unhealthy human relationships as a biologicalydw@sti
repetition of past occurrences. This is where Horney can possibly contributesh®m
leadership development. For, as Schein (1992) points out, human relationships are at the
core of every culture and leaders must concern themselves with this deepesidn of
leadership.

Despite some evidence contrary to Horney’s conception of the real self, modern
writers report that contact with the real self or more authentic asptwt person is part
of the universal developmental struggle for balancing the tension inhereeebetelf
and other, which Horney articulated in great detail. Her ideas of th&zelkaklf are
congruent with current ideas of a false, inauthentic self.

The literature review revealed four sources that relate Horneyls du@ctly to
leadership development. Segal's (19Bd)nts of Influenceelated her theories to
organizational or leadership behavior. Focusing on her contributions toward the overall
benefit of the human condition, the literature primarily emphasizes Horreytat
priority—human growth and development. Rowley (2007) uses concepts of the idealized
self to identify confidence traps leaders must be wary of. Anderson (persona

communication, April 22, 2009) uses the three movements of people in leadership
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development to help leaders identify their reactive tendencies that get inylof their
creative tendencies and Holden (2006) advocates using the three movements in
leadership development also but characterizes them as inner assumptions that hold
leaders back. The literature also reveals many indirect relationsinpgselmecurrent
thinking about leadership and self-awareness and Horney’s core psychologitalotens

Horney (1950) states that an intellectual awareness of behavior is not enough—
the individual must go deeper. The concepts of the authentic and idealized self and
anxiety have become important in the practice of developing leaders. Building,on thi
perhaps it is possible to introduce a wider Horneyean perspective, and atpeaate
and to consider whether some ideas that were overlooked 60 years ago may now
legitimately be included in the practice of developing leaders.

The literature shows that Horney is seen as a change agent. She icihcede cl
psychotherapy to create change one patient at a time. Her writings havedctienge
study of psychology to include ideas about human growth and potential; her positive,
holistic view of the human potential for lifetime development and growth has become
fundamental to current models of consciousness development. There are numerous
references to current leadership scholars, practitioners, and thedwasésnploy
concepts very similar to those developed by Horney. Their work can result in a
potentially wider perspective for understanding leadership and the interitenges
leaders face as part of their development.

This review of the literature demonstrates the current usefulness ofyféorne

theories and provides support for continued inquiry and exploration into a more detailed
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application of her specific ideas and their application to the practice ofdbgule
development.
Contribution of the Study

Roethlisberger (1963) suggests we need a way of thinking that will allow es to s
our personality systems in the larger social system. Horney’s theotles lodisic anxiety
and the three movements of people may potentially be one way of framing our thinking
The research of Khaleelee and Woolf (1996) emphasize that leadership capacity
function of personality development. Horney’s theory of the idealized self dam ai
understanding the emotional drivers that help and hinder this development. Personal
characteristics are an element of determining leadership capahilitsome of them are
authenticity, self-belief and self-awareness (i.e., understanding whaeg/addiggs,
2003).

Perhaps this study can encourage future research into the use of Heorest
as a foundation for exploring the actions necessary to move between the stages of
psychological development. This could include the stages of development theorized,
researched and articulated by Abraham Maslow, Jane Loevinger, Jean Radget
Keegan, and Ken Wilber and translated into management practice by Bl dsill
Joiner, and Stephen Josephs. Torbert and Joiner and Josephs offer specifichattions t
readers can take to help evolve from one developmental stage to the next. Torbert (2004)
advocates the use of action inquiry as a “way of simultaneously conducting action and
inquiry as a disciplined leadership practice” (p. 1) and a “lifelong prodess o
transformational learning” (p. 1). Torbert’s four territories of experaanclude outside

events, one’s own sensed performance, action logics and intentional attention.
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Knowledge of how environmental and cultural forces can cause the basic anxyety
inform the first territory. An understanding of the three responses to the baigity @ax
enrich an understanding of behavior in that territory. An understanding of the needs
forming the basis of the three responses can help leaders understand thestrag
are applying and why

Joiner and Josephs (2007) Limadership Agilitysynthesize more than 30 years of
research findings from the above-mentioned developmental psychologists vathitime
logic theory of Torbert (2004) and the stage-development framework of KenrWillse
not the intent of this research to determine how Horney’s theories fit into any of the
previously mentioned developmental models. However, applying the concepts of Horney
to the development of self-awareness in leaders can perhaps enhance the leader or

potential leader’s ability to use action inquiry practices more effgti
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Chapter Three: Methodology and Procedures

The purpose of this study was to assess the usefulness in leadership development
of the personality theories of Horney. The intent of the study was to judge usefulness
according to whether the theories are used by, (a) leadership developrgtbpeas
and (b) leadership learners who have been introduced to the theories in the form of a one-
day workshop. The literature review unexpectedly demonstrated the usefulness of
Horney’s theories among current practitioners and researchers (Andersomape
communication, April 22, 2009; Holden, 2006; Rowley, 2007) who report implementing
aspects of her theories. The extent to which Horney’s ideas have been incorporated into
the work of later theorists as well as leadership development practitiomwersages
continued inquiry and exploration into a more detailed application of her specificadeas t
the practice of leadership development. As a result, the original intent oféhaent
methodology for leadership practitioners no longer appeared useful for this study and in
fact appeared redundant.

Therefore, the research focused solely on the usefulness of Horney’'s {e&459) i
in the development of aspiring leaders. This was done by employing tiye desi
delivery of a one-day experiential workshop for volunteer leaders. The workstsop
designed so that Horney’s theories, using her own language, were presesitegly
and as clearly as possible. The desired outcome for the workshop was participants’
understanding and application of the concepts in their personal and work expetfences.
understanding and application of the ideas could be demonstrated as a result of the
workshop experience, then the research could provide evidence of the validity and

usefulness of Horney’s concepts in the process of leadership development.
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Toward this end the content of the workshop, primarily the Horney concepts, was
presented to an audience of training and development practitioner280h& our Turn
to Learnconference of the San Diego Chapter of the American Society of Training and
Development on November 4, 2009. This was done as a quasipilot experiment to test
informally the validity of the Horney content and assess reactions to the ®ncept

The presentation was a one hour breakout session presented to 26 participants,
which required brief, succinct explanations and examples of each of the five sotept
the end, participants were asked to complete a simple two-question sessiookfeedba
form: What concept was clearest to you and what concept was least clear?

Given the extreme time constraint and the potentially complex nature of the
concepts it was gratifying to find general agreement among éktipants that the topic
was interesting: no one remarked that the topic as not worth their times dlsea
encouraging that many people wanted to hear more and learn more about these.concepts
This was encouraging on two counts: Development practitioners found the concepts
interesting and the connection to leadership was apparent. Confidence wesgtitize
research project was on the right track. This rest of this chapter degarbegpant
recruitment and selection, the workshop design, data collection, and the methodk applie
to the data analysis.
Research Participants

In the following section the specific information about workshop participants is
discussed, including the sample population; selection criteria; initial and subseque
contact with the sample population; and information that was shared with potential

participants.
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Participant selection This study focused on the usefulness of the personality
theories of Horney from the perspective of aspiring leaders. The population e§inter
was, therefore, employees of organizations who may or may not currentlydomai f
leadership positions but have a desire to develop themselves and achieve a feadershi
position within their professional field of practice. This may include theneatior a
future, different organization. It was important for this research that thieipants have
more than just a passing interest in becoming a leader; they must have artbiee
willing to explore different development paths toward that goal. Participaanes w
selected based on the above and were recruited from the Boeing population in Southern
California since the research was conducted there and to minimize potemgatitne
and costs to out-of-state participants. Participants were recruitedHeolmcal National
Management Association Boeing Chapter since there are many memthezs i
association who fit the selection criteria. Participants were headbhlys to the greatest
extent possible, but given the value Boeing places on diversity, no participants were
rejected because of any physical disability that could not be accommhoidatading
pregnancy. It was the intent of the researcher to recruit between 12 anddpgvdst
This number made for a good experiential training group in that it generatedstgive
of thought and opinion and made for robust discussion and processing of the theories
presented. The number was also a manageable number within the scope of the
researcher’s time and resource constraints.

It was recognized that obtaining volunteers for an academic researatt ponjkel
prove difficult. Given some of the potential drawbacks to using instruments, it was

anticipated that this may take some creative marketing of the workshop to potentia



78

audiences. The workshop was advertised among the National Management Associati
communication network using e-mail announcements informing participants of the natur
of the workshop, the content of the material to be presented and the specific date, time
and place of the workshop (see Appendix D). Twenty four people signed up to attend the
workshop, but for various personal and business reasons, only 13 could attend. The
research design called for a minimum of 12 participants so this sample weig st
proceed.
Demographics

The selection of participants was not based on age, gender, ethnicity, sexual
orientation, or any other illegal bias. It was intended that the workshop partgcipa
represent the broadest possible sample of people from the target population and as
feasible, the participant group was constructed to maximize a random and ednbias
sample. The sample population for the workshop consisted of five females and eight
males. The majority of participants were white (seven) followed by Afrikaaerican
(two), Hispanic (two), and Asian (one). All participants were membeisedlational
Management Association and averaged 18 years of service in The Boeipgrgof
the sample, only two were current members of management; however, two other
participants had previously held management positions but were not managers. All
members of the sample considered themselves to be in leadership positions, dagpite m
not having a formal management title. All members of the sample conversedishEng|
during the workshop, but one member did have difficulty with English as a Second

Language and this proved challenging during data collection.
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Participant notification . Potential participants were initially notified according
to the method previously mentioned. Upon a declaration of interest in the workshop each
participant received a copy of an informed consent letter (see Appehcexjuired by
the Human Research Institutional Review Board. Each participant signeohntent
letter i to acknowledge that he or she was aware that he or she wagpg@angdn
doctoral research and participation was voluntary.

| had originally intended to prescreen participants by telephone for propesinter
and to ensure they met the participant criteria. | was unable to do this becannse of t
constraints placed on me by work and travel commitments.

Ethical issues In addition to the issue of informed consent, confidentiality and
potential consequences were considered. Confidentiality in research ierthsepto
participants that data identifying them will not be reported (Kvale, 1996)cipartts
were informed that all of their responses to workshop instruments, small growgygad |
group processing discussion, as well as all interview information would be ¢elyple
anonymous and that no personal information would ever be made public. These issues
were explained in all written materials (see Appendices D and E) aasaljhlighted at
the beginning and end of the workshop. A potential ethical issue existed in that the
workshop participants are all from the same organizational culture. ThegBdempany
is an extremely large and complex culture, with many subcultures exastiogding to
geographical site, business unit mission, and heritage organization (the presegt Boe
Company is a merger of McDonnell Douglas, Rockwell International, anéderit
Boeing). It was possible that participants may wonder whether theiripation may

somehow affect their or fellow participants’ job performance. This possiklevas
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mitigated through the process of informed consent and was also emphasizeg aarall
in writing at the beginning and end of the workshop. Participants were informexhthat
feedback they gave, whether positive or negative, would not reflect on the qudiigyr of t
job performance, nor would it be used to judge the performance of the researcher-
workshop facilitator, who is also a Boeing employee.

Workshop Design

The next section describes the design of the workshop along with a chronological
description of the delivery of the workshop.

Design rationale The workshop design was influenced by the nature of the
research material and the absence of similar workshops in use in the field cfHgmade
development. The research centered on the usefulness of theories and concepts and as
such was not presented solely as intellectual exercises—they were grausdetei
practically applicable ways. To learn Horney’s language and the conoayit$ not be
enough: they must be experienced. According to Laird (1985), workshops are defined as
“extensive clinics addressing a specific problem” (p. 167) and offer “actams’p(p.

167) and/or “material which participants can use back on the job” (p. 167). Thistffits wi

the intent of the research which is to determine if Horney’s (1950) theogieseiul in
leadership development both in the classroom and back on the job. The sources used for
the key elements of the workshop and the reflective practices were takendroeyH

This workshop was experientially based in adult learning theory as artctblate
Knowles (1988): “The psychic rewards are greater from releasing thgyesfdearners
than from controlling it” (p. 97). Experiential learning allows a person to ks

energy by actively engaging in an activity, look back at the activity chtjcbstract
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some useful insight from their analysis and put that result to work in theirfesaht
ultimately become responsible for their own learning (Pfeiffer, 1975). Eexpia

learning is also congruent with Horney’s (1950) call for self-knowleddpetmore than

an intellectual knowledge but instead to “become real” (p. 343) and become one’s
“personal property” (p. 343). The experiential design provided participants oppied

for individual and small group work along with whole group sharing and processing of
insights and learning.

Workshop objectives were based on Horney’s (1950) demand that individuals do
more than just have an intellectual experience—they must have an inner caridity
realistically aware of oneself. Coolidge (2004) asserts that Horney,

...thought that patients must learn to assume responsibility for themselves and

feel active and responsible for their decisions and the consequences of those

decisions. Patients should also develop an inner independence, which might
involve establishing their own hierarchy of values and apply these values to their

own lives. (p. 5)

Therefore the workshop was designed around five distinct outcomes. Through the use of
lecture, paper and pencil self-assessments, and experientialesctwotrkshop,

participants would be able to: (a) explain the concepts of the basic anxiesaltkelf

and the idealized self, the three movements of people, and the self-defeclengncly

their importance to leadership development; (b) explain the connection between human
growth and leadership development; (c) explain the role anxiety plays indegder

growth and development; (dxplain the effects of these tacit forces on leadership
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effectiveness and growth by experiencing them in a leadership simukatiie)
practice a self-awareness methodology that they will use back on the job.

The workshop was conducted on a Saturday morning, January 30, 2010 in a
conference room at a Boeing facility. The workshop began with a review of tkehopr
purpose and learning objectives. Participants were informed how the objectivesoeoul
achieved as well as the expected norms for participation. Participaetpregrously
instructed to think about three leadership challenges they face at theingosisaaied
these when they made their introductions at the beginning of the workshop. These
activities represented the level-setting phase of the workshop.

Next, participants were introduced to the results of a leadership gap survey
(Center for Creative Leadership, 2009). The objective was to share thédatkesship
research and establish the context and credibility for the leadership eoeipstabout to
be presented. Participants in the study rated competencies such asmesssivenaging
change, and self-awareness from most important to least important as wéiich
competencies were most needed and least demonstrated. The group membezd validat
from their own experiences that these competencies, such as self-awaramaggng
change, leading people, and decisiveness, are a fair representation obathat m
organizations value in its leaders.

Participants interacted with this data by finding similarities betwthe Center
for Creative Leadership data and their three leadership challengeg pretiizting
which leadership competencies represent the greatest gap between néeh@amstrated
ability. Participants then conducted a self-assessment (describedilimdégdata

collection methods section of this chapter) to aid them in identifying aspfettsir
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personality that might influence the kind of choices they may make to close their
leadership competency gaps. The instrument assesses the three Hornelitgaypasa
compliant, aggressive, and detached. The data generated by this assessnsetivin
all subsequent processing activities as participants worked to processiaeness of
each new Horney concept introduced to them.

The next section of the workshop focused on Horney (1950) and her theories.
Some biographical information on Horney was presented along with some bass them
and assumptions of her theories. The basic anxiety was presented first, foliotned b
three movements of people, the real and idealized self and the self-debyaten After
each concept was introduced participants were given various processstigregi® help
them grasp and make sense of these ideas. After the three movements of people we
introduced, participants scored their self-assessment and processedathatrapan
experiential method that will be described subsequently.

A question was then posed to the participants: What do any of these theories have
to do with leadership? The workshop then introduced the concept of human growth, since
this was the core idea underlying Horney’s work. The idea of nonlineattgveas
introduced along with all the forces that create tension and anxiety durinthgiidus
was then translated into leadership growth using Joiner and Josephs Leadelgkip Agi
framework. Published in 2007, the framework is the result of interviews with 220
managers conducted throughout a four-year research period and combines the
developmental stage theory of Torbert and Kegan with the integral theoryosr\Wi

Participants discussed their understanding of the leadership growtiptosice

processing questions and their self-assessment scores in smallgangrtaip
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discussion. They began making connections between these forces and theremter
with growth and how that might affect them as leaders. Participants eefl@ecthow
their unconscious choices for coping with anxiety might influence their leagershi
behaviors and the leadership gaps they identified earlier.

Finally, participants engaged in a leadership simulation. The activiiyawa
structured experience called “Al Khobari: An Information Sharing Multipdde Play”
(Pfeiffer, 1980). The activity was chosen because it covers multiplersbaole
competencies such as problem solving, information sharing, decision making, and
managing conflict and requires the participants to work under time pressure—ety anx
producing dynamic. The content of the activity also fits an aerospace-detarissctor
population and it was used successfully by the researcher in other trainingrsstuat
Once again, participants took the data from their experience with this acthatyed
them in small- and then large-group settings, interpreted what the data reeandliged
it back into the Horney (1950) concepts, and found ways to apply it to their leadership
challenges and experiences.

At the end of the workshop participants completed a “Contract for Change
Worksheet” (see Appendix C) instructing them to: (a) think about the Horneyptence
they had just been introduced to; (b) consider their potential influence on leadership
growth; and then (c) list three things they would like to start, stop, or continue doing i
order to grow as a leader. Upon completion of the worksheet, participantsesieady
instructed to return to their work situations and during the next two weeks usd ahkas
of the Horney concepts they had learned and apply it to make at least one of the

behavioral changes (start something, stop something, or continue somethinghto whic
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they had committed. Participants could use more than one concept and could make more
than one change attempt if they chose, but they were only required by the protocol to do
one.

During this workshop, the researcher played the role of workshop facilitator.
Participants were made aware of this at the beginning of the workshop. lol¢hithe
researcher adhered to facilitator guidelines recommended by Pfeiffin,Ha&d Jones
(1976) as well as his 19 years of facilitation experience. It should be noted tiée iof s
this experience, this workshop was not delivered or facilitated as a tgprpalrate
learning experience. For example, in many similar, nonresearchdridatkership
workshops, additional time beyond the planned agenda is often given to participants if
they are making deep, meaningful connections between the workshop expemehces a
their real-world professional life. Oftentimes, some agenda item&iaped over if the
group wishes to adapt the agenda to fit their needs at that moment and seize on any
serendipitous learning opportunities. That was not the case here.

The workshop was designed to last 6.5 hours, the time limit was strictly adhered
to, and workshop activity instructions were very specific. The workshop was conducted
according to the design stated with one variation. | had intended to capturgaattici
comments and inputs from the small- and large-group discussions and later dresdgze t
However, because of the nature of the material presented and the resultnglpepth
of the processing and generalizing discussions that occurred, | was only cdybture
the briefest essence of participants’ thoughts, feelings, and insights. In otldsr v
could not keep up with the group. As a result, the comments | wrote on the flip charts

turned out to be cryptic at best and of little analytical value.
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Limitations and delimitations. There are advantages and disadvantages to using
feedback instruments and experiential activities. Advantages of the entjaetivities
have been previously stated, but there were potential pitfalls the faciitGtame aware
of and prepared for. Objectives for a structured experiential activityemessarily
general and learning is done through discovery; therefore, the exaotdealbjectives
cannot be specified beforehand and this may frustrate some participants. During the
publishing phase, participants may have become so focused on the activity thaethey ne
to be prodded into separating themselves from it. The processing phase is the group
dynamics part of the cycle and the action of talking through all the datae@pgrthe
group must not leave anything out, otherwise participants may experience afsens
unfinished business. The same caveat is true for the generalizing phaselilitétefac
made sure to draw out as many complete and even controversial getienslizg
remaining objective and nonevaluative. A key requirement for this workshop was tha
participants were comfortable expressing themselves openly. Becausdighliye
participatory nature of the workshop and the potential risk of exposing oneself
psychologically through the use of a personality assessment instrumerstnieeessary
to ensure that no one felt uneasy about being open in an atmosphere that required people
to make themselves vulnerable.

Pfeiffer et al. (1976) lists many advantages and disadvantages to the use of
instrumentation. Among the advantages most salient to this research@gutsents
promote personal involvement, it supplies personal feedback earlier than patdieipa
able to without the instrument, and it facilitates contracting for new behandriosters

open reception of feedback through low threat. The disadvantages that are most relevant
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to this research are the possibility of fear of psychological expospezception of the
instruments as irrelevant to the subject of the workshop, feedback overload, and a fea
over loss of control over the data generated. A skillful facilitator can orerthese
disadvantages by legitimizing the use of instruments early in the workdaofyjreg the
theoretical basis of the instruments, allowing sufficient time for the psoug of data

using the experiential learning cycle, and assuring participants that theyltianate

control over the data. Validity and reliability data as noted previously wared with
participants as well.

Another possible limitation was that the workshop participants were from the
same corporation, and hence, the same organizational culture. It was possibleuldey
bring a fairly common set of deeply held assumptions, beliefs, and values based on their
length of experience and organizational position in the culture. However, ancgpbr de
held value in The Boeing Company is diversity, and this value was indeed part of the
cultural mix in the workshop and it acted to offset any possible partidiast
Data Collection and Analysis Methods

Marshall and Rossman (2006) defined qualitative research as a broad approach to
the study of social phenomena the genres of which are naturalistipretitex, and
increasingly critical and which draw on multiple methods of inquiry. The nafuhes
study was exploratory in that the area of investigation—the usefulness of Hioeoey
in leadership development—is so new or vague that an exploration must be conducted
just to learn something about the problem (Cooper & Emory, 1995). The following

section describes the two separate data collection activities emptogepport of the
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research: Activities conducted during the workshop and postworkshop. The data
collection and data analysis methods used for each activity are also describe

Workshop methods Data collection method. A self-assessment instrument was
used in order to provide data about each participant to himself or herself so that he or she
could use the experiential process to reflect on the data, consider what it nmapmea
him or her in the context of their self-assessment instrument scores, andipemndrat
this may have to do with his or her roles and experiences as leaders. AccoFelieifer
(1975), “the primary value of instrumentation...is a source of personal fdefiivac
individuals” (p. 9). The data generated from these feedback instrumentsatere
collected and were not analyzed by the researcher.

The choice of assessment instrument was based on practical value (tinestand c
ease of use-analysis), scientific value (related to the researchsaposaly as possible),
and learning value in that it allowed participants to make connections between their
leadership practices and their scores. The self-assessment instrumentvea®she
Horney Coolidge Tri-dimensional Inventory (HCTI). This instrument was desigpe
Professor Frederick L. Coolidge of the University of Colorado as a means farrmgas
Horney's three types of people: Compliant, Aggressive, and Detached, based on their
defensive strategy of moving toward, against, or away from people. Publishedligrigina
in 2002, | used the February 2005 version sent to me by Dr. Coolidge. It is a 57-item,
three-scale self-assessment designed to take about 10 to 15 minutes to cam@ste. |
the only instrument identified during the literature review that measuyedimensions
of Horney theory. It was, therefore, ideal for the purpose of researchinguleeofa

Horney theory in leadership development. The HCTI has excellent test-edigdstities
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(Coolidge, Moore, Yamazaki, Stewart, & Segal, 2001), and construct validity has been
established (Coolidge, Segal, Benight, & Danielian, 2004).

Data analysis method. The experiential learning process was used during the
workshop to analyze the data produced by the self-assessment. This method was chosen
for its practical value-simplicity, ease of use, and high participative vl was also
chosen for its potential to produce a quality and quantity of data in a very shorT tiene
activity was processed using the experiential learning cycle of Expagefublishing,
Processing, Generalizing, and Applying (Pfeiffer, 1975) with the generalnihg
applying phases connecting leadership back to Horneyian theory. Also, as mentioned
before and as supported by Coghlan and Brannick (2005), emotions are just as important
during the reflection phase as thinking; therefore, feelings about the leamiaglso
explored. Workshop participants used the experiential learning cycle toa{szatheir
self-assessment feedback data, and (b) process their experientitdbsatto useful
generalizations about the dynamics of leadership behavior.

Postworkshop methodsData collection method. A paper and pencil course
evaluation was given at the end of the workshop to assess accomplishment ofdhe state
objectives. A 4-point Likert scale was used to assess agreement oeelisagt with
statements about the objective and process of the workshop along with open-ended
guestions to assess the clarity of the workshop content. This data served raseevide
learning and increased understanding of Horney’s concepts.

A postworkshop follow-up interview was used for determining the effectiveness
of the Horney concepts in the participant’s practice of leadership. Kvale (A896)

described a qualitative research interview as “literally an intenaevinter-change of
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views between two persons conversing about a theme of mutual interest” (p. 14).
Marshall and Rossman (2006) describe the interview as being more of a camversat
than any kind of formal event. This research took this approach as the intent was to lear
from workshop participants who among them used Horney’s theories in their personal
leadership development and found those theories to benefit them in improving their
leadership skills or abilities. It was stated at the beginning of thisrthsisn that

usefulness will be defined by the participant and this researcher will netdoyc
preconceived idea of what useful means upon any participant. While it may bénatue w
Levin said about nothing being more useful than a good theory, for the purpose of this
research, usefulness is in the eye of the beholder.

The interviews took place two weeks after the completion of the workshop in
accordance with a contracting protocol completed at the end of the workshop. It was
anticipated that not all participants would contract at the end of the workshop to @ise wha
they had learned, and that not all those who contract to use what they learned would, in
fact, do so. It turned out, all participants contracted to use a theory in a cheng#.att

Since a less formal interview was the intent of the data collection, a
semistructured interview was used. Bryamn and Bell (2003) describe tlstraetared
interview as using a list of fairly specific questions to guide the intenbewthe
interviewee is given a great deal of leeway in how to reply. As it wastdm to capture
the lived world of the workshop participants as it relates to their experieheadass,

this approach seemed most appropriate.
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The researcher used a research assistant to conduct the interviewsriaeramy
researcher bias or participant bias occurring in the collection of interviewAla
interview guide (see Appendix F) was employed to ensure the main topicsresint
were covered. Interviews were conducted by phone in order to limit potensial bia
inherent in a face to face interview (Creswell, 2003). There were 13 partgipahe
workshop but only 12 were interviewed. (One participant went on a medical leave at the
time of the two week behavioral change attempt and was unable to apply any of the
concepts in that context). The primary researcher solicited participaisdseca date
and time from a one-week window that fit their professional and personal schedules. The
resulting schedule was sent to the assistant researcher who contacted réitip2amta
according to the schedule. The interviews lasted approximately one hour.

Data analysis method. The participant paper and pencil course evaluations were
anonymous. They were collected at the end of the workshop and summarized. Each
evaluation contained a four-value rating scale that gauges how well the casrse w
conducted. A mean score was calculated along with the range of responses. The
evaluation also included two open-ended questions that determined which concepts were
understandable and which concepts were confusing.

The assistant researcher collected data from the postworkshop ugervie
assistant researcher read through the start-stop-continue behaviordifstnratating
back to the contract for leadership change as needed. During the intervies\pa#s
were asked to explore why they used a concept, how they used it, whetherea chang
occurred, and whether the concept was related to the change. If they did not use a

concept, they were probed for why they didn’t.
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After the interviewee laid out what she or he had accomplished or not in his or her
attempted behavioral change, then the assistant researcher moved on do%thesti
addressed the Horney concepts specifically, taking them one by one, to deteowine
the person rated each concept and to state affirmatively what concept was mos
significant in his or her leadership growth for the two-week period (spejix F). The
last three questions of the interview sought to determine what effect the conae mn:

(a) participants’ leadership development perspective, (b) any neweshddquired from
use of the concepts, and (c) their proclivity for continued use of the concepts.

The research objective is to learn how valuable each Horney concept ishfor eac
person; therefore, the data analysis looked at the Horney concepts and hopapgstic
referenced them during the interviews. The assistant collected the pgadto
interviews data by means of note taking, capturing as much verbatim data agpossibl
This data was analyzed using Creswell’s (2003) qualitative method. Th&epiprocess
involves: (a) organizing and preparing the data for analysis, (b) retowgh all the
data, (c) coding the data, (d) generating categories or themegrésemting the themes
in a qualitative narrative, and (f) interpreting the meaning of the data.

The research assistant’s field notes were given to me and | transcritved the
verbatim into a word document. | then read through all the transcribed responaek by e
participant to get an overall sense of the information and reflect on its possiblagnéani
took notes on any general impressions or themes that | began to notice. Nexd, theorte
responses by interview question and read them again in this order to explore further a
emerging impressions. | took a heuristic approach to the meaning thahesgng

from the comments and | made brief one- or two-word notes of what that meaning might
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be. | eventually produced a list of categories and their definitions shown & T.abl

Table 1

Codes Used in Analysis of Participant’s Interview Comments

Theme Category Definition
Stance | Toward Comment indicating a stance of moving toward others
Against Comment indicating a stance of moving against others
Away Comment indicating a stance of moving away from
others
Voice | Real Self Things you might hear the real self say
Idealized Self Things you might hear an idealized self say
T.0O.T.S Things someone might say if they are in the tyranny of
the should
Growth | Intentional Comment states deliberate intent
Reasonable Comment rational and realistic
Possible Expressions of hope and feasibility
Willingness Expression of enthusiasm and eagerness
Courage Willingness to take a risk
Improve A condition is not broken, but could be improved upon
Something
Self Awareness of Self Comment indicates awareness of oneself within the
context of the situation
Concern With Selff Comment indicates primary concern of situation is self
Understand Self Desire to understand self better
Positive | Confident Comment expresses little or no uncertainty about|the
situation
Positive Sees the situation as positive
Perspective
Positive Comments of a positive tone or tenor
Open Minded Willingness to consider other possibilities
Struggle| Confession Comment admits some failing or shortcoming
Uncertain Comment expresses little or no certainty about the
situation
Negative| Blaming Comment assigns blame
Envious Comment includes statements of envy towards others
Unreasonable Comment sounds irrational and unrealistic
Impossible Expressions of hopelessness or helplessness
Unwillingness Expressions of reluctance and disinclination
Negative Comments of a negative tone or tenor
Criticzing Comments disapproving of something

(table continues
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Theme Category Definition

Others | Awareness of Comment indicates awareness of others within the

Others context of the situation
Concern With Comment indicates primary concern of situation is
Others others

Understand Others Desire to understand others better

| then sorted interview responses into broad categories and then into finer-detailed
themes, allowing multiple comments and recurring patterns to be grouped anddnalyze
for representation of a theme reflecting an experience of a concept.aradsted in the
column labeled “theme.” The major categories clustered around sevengyHbemes:

Stance—comments indicating one of the three movements of people.

Voice—comments that link to the real self, the idealized self or the tyrarthg of

should.

Growth—comments relating to Horney criteria for human growth.

Self—comments focusing on or pertaining to the self.

Positive—comments of a generally positive tone.

Struggle—comments evoking the struggle for human growth.

Negative—comments of a generally positive tone.

Others—comments focusing on or pertaining to others.

Limitations and delimitations. Disadvantages of the interview method were
considered. According to Creswell (2003) interviews provide indirect informatiereti
through the views of interviewees and not all subjects are as equally perceuti
articulate. Marshall and Rossman (2006) point out that interviewees may benguiilli

uncomfortable sharing at the level of detail the interviewer seeks. Intenevor can
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also be a source of bias in that an interviewer may distort the results of therqongdiy
word emphasis, vocal tone, or question rephrasing (Cooper & Emory, 1995).

Advantages of the interview method include gaining access to an internal
experience and the ability to “understand the meanings that everydatiesctioid for
people” (Marshall & Rossman, 2006, p. 102). Bryamn and Bell (2003) point out that
some events are just not amenable to other data collection methods and that interviews
allow for the least impact on people’s time and the situation being studied. Another
advantage is the flexibility of being able to ask questions not on the integuide in
response to subjects discovering new insights or awareness about the topicl(®36)e
The result can be richer more detailed answers than the original queghdrnenie
elicited.
Validity and Reliability

As noted by Cooper and Emory (1995) two key characteristics of any sound
research project are the ability of the research to measure whang atameasure
(validity) and that the results of the research are consistent over tlrabiljitg). Bryman
and Bell (2003) and Marshall and Rossman (2006) concede the importance of validity
and reliability in quantitative research, but they also contest the relevath@sefcannon
to qualitative research. Creswell (2003) states emphatically:

Validity does not carry the same connotation as it does in quantitative research,

nor is it a companion of reliability (examining stability or consistency of

responses...) or generalizability (the external validity of applyingteesuhew

settings, people or samples...). Overall...reliability and generalizabiaty 3l

minor role in qualitative inquiry. (p. 195)
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The research assumed this stance and instead endeavored to instill quality and
rigor throughout all steps of the research process. There was no intent to Imegate t
importance of precise observations and logical arguments by integratichtyvato the
craftsmanship of the total research design. “Ideally, the quality oseraftship results in
products with knowledge clams that are so powerful and convincing in their own right
that they, so to say, carry the validation with them” (Kvale, 1996, p. 252). This was the
intent of this research.

Toward this end, the content of the workshop, primarily the Horney concepts, was
presented to an audience of training and development practitioner280h& our Turn
to Learnconference of the San Diego Chapter of the American Society of Training and
Development on November 4, 2009. This was done as a quasipilot experiment to test
informally the validity of the Horney content and assess reactions to the @ncept

The presentation was a one-hour breakout session presented to 26 participants,
which required brief, succinct explanations and examples of each of the fivgpisorde
the end, participants were asked to complete a simple two-question sessiookfeedba
form: What concept was clearest to you and what concept was least clear?

Given the extreme time constraint and the potentially complex nature of the
concepts, it was gratifying to find general agreement among attipartts that the topic
was interesting; no one remarked that the topic as not worth their time. dtssas
encouraging that many people wanted to hear more and learn more about these.concepts
This was encouraging on two counts: Development practitioners found the concepts
interesting and the connection to leadership was apparent. Confidence wesugtitize

research project was on the right track.
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Chapter Four: Results

In this chapter, | will analyze the data collected from the researthipants.
The three sources of the data are the participants’ written evaluatitheswebrkshop,
postworkshop interviews of the participants by a research assistant, and dheherse
observations and field notes taken during and after the workshop. | have organized the
data into two major categories. The first category is workshop assessmegtdates
gathered from participant paper and pencil workshop evaluations, measuosvtbé fl
activities and information during the workshop to assess whether the conceptdeaer
and easy to understand and whether they could relate them back to participants’
leadership lives.

The second category is the assessment of the outcomes of the workshop, that is,
the success or failure of the behavioral change the participants attemptedtusast
one of the Horney concepts. These data were gathered primarily from postworkshop
interviews and include participant ratings of the Horney concepts aasvadrticipant
comments about their experiences. These discussions of the two types of daga will
followed by a summary of the findings.
Workshop Assessment

The purpose of obtaining participant’s written evaluations at the conclusion of the
workshop was to assess the process of the workshop and to determine if the concepts
were communicated clearly. The workshop evaluation form (see Appendix B) was
combination of Likert-scale ratings of the process of the workshop and open-ended

guestions about the clarity of the concepts presented. The Likert ratargsset
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instructor performance, congruence of learning objectives, etc. The open-endexhgues
addressed potential issues of content clarity.

Workshop ratings. All participants completed a written workshop evaluation at
the end of the workshop. All Likert items were completed by all partitspéowever,
two participants did not complete all the open-ended questions. In these two instances,
some of the questions were left blank, indicating the participants were eithémgna
answer or were unable to answer. Workshop process ratings were based on a 4-point
scale of agreement or disagreement with the rating statement. Foggmmposes the
ratings were assigned numerical values ranging from 1 for “straigggree” to 4 for
“strongly agree.” Table 2 shows the summary of the Likert scorebdavaluation of
the workshop process. Participants were asked whether they strongly agrest], agre
disagreed, or strongly disagreed with the statements.
Table 2

Summary of Workshop Process Ratings on a 4-Point Scale

Evaluation Statement Mean Range
Score
1. Overall, I learned a great deal from this workshop. 3.6 34

2. The instructor told us what we could expect to learn as a resulBd 34
taking this workshop.
3. The instructor provided adequate opportunities for questions aB@ 34
discussion during class time.
4. As the workshop progressed the instructor showed how each ®gdic 34
fit into the course as a whole.

5. Overall, the instructor’s explanations were clear and 3.6 3-4
understandable.

6. The learning activities were well integrated into the workshop|. 3.5 2+4
7. There was close agreement between the stated workshop | 3.5 3-4

objectives and what was actually covered.

(table continues
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Evaluation Statement Mean Range
Score
8. Expectations for learning in this workshop were clearly 3.5 34
communicated.
9. | felt comfortable about expressing myself candidly during the 3.8 34
workshop.

Ratings were consistently positive. There was only one “disagres{ r@r item
4, “As the workshop progressed the instructor showed how each topic fit into the course
as a whole”) among all ratings given on all items and 67% of the ratings geven w
“strongly agree.” A key statement, item 9 (“I felt comfortable about espng myself
candidly during the workshop”), received the highest mean score of 3.8, indicating tha
people felt the environment was psychologically safe and allowed them te®xpre
themselves. Since the nature of the material being discussed had the poteniigl of be
very personal, a high score on this item was necessary to ensure the vatiity of
thoughts, ideas and comments expressed by participants during and after the workshop

These scores suggest that participants were positive about the conduct of the
course. Also, because of the nature of the concepts presented, it was importam to all
adequate time for participants to process the concepts presented in ordeatd asstul
insights which they could then apply to their leadership lives. Based on the ratitegrfor i
3, this appears to have been achieved. Further evidence of this connecting the dots
between psychological concepts and real-world leadership challengesist inebe
narrative comments from the workshop evaluation.

Workshop comments Workshop commentsere collected from the printed
workshop evaluation form. The form had two open-ended questions about the clarity of

the content of the workshop: “What has been the ‘muddiest’ point in this workshop? That
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is, what topic(s) remain the least clear to you?” and “What questions remaimogpar

your mind?” Table 3 shows a summary of these comments-responses.

Table 3

Summary of Workshop Written Evaluations Regarding Clarity

y the
e.

out

e were
s the

re at

Subject| What has been the “muddiest” point in this workshop? That is, what topic(s)

remain the least clear to you?

A None

B For the short amount of time the leader did an excellent job of explainin
topics’ Four Forces, and providing an example in the Al Kohbari exercis
Well done!

C When you identified you are in the self-defeating cycle, how do you get
of it?

D relevance of decision types

E No answer

F No answer

G No answer

H The future leadership gap was all over the place, it pointed out that ther
no wrong placement for the ratings but points out not all leaders prioritie
same.
Breaking the cycle that permits anxiety to disrupt the balance betwken s
and ldealized self. Don't like the term anxiety - too much of a negative
connotation, can there be a better term—"tension.”

J No answer

K None

L No answer

M Basic anxiety, self-defeating cycle, 3 solutions for dealing vathdefeating
cycle

Subject| What questions remain uppermost in your mind?

A None at this time

B I’'m interested in transferring my leadership Masters degree t@abda
school that is approved by LTP.

C Where to go from here. Not sure | know enough from this to how to hangdle
myself when | understand my reactions better.

D tips for moving to be a Catalyst after being an achiever.

E no answer

F none

G Do you see the organizational development insight influencing our cultu
Boeing?

H None

(table continues
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Subject| What questions remain uppermost in your mind?

How to keep anxiety from disrupting balance.

The concept of the “tyranny of the should”
None
None

ZiriXla|l—

Subject M. What is the real self? | haven't lived in that state sinees lankid.

There was no real consensus among participants about any specific workshop
topic being unclear. Two participants wanted to learn more about how to break-the self
defeating cycle, suggesting not so much confusion about the concept as an appetite for
more information about it. One participant listed three of the four Horney coneepts a
remaining unclear. Two participants listed nothing and five participants gavewerans
to this question. Leaving the question unanswered suggests several possiai)ifldne
respondent may have been unwilling to answer based on a possible perception that the
guestion was unworthy of an answer; (b) The respondent may have felt rusheddt the e
of the day and did not have time to answer; (c) The respondent may have believed the
content was clear enough and there was no need to answer the questions; or (d) The
workshop content was so confusing they could not articulate what they did not
understand. All participants but one affirmatively answered the follow-uyclar
guestion: What questions remain uppermost in your mind? However, only five of the 12
affirmatively answered stated they had no remaining questions about the cohtkat. O
other seven, four referred to material from the workshop, while the other tkezk as
guestions that had nothing to do with the content. This suggests that in spite of high mean
scores for items 3 and 5, the clarity of the content of the workshop was mixed.

Seven out of 12 responses to the question: What could the facilitator have done

differently to help you understand today’s workshop material? were positive,
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complementing the facilitator and the workshop. Five subjects left this questida bl
It's possible that these subjects believed the workshop content was beyond the
facilitator’s ability to clarify any further. These seemingly dmtihg responses do not
provide any clear findings on the clarity of the workshop content.

The clarity of the workshop content was important to the next open-ended
guestion in the written workshop evaluation, which asked about significant lessons from
the workshop: What are the two significant (central or useful) things (contgpts)
you have learned during this workshop? Table 4 presents these responses.

Table 4

Summary of Workshop Written Evaluations of Lessons From the Workshop

Subject| What are the two significant (central or useful) things (concepts, topics) you
have learned during this workshop?

A Anxiety influences leadershipelationship gage on anxiety in leadership
B 1) As self-aware as | believed | was, we all change and must lagtayilin
touch with our real selves, idealized self and the pitfalls of anxiety. 2ayslw
something and someone (Horney) to learn about to help us grow personally
and professionally

How you respond to situations are based on learned responses from
childhood and since then.

Future leadership gap. 3 methods to deal with anxiety

Leadership tips

Work as a team within the objectives; respect and accept others
Anxiety and how to recognize it, understand it, and then deal from that point
of understanding. Tools to deal—tools for personal practices

Openness and self-awareness

The self-defeating cycle, how they search for glory, and tyranreashould
reinforce

J Being self-aware and applying openness and reflection to become a better
person-leader

K Basic Anxiety; The Self: Real self and Idealized self; How tocogéfrom
“the self-defeating cycle”

20 leadership competencies

M The self-defeating cycle; basic anxiety

@]

®|mm|o

—| I

—
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Eight participants named at least one Horney concept as the most sigrifing
they learned. Four participants seemed more focused on general leadeddmgoeguihe
most frequently stated concept was the Basic Anxiety (six). The secondnersbned
Horney concept was the Self-Defeating Cycle (three). The three neovemere
mentioned only once and the Real Self-Idealized Self twice. Of note in themments
are the three participants who connected the concepts to leadership, the intent of the
workshop.

In summary, the purpose of the participants’ written evaluation at the end of the
workshop was to assess the process of the workshop and to determine if the concepts
were communicated clearly. The data presented suggests that the workshep \wes;e
for the most part, effective in that it delivered the Horney concepts in a nkkaaaily
understood way for a majority of participants.

Postworkshop Assessment—Behavioral Change Outcomes

The second set of data was collected two weeks after the completion of the
workshop in accordance with a contracting protocol completed at the end of the
workshop. These follow-up interviews were conducted to assess the outcomes of the
participant’s attempt to use a Horney concept to effect a behavioral change

The data include a combination of numerical ratings of the Horney concepts and
data derived from the results of participants’ change efforts as wedirasipant
comments about their experience with the Horney concepts during their chamtge eff

The object of the postworkshop interview was to learn how valuable each Horney
concept is for each workshop participant; therefore, the focus of the datasanayshe

four Horney concepts presented in the workshop and how the participants reference them
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during their interviews. The first interview question of the interview wasy®@ have

any questions about these concepts before we proceed? This was asked to détermine i

there was any clarification of the concepts required in order to answer thquserise

guestions. Only one participant required a brief refresher.

Question 2 was: Describe the leadership situation you attempted thegesciman

This question attempts to establish a leadership context in which the behaviogad cha

attempt occurs. Table 5 lists these comments below.

Table 5

Summary of All Answers to Interview Question 2

Subject

Question 2: Describe the leadership situation you attempted these sran

A

“I was there to pay attention to the role of the team—the team and using
collaborative techniques. | act as a bridge from technical people to the
customer.”

ge

“I left the workshop wanting to work on more than one situation. | work i
highly unionized environment. | wanted to work on reverse psychology &
thinking outside the box to effect change. The attitudes and guidelines t
govern my work have been well-established at Boeing for a long time.”

na
and
hat

“I have a coworker who is slightly senior to me but who doesn’t follow
through to complete his work. I kick him in the butt and he runs a little bi
have to go kick him in the butt again and he runs a little further. | want h
do his work with less direction from me.”

t. |
im to

“I want to work on being a leader on purpose rather than being the relug
leader. | can’t let anxiety get the best of me. | have always beeavemié.”

tant

“Yes, | did choose a leadership situation. It is centered around anxiety. |

The

change | wanted to make is managing others less and leading more. | have

staff who are in remote locations that | don’t see every day. | want to ide
and relate to them more in their states, not mine.”

ntify

“| feel totally isolated from teammates. It takes me two to thrge ado
something that it would take the team four months to do otherwise. Evel
else is more tuned into their families and just use the company as a me
provide. They do what they have to do and go home. My leadership
development challenge is how to cope with others who are less compet
than me.”

yone
ANs to

ent

“l am very much into the reflection part of leadership development. Peo
get unnerved and people get anxious. | want to be able to step back anc

Dle

=

possibly reframe.”

(table continues
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Subject| Question 2: Describe the leadership situation you attempted these cimanges
H “I am dealing with conflict between two employees. One is my directtrepo
and the other one reports to someone else.”
I “I have been placed in an impossible situation. | have been asked to doja
large project that is impossible to complete in the time I've been given and
with no budget. | need a lot of support and | collaborate with a team of eight
to 10 people.”
J “The biggest thing | was interested in was taking the class in order to
understand the concepts; especially the concept of basic anxiety. | wanted to
understand when other people are feeling anxious.”
Did not answer
“My current goal is to help my team’s improvement. We use a tool. My
customers are internal. Need to inspire others. | have felt that | am too
compliant and need to learn to be more assertive.”

—|X

During the analysis it became apparent that the comments expressed more than
one theme. Eight out of 12 participants expressed a willingness to take onrshigade
challenge that might be a risk, but they also expressed eagerness and entiiubi@asm
prospect of making a deliberate and intentional change toward growing defa Tdeese
comments express a theme of personal improvement, as well as a willirgusegtie
Horney concepts to become more effective in interpersonally challenguhey &hip
situations. These situations might raise issues of communication, control, ongoachi
but they clearly require some kind of leadership interaction with others andr¢hey a
framed in terms of the behavior of others rather than the participant’s behavior.

In these comments we hear people describing thorny workplace relationships
where they are looking for psychological insight that will help them behave more
effectively. These participants have, for the most part, chosen the kinds absguat
where the Horney concepts might provide new insight. It also seems that té idea
recognizing and dealing with anxiety is the commonly mentioned aspect roéHibrat

comes up in these responses.
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at least one of the Horney concepts. Interview question 3 was asked in four parts

1.

2.

4.

What was the behavior you wanted to START doing?

Did you make the change you wanted?

If you made the change what was the result of the change? Did you find this

result satisfactory? Why or why not?; and

If you did not make the change what prevented you from making the change?

Table 6 presents representative quotes from the responses to question 3a.

Table 6

Summary of All Answers to Interview Question 3a

Subject| Questions 3a: What was the behavior you wanted to START doing?

A “Not just starting a behavior but | wanted to continue what | learned in ap
earlier class. Wearing a different hat.”

B “I wanted to improve my attitude and optimism that there could be positive
change. | wanted to use my positive attitude to be a team person.”

C “Set a better example. Be more persuasive. Use my coaching skills.

D “l want to start reframing issues in real time as a way to manageesy st
and anxiety.”

E “l initiated weekly one-on-one meetings with each member of my staff i
order to gain a better pulse of the team. | also initiated more conversation
opportunities—increased the number of opportunities to communicate. Ad
hoc Monday morning ‘how was your weekend’ conversations.”

F “How can | become a real teammate? How to be accepted for who | am and
what | am. | planned to stop asking so many questions and blend in. They
aren’t going to change, so | need to know how to work with them better.| Take
a back seat. Wait to see who steps up.”

G “Use reflection to manage my own anxiety. We are going through a lot of
layoffs.”

H “I wanted to start indirectly refereeing the situation to try to help both
people.”

I “Yes. | have focused my team on ‘good enough’ without going into my usual
demand for perfection and its self-defeating cycle.”

J “l wanted to understand and gain better approaches to other people. | have

~—+

been reluctant to give feedback. Also, | want to lower my self-abasemer

(table continues
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Subject| Questions 3a: What was the behavior you wanted to START doing?

K “I've got to change who | am. I've been through something rough. | ban’
angry or blame anyone else but | must find a new and different way forward.
| want to learn how to be appropriately assertive in the moment and know
how to say no but that’s all part of a bigger problem.”
L “Mediate. Focus. Openness. Honesty. Want to move away from compliance
by identifying anxiety. To be assertive.”

Nine out of the 12 responses to 3a were oriented toward self-improvement such as
the comment made by participant B: “| wanted to improve my attitude and syiithat
there could be positive change. | wanted to use my positive attitude to be a teani person
Most people want to be more authentic and effective in their relationships ants thiere
implied desire to learn and change. The one exception is participant C who ed&ems t
more into performing than into gaining insight or becoming more congruent and
authentic in her or his own behavior.

Questions 3b asked: Did you make the change you wanted seeking a “yes” or
“no” response? Of the 12 participants interviewed, 10 reported that they did make the
change they sought; two did not.

Question 3c asked: If you made the change what was the result of the change?
Did you find this result satisfactory? Why or why not? Table 7 presenisimary of
these comments.
Table 7

Summary of All Answers to Interview Question 3c

Subject | Question 3c: If you made the change what was the result of the chahge? D
you find this result satisfactory? Why or why not?

A Did not answer

B “Did not make the change. | work in a ‘we/them’ environment. They jus
weren’t having it.”

~—+

(table continues
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Subject | Question 3c: If you made the change what was the result of the chahge? D
you find this result satisfactory? Why or why not?
C “Sort of. Hit and miss. | went through the development of the plan with|my

co-worker and reviewed his agreements. | tried to understand: does he need
more confidence? Does he have anxiety? | got good feedback from my boss
re: my use of coaching behaviors. Now my coworker has fewer options for

evading work. | let others talk to me more. | engaged others in different
ways during the two weeks.”

D “Yes. My productivity and outlook has improved. My work is faster and
clearer.”
E “Yes. | got proactive. | dispensed with normal business and then explored

more informal and personal areas.”

“No—I am who | am.”

“Yes, | was able to use it in real time, preemptively. Yes, | coulditake
more input.”

H “Yes. | went to management and asked if the person who didn’t report|to
me could support me in an activity that was assigned to me and alreagy
involving the other party to the conflict. | have noticed a change in the
attitude of the one who is temporarily assigned to me as | have worked her
into my activity.”
“Yes. | was able to remember some of the teaching from the workshop,
recognize my spiral and stop it. | was on a ‘quest for glory.” Also, in the
past two weeks, | have been able to help my college age daughter (who had
heard of Horney) with some impossible, unrealistic demands she was
making on herself. | went to the library and got a Horney book.”

J “Yes. My anxiety has dissipated.”

K “I've been on a 13-month journey of transformation. I've immersed myself
in learning. | conduct myself differently since I've been on this journey pf
self-development. My dominant style used to be what | call ‘controlled
aggression.’ I'm from NJ. | know how to do it. Yes, I'm learning how to
tackle problems and not people.”

L “The workshop helped me see my self-defeating cycle that | was inal did
big presentation. My boss didn’t want me to do it, but | went ahead anyway.
My boss liked it and | got recognition.”

@M

Participants’ responses were predominantly positive and expressed figsires
intentional growth. Four of the 12 comments explained a causal link between a Horney
concept and the result achieved implying a strong sense of utility for theptoAgain,
as in question 3a, responses showed a shift from an emphasis on others to an emphasis on

the self with seven out of 12 comments focusing on the self as compared to focusing on
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others. A good example of this is participant L: “The workshop helped me sedfimy se
defeating cycle that | was in. | did a big presentation. My boss didn’t watd deeit,
but | went ahead anyway. My boss liked it and | got recognition.”

Question 3d was: If you did not make the change, what prevented you from
making the change? The 10 participants that made successful changes did/aothasis
guestion, as would be expected. However, the two that did not make successful changes
also did not answer this question. Rather, they answered 3d as part of question 3c as is
seen in the Table 7.

Interview questions 4 and 5 were asked in the same four part manner. Question 4a
asked: What was the behavior you wanted to STOP doing? Table 8 presentsthdist of
responses to question 4a.

Table 8

Summary of All Answers to Interview Question 4a

Subject | Question 4a: What was the behavior you wanted to STOP doing?

A “I tend to dominate and | want to rely more on the team. Be a bridge.”

B “My being overly directive and overly in charge.”

C “l wanted to stop being so busy that | don't allow others to relate to me.
Lower barriers to communications; be less threatening.”

D “Stop thinking | know everything about my team.”

E “l wanted to stop speaking too quickly—wait until I heard what was being

said before commenting and to be less technical in my speech.”
F “l want to stop asking so many questions.”

G “Stop being in such a hurry so that | might catch more of what's going on.
H “The focus of the changes | wanted to make was more positive (not what |
wanted to stop) and what | might do proactively.”
I “l wanted to stop escalating my expectations of myself and others and|go
for ‘good enough.”

J “I want to stop thinking that anxiety means that I'm not cut out to lead.|

K “Last year | was passive aggressive, | didn’t try very much and | did a
mediocre job. | got mediocre results.”

L “Most definitely the self-defeating cycle. | compare myself to thEeel

bad about self when other’s get awards. Not jealous, just feel inferior.”
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Responses are again predominantly positive and growth oriented, seeking to cease
behaviors that would prevent growth as a leader. A sense of struggle and dabmew
self-critical tone is also present. The Horney concepts appear to have beenhaipe
these participants elicit some personal candor and authenticity. This detesrstit
reflection and a willingness to address aspects of their personal psycti@bgye not
working for them. By disclosing their psychological and behavioral ticks these
participants appear to be exhibiting an ability to apply this insight to tiessse

Questions 4b asked: Did you make the change you wanted seeking a “yes” or
“no” response? There was less success for the stop behaviors than for the stemtsbeha
as four of the 12 participants did not experience success at stopping the behavior they
identified. One of the participants focused on positive, affirmative change ruhlyich
not attempt to stop any behaviors. For another participant, a nonnative speaker of
English, the interviewer was unable to make sense of the response. The language barr
prevented the interviewer from getting a clear “yes” or “no” answer angdthexrgfore,
unable to determine whether the change was successful.

Question 4c asked: If you made the change what was the result of the change?
Did you find this result satisfactory? Why or why not? Table 9 presentsod fie
responses to question 4c.

Table 9

Summary of All Answers to Interview Question 4c

Subject| Question 4c asked: If you made the change what was the result of the
change? Did you find this result satisfactory? Why or why not?
A “I don’t remember.”

(table continues
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Subject| Question 4c asked: If you made the change what was the result of the
change? Did you find this result satisfactory? Why or why not?

B Did not answer

C “It's ongoing work for me.”

D “Yes, | was Col. Miller in the exercise. Big ‘ah ha’ | solved the problem
immediately using military leadership principles | have been taugat. | s
back and waited for the others to respond along the lines that military
leadership training would dictate that they would use. In a multigeneratipnal
workforce it is easy to slip out of awareness that they have a different map of
the world.”

E “It was a behavior change in me but | haven’t noticed any behavior clmange
others. | will definitely keep on doing this.”

F Did not answer

G “‘Some”

H “Yes, but not completely. Need to grow more. You can formulate better
opinions when you do that.”

I “I got more support (but not perfect). Eight or nine people really ‘got ité O
guy insisted on clinging to his perfectionist ways.”

J “This has changed my understanding of my potential.”

K “My pay it forward attitude has become an inspiration to others and | believe
I’'m having an impact throughout my organization. I've had articles published
in the Boeing publications and have participated in the making of a videp. |
am learning how to approach people as people.”

L “Yes. Very empowering. | have a habit of sitting on the edge of the bed at
night reviewing all the things | did wrong. | STOPPED that. This has been a
BIG help for me. | am sleeping better.”

Responses are consistent with answers to 4b; there were less succekesss and
satisfaction with attempts to stop a negative behavior. Most people appear engaged in
improvement and want to continue. Three did not answer. Participant G gave a slight and
ambivalent response, but the rest seemed engaged and in some kind of continuous
improvement process. There were more comments expressing how difficult thimbeha
change was and there was not as much success as with the positive change.réhere we
comments that suggest the concepts helped to recognize the negative behavior that needs
to be stopped, but actually stopping an existing behavior proved more difficult than

starting a new behavior change.
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These are mixed results; some did change and for those who did the experience
was significant: “People really ‘got it”; “Very empowering'l, will definitely keep
doing this”; “My pay it forward attitude has become an inspiration to others”; &md *“
has changed my understanding of my potential” all suggest the concept used ulas usef
in stopping negative behavior and achieving some self-validation.

Question 4d asked: If you did not make the change, what prevented you from
making the change. There were only two comments for question 4d and these came from
two of the four who did not make the behavior change. These two participants attributed
their lack of success to their cultural work environments.

Question 5a asked: What was the behavior you wanted to CONTINUE doing?
Table 10 presents the comments from all participants.

Table 10

Summary of All Answers to Interview Question 5a

Subject | Question 5a: What was the behavior you wanted to CONTINUE doing?

A “I want to go along with others except in their area of expertise.”
B “Didn’t identify any”
C “I have a good grasp of the importance of ethics and diversity from the

Boeing training. | have respect for differences and appreciate
uniquenesses.”

“I will continue to use four personal practices: reframe, better selfincent
to learn from others, and use immediately.”

“Active listening. Staying present. Staying committed to the convemsat
“Don’t be a dumbass. | am always willing to grow, enhance, learn.”
“Being straight with people. Being honest and direct. Give people real
answers. | don't believe in being political.”

“None. | just wanted to be more observant of myself and how | come
across.”

I “I have always been the person who manages to appear calm on the surface
even when, like a duck, | am paddling like hell below the surface. | think
others benefit from my calm demeanor in crisis situations. | reduce the
overall anxiety level by not alarming others.”

O

@|T|m

I

(table continues
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Subject | Question 5a: What was the behavior you wanted to CONTINUE doing?

J “Realizing and managing my basic anxiety”

K “I want to continue building my trust in others and knowing my limitations.
Also, | support my wife and other women in their growth in assertiveness.”

L “I work well with others. I like to help and I'm good at it. Stopping the self-

defeating cycle is the biggest thing.”

It appears that even though the intent of this behavior change was to focus on
continuing a leadership behavior, some participants interpreted this diffeadtly
focused on continuing a Horney concept. This may be due in part to a problem in the
construction of the questions. Despite this possibility, reactions to the attemptinoieont
a positive behavior are predominantly positive. These comments appear everdg focus
on the self and others for each respondent and in four of the 12 comments there is
evidence of participants adopting Horney’s movement toward others.

Questions 5b asked: Did you continue the behavior you wanted seeking a “yes” or
“no” response? Of the 12 responses, six of the participants did not answer the question;
two experienced mixed results; and only four expressed success at continuiniy@ posit
behavior.

Question 5c¢ asked: If you continued the behavior what was the result of the
change? Did you find this result satisfactory? Why or why not? Table 1hizdise
comments from all participants.

Table 11

Summary of All Answers to Interview Question 5c

Subject| Question 5c¢ asked: If you continued the behavior what was the result of the
change? Did you find this result satisfactory? Why or why not?
A Did not answer
B Did not answer
C Did not answer

(table continues
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Subject| Question 5c asked: If you continued the behavior what was the result of{ the
change? Did you find this result satisfactory? Why or why not?
Did not answer

“I have reinforced the habit of staying present.”

Did not answer

“People think it's better even when the news is not good. However, people
have to be trusted to take the information right.”

Did not answer

“Yes, but mixed results. Old habits die hard.”

“I'm more successful in keeping my basic anxiety from compounding th
problem and | use it in a personal context t00.”

K “Yes, I'm more in the moment. Not being the dummy.”

L “Yes. | continue to work well with others but | did have working well with
others confused with being compliant.”

®|mm|Oo

o|—| I
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These comments are mixed at best and reflect the answers to question 5b. For the
four participants who were able to continue a positive behavior there is somevgroacti
self-reflection occurring. However, eight respondents produced answers that we
difficult to relate to the question asked or no answer at all. This makes it Idlifficu
interpret the results to question 5c¢. The subjects, having answered two siwdledbd
guestions previously might have been confused by the redundancy of the questions or
perhaps even fatigued by them indicating a weakness in the data-collectgm desi

For question 5d: If you did not continue the behavior, what prevented you from
continuing the behavior? there were no answers. This result suggests pastitiganat
want to answer this question. The continue questions just did not generate the energy and
enthusiasm that the others did. This may be a case of interview fatigue.

Questions 6-9 asked participants to rate what concept was most significant in
their leadership growth for the two-week period using a 5-point scale ranging from
insignificant on the low extreme to very significant on the high extreme tiQue$
asked: How would you rate the significance of the concept of the basic aoxiety t

improving your leadership behaviors over the last two weeks? Question 7 asked: How
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would you rate the significance of the concept of the self-defeating oyittetoving

your leadership behaviors over the last two weeks? Question 8 asked: How would you
rate the significance of the concept of the three movements of people to imprawing y
leadership behaviors over the last two weeks? Question 9 asked: How would you rate the
significance of the concept of the real and idealized self to improving yaerkhip

behaviors over the last two weeks?

All participants had an opportunity to rate all four of the concepts using the five
possible choices. In order to compute average scores | assigned a value atirggach r
ranging from 1 on the low extreme to 5 on the high extreme. The frequency of ratings
used by participants was examined in order to gain a sense of the overall value of the
concepts to participants. This data is summarized in Table 12.

Table 12

Summary of Concept Ratings and Frequency of Responses to Horney Concepts

Rating Value Basic Real and Three Self-Defeating | YF
Anxiety Idealized Self| Movements Cycle
f Score f Score f Score f Score
Insignificant 1 0 0 2 2 4 4 5 5 11
Somewhat 2 1 2 1 2 1 2 0 0 3
Insignificant
Somewhat 3 3 9 2 6 3 9 1 3 9
Significant
Significant 4 4 16 3 12 2 8 2 9 11
Very Significant 5 4 20 4 20 2 10 4 20 14
Average Score 3.92 3.5( 2.715 3.00

Two thirds of the 12 participants found the basic anxiety to be significant or
highly significant in improving their leadership behavior. Half found the self-tiefga
cycle to be significant or very significant in improving their leadershiaben
However, five of the 12, or 41%, found the concept to have no significance at all.

More participants found the three movements of people to be somewhat
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insignificant or insignificant than found the concept to be at least significatiieOf
participants, 25% rated it only somewhat significant. In contrast, 9 of the 1&arts
found the real and idealized self have some significance, and seven pagitipad the
idea to be significant or very significant in improving their leadership behavior

The three movements of people appears to be the least highly rated (average score
= 2.75) and the self-defeating cycle received the highest frequency officsighiatings
(average score = 3.00) yet it is the self-defeating cycle thatatexs in the end of
workshop survey as the most significant lesson in the workshop—second only to the
basic anxiety. This may speak to the concept being easy to understand but difficult to
apply.

The basic anxiety is the highest rated concept (average score = Bi9@alvand
idealized self the next most significant (average score = 3.5). This isteosvith the
end of workshop survey data on most significant lesson from the workshop. It appears the
participants found these concepts easy to understand, recall and apply &hipader

These data indicate that the basic anxiety, the real and idealized self aali-the
defeating cycle have some significance to participants in their@amchange their
leadership behavior, that is, to grow as leaders. On the other hand, the three nevement
of people is rated just barely somewhat significant, but for four participants it wa
significant. It is interesting to note that it was not mentioned in the muddiestopaista
need for further clarification, again perhaps suggesting that a concept nasilpe e
understood, but not practically applicable.

The rating used most frequently to describe the Horney concepts was “very

significant” f = 14 out of 48 responses, 29%). “Significarft=(L1 out of 48 responses,
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23%) and “insignificant”f(= 11 out of 48 responses, 23%) were the second most
frequent ratings given. A majority of the respondents, 7 out of 12, used the two highest
ratings most frequently across all concepts.

Questions 10 through 12 sought to explore what other changes might occur in the
participant as a result of the introduction of the Horney concepts. Question 10 asked:
How have the concepts you learned changed your perspective about your Ipadershi
development? Table 13 presents a list of these comments.

Table 13

Summary of Comments From Question 10

Subject | Question 10: How have the concepts you learned changed your perspective
about your leadership development?

A “l agree with what was taught at the workshop. It helps a lot. It gave me
awareness. | can adjust my behavior based on that awareness.”
B “The concepts helped me more personally more than my group. More

patience in me, helped with anxiety. Some of the stress is self inflicted| | did
see a change in myself.”
C “The concepts improved my understanding of others. | know when others
are stressed, isolating, afraid, etc. | can understand that they have other
places they are coming from.”
D “Yes. | got what | wanted - better knowledge of Horney. | wanted a megns
for planning a career path. This helped me get in touch with my anxiety.”
“Increased awareness”

“Yes. | took away some things that | could use—qgive other people a
chance; not to jump out in front of others with answers. Coach others. Be
less aggressive.”

G “Not very much. | already have a model of leadership | am working on
Nice to hear some areas | already subscribed to.”

H “I don’t think it changed anything.”

I “I have been ambivalent about my own leadership development or “mixed.”
| see myself more as Spock rather than Kirk. However, recent events have
forced me to lead more in the open rather than being the brains behind the
scene. | am uncomfortable with the charismatic leader role. Thinking about
Horney gives me another tool to understand myself and others.”
J “I am more in tune with the aspects of myself and others according to the
three movements of people. | am better positioned to take that into acgount
when making impactful decisions.”

mim

(table continues
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Subject

Question 10: How have the concepts you learned changed your persy
about your leadership development?

pective

“I have a different understanding of anxiety. Horney helped me unders
that there are unconscious triggers that may send you down the wrong
A negative thought is an opportunity for anxiety to take over. The most
significant reason that executives don’t get ahead is because of bad
behaviors.”

tand
path.

“The workshop was very beneficial to me. Prior to Frank’s class, | had
traditional view of leadership and | felt defeated—that | could never be
leader. Now, | see that leadership is all about relationships and | can d
| can because it's about dealing with your own anxiety and the anxiety
others.”

a
a
o that.
of

All

but two participants reported positive changes in their perspective on

leadership development. Most comments were about getting something theeysoul

and were stated in an optimistic, future oriented manner. These comments mention

usefulness for dealing with others almost as much as focusing on self-umndiegstnd

self-awareness. For the most part these comments reflect a gramaneness of anxiety.

Questions 11 specifically asked: What, if anything, are you able to do now that

you could/would not do prior to the workshop? This question sought to determine

whether any meaningful increase in leadership skill or ability occurrexdtbg two-week

period. Table 14 presents all participant responses.

Table 14

Summary of Comments From Question 11

(table continues

Subject| Question 11: What, if anything, are you able to do now that you could/wpuld

not do prior to the workshop?

A “None. Pretty much knew the material already from previous workshops| but
it was a good confirmation”

B “More patience in me”

C “Find the root causes of anxiety in others. Horney’s perspective provided
another way to think about where others are coming from.”

D “Recognize my own value. Identify my anxiety and move on. Don't act gn
just my own way of seeing things.”
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Subject| Question 11: What, if anything, are you able to do now that you could/wpuld
not do prior to the workshop?

E “Along the lines of being confident of my actions. These concepts have
become part of my tool set.”
F “None. Saw the solution to the Al Khobari exercise immediately. Solved|in

five minutes, told the others the answer. Had 25 minutes left to joke around
and coach the shy person on how to present.”
G “Nothing. Not a bad course. | enjoyed it but it didn’t change anything éorm
| don’t think that the self is the best unit of analysis. Trying to get away fro
focus on self.”
H “No effect”

I “Nothing”

J “Glad to know I'm not the only person who has and struggle with basic
anxiety! Awareness of basic anxiety as a common phenomenon is helpful.”

K “I have upped my level of assertiveness and am telling things the way they

really are. It's not how quickly you get the good news—It's how quickly you
get the bad news so you can act on it. | tell others that it gets more raghless
you go along. When you start to succeed, get recognition and go higherin

your organization, people try to take you down.”
L “Now | am willing to take more risks and actually seek opportunities to take
risks and be more assertive.”

Some answers in question 10 mentioned acquiring skills relating to othersssuch a
subject C’s response, “The concepts improved my understanding of others. | know when
others are stressed, isolating, afraid, etc. | can understand that they haptactsethey
are coming from.” However, in answering question 11 five of the 12 participants found
no new abilities, even though in answering question 10 two of these five positivet) stat
they took away some new tools. For example, subject | flatly answered “Notbing” t
guestion 11, but answered question 10 “Thinking about Horney gives me another tool to
understand myself and others.” This may be a result of the nonlinear nature of the
interview responses mentioned by the assistant researcher or intextiggie.f

Question 12 asked: Which concepts would you continue to use in your
development as a leader? Why or why not? This is the question most dirextty tel

usefulness because one would not be willing to continue using something that had no
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perceived future utility. Table 15 presents all participant responses.

Table 15

Summary of Comments From Question 12

Subject

Question 12: Which concepts would you continue to use in your development

as a leader? Why or why not?

A

“The three movements of people.”

B

“None, due to the situation. An ‘If it's not in the contra¢tmentality. The
least senior man | have reporting to me has been there and in the union
years. It's in the culture now. These guys were trained by all thewluy
went before.”

“Three movements of people. Predict how others will react. More able to

modify my own reactions to others.”

“I will continue to use self-awareness and Horney’s four basic conaepts
gain control of my own responses: Redirect, reframe, and walk away.”

“Anxiety—recognizing the three positions and having a baseline or
barometer about self and others so | can modify.”

“Be who | am. Be aware of others. Give others a chance.”

@M

“Don’t believe in the three movements. Too negative of a view of people.
Some merit to self-defeating cycle. | read Ekert Tolle whose fundamenta

philosophy is not about self. | am moving that way.”

for 25

“Awareness of my own presence and how | come across to people. As a lead

you must be careful of what you say and how you seem to others.”

“The anxiety concept is something I'll continue to use to try to manage

myself and possibly use to make better responses to the states of other
However, | don't like the word *anxiety’ because of its negative connotat|
Nonetheless, | will try to ‘make this my own.” Without anxiety some peoy
would never respond or turn in work. Need to figure out appropriate way
stress myself and others.”

“Seeing that the concept of a downward spiral is a real, documented
phenomenon. If | can recognize that in someone else, perhaps | can ste
and assist or change my approach.”

“The subconscious generates negatives which, if you are aware of them
can generate a positive. Many people can’t open themselves up to learrn
Are trapped in their own understanding of the world and ways of being.
I now understand how anxiety can spawn a plethora of negative behavic
can use that awareness to stop a negative spiral.”

“Will continue to use all of them but especially the self-defeatingecyill
spend more time on my real self. | have self-awareness of my complian

that’s not working for me. | think overall my level of stress has decreased.

This has helped me a lot. | am sleeping better. When you sleep better y
have more energy. Leadership is all about relationships; dealing with yo

5.
jons.
e

s to

pin

» you
ing.

Also,
Drs. |

own anxiety and the anxiety of others.”
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Only one out of the 12 participants found nothing to continue using because of the
stifling union culture in which he works. One respondent found only some merit to the
self-defeating cycle. This is based on his subscribing to the no-self philosophshaftEc
Tolle. Of the remaining participants, usefulness appears to be expresseds of the
self being the most frequently named beneficiary of the Horney concepts.ig ktile
usefulness for dealing with others as well. One person in particular, pantiti, appears
to be in a fairly meaningful process of self-discovery. This person appears to dd&am
significant emotional shift from self-doubt to self-confidence to the point where t
person is experiencing physiologically healthy improvements such as irdpsiaep and
more energy.

Summary and Findings

The purpose of this research study is to test whether Horney’s concepts of the
basic anxiety, the three movements of people as a response to the basicthexiea}
and idealized self and self-defeating cycle are useful to leaderahigts. Horney’s
concepts would be judged useful if they could be seen as a frame or tool by leadership
learners for helping them improve their leadership behavior. Based on the workshop
evaluations, the workshop was successful and seen as useful by participants.
Additionally, there are four important findings that emerged from the analfythe data.

Finding 1: Participants reported no great difficulties in learning the Horney
concepts Data collected from the workshop evaluations (see Appendix B) confirajed: (
participants identified in the Muddiest Point question as being unclear or requtimgy
clarification; and (b) when asked if there are any remaining unanswerdwgsethe

tyranny of the should and the real self were mentioned only once. There wasienly
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follow-up question about the concepts at the beginning of the interviews; all other
participants had a clear understanding and needed no further clarifyingeshiredy.

Finding 2: Participants gave the basic anxiety, the idealized self, anddlself-
defeating cycle the highest ratings of significance in their behavioral ehge
attempts. Two data support this finding: concept rating scores and frequencyngfsrati
used. Based on the significance ratings participants gave each conceptidichg
frequency of ratings used, participants most frequently described the Homespts as
“very significant” in helping these leaders attempt a change in theerdglaip behavior.
These changes tended most often to be positive changes—changes involving the attempt
to start a new behavior. The comments supported this finding also. Additionally, two
thirds of the participants found the results of their change effortsesatisf in
improving their leadership capabilities. Of the four Horney concepts presdradihdic
anxiety seems to have caught on the most with this group.

Finding 3: Not all Horney concepts are as easily translatable to leadership
development usefulnessarticipants may easily understand a concept, but that doesn’t
mean they can easily explain or apply it. Participants gave the sedtidgfeycle
received the highest number of “insignificant” ratings, yet there weee fhegople who
rated it “very significant,” experienced satisfaction with their geaefforts, and cited it
in the open-ended questions. Not all of the concepts are valuable for everyone, but for
those who resonate with a particular concept, that concept takes on signifiaairigne

for them as evidenced by the following comments:
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Seeing that the concept of a downward spiral is a real, documented phenomenon.

If | can recognize that in someone else, perhaps | can step in and assist or change

my approach.

[1] will continue to use all of them but especially the self-defeating cycle

[1] will spend more time on my real self. | have self-awareness ofamptance

that’s not working for me. | think overall my level of stress has decreased. This

has helped me a lot. | am sleeping better. When you sleep better you have more

energy. Leadership is all about relationships; dealing with your own anrgty a

the anxiety of others.

Finding 4: Participants gave the three movements of people the lostaating
of significance in their behavioral change attemptParticipants rated the three
movements of people to be least significant in improving leadership behahaarwit
average rating score of 2.75 out of 4. Only two participants mentioned the three
movements as a concept they would continue to use after the workshop, suggesting tha
the other concepts might have greater future utility.

Finding 5: Participants demonstrated great difficulty responding b the data
collection methodology There were difficulties with the data-collection design that
became apparent when the interviews were conducted. The workshop design gave
participants an introductory level of understanding of Horney’s concepts. However, the
interview questions that were intended to determine how well these conceptdresul
meaningful leadership behavior change produced only partially useful data. This is

attributable primarily to the complexity in the length and redundancy of theiewer
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guestions. Hence, the data collected in the interview did not provide the expected level
insight into the postworkshop application of the concepts.

Finding 6: Participant comments support the idea that the basic anxigf the
three movements of people, the idealized self, and the self-ddfeg cycle can act as
forces that prevent leadership growth The Leadership Gap Survey conducted by the
Center for Creative Leadership in 2009 and used in the workshop as a context setting aide
provided data for participants on several key leadership gaps such as |leagiegape
inspiring commitment. Participants accepted the validity of the CentE@réative
Leadership gaps and compared them to their own leadership experiences. In the
workshop we explored the causes of these gaps and what might be getting in the way of
closing the gaps. Participants agreed that not only were there externelesbsta
contributing to these gaps; there might also be internal obstacles. The Hornegtsonc
were then introduced and the leadership gaps were considered again using these new
concepts as a frame. There was consensus among participants during thepvibriis
the Horney concepts offered a different understanding of the gaps. Particgraets a
that if they could close their gaps, they could become better leaders. Sbegeded
that the Horney concepts could help them identify the internal forces that might be
causing those gaps.
Conclusion

The following research questions narrowed and guided the focus of the inquiry:

1. Will professionals who are willing to develop their leadership capabilities
find the theories of Horney useful in that pursuit?

2. How can these theories contribute to deeper self-awareness?
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3. How can deeper self-awareness generated from these theories mfiuenc
leader’s development?

This chapter analyzed the data collected from research participanteatitiad
key findings resulting from the data. These findings have provided some atsers
research questions. Will professionals who are willing to develop their leadership
capabilities find the theories of Horney useful in that pursith# transfer of knowledge
and the resultant participant responses indicate a strong and profitadode@ent with
the material. As a result there were a lot of affirming stateméois &orney and her
concepts. A lot of value resulted for most people who attended the training; all the
concepts were cited as useful in the interviews, but some were more vahaabtghers.

How can these theories contribute to deeper self awarelless Darticipants
wanted to be more authentic and effective in their interpersonal relatioriBhips
demonstrated self-reflection and a willingness to learn and change. The idonoepts
appear to have contributed to this new level of self-awareness and an abilityytthegpl
insight to themselves and not just others. By presenting the Horney concepts, using her
language, participants were able to take the first steps toward idegtifigin own
internal leadership gaps.

How can deeper self-awareness generated by these theories influeaders |
development? The comments represented an enthusiastic endorsement for the Horne
concepts. As a result most participants appeared engaged in their behaviared et
and wanted to continue using these concepts in their leadership development. The

workshop format allowed participants to explore the concepts as forces that prevent
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leadership growth, and to carry that learning back into their daily lgaigdives. Some
participants reported undergoing transformative processes as a result.

The purpose of this study was to investigate the usefulness of Horney’s theories
according to leadership learners who have been introduced to the theories in the form of a
one-day workshop. The three findings identified in this chapter will become thalcent
focus of the next chapter where | will draw conclusions and discuss the itopléctor

this research.



127

Chapter Five: Discussion

In this chapter, | will discuss the conclusions that can be drawn from this study. |
will also explore what the findings and the line of inquiry that they gensrayamply
for future research and practice.

It is appropriate to call out my assumptions about this research and theggsonce
and how my interpretations of these findings might be filtered. | ssgdnat normal
healthy human beings strive for psychological safety, not just physiety séhis has
been demonstrated in the literature and is most popularly represented in laslow
hierarchy of needs. | also assumed that normal human growth is indeegigéestihat no
one proceeds along the developmental path uninterrupted and, like in nature, struggle is
necessary to develop the internal and external strength for survival. LikeyiHbateo
assume peophantto grow. | also assumed that if people are given the tools to
overcome obstacles, they will, for the most part, use those tools. Perhaps my greates
assumption is that nobody is perfect and that everyone can use a little help nbenand t
General Observations

The interview responses lead to several general observations about the data
collected from this group of aspiring leaders: (a) the interview desigaapiocbe
flawed and led to confusing responses to the interview questions; (b) The Horney
concepts are teachable; (c) all the concepts were cited as useful, e tesdgnition
and application of the concept of anxiety that seems to resonate most meaniagtull
(d) the participants’ use of the Horney concepts led to their increasedhsedness and

they found this to be valuable.
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After reading, categorizing, coding, analyzing and seeking to explain the
comments from all the interview questions some additional themes emerge.eimesag
or appetite for the concepts emergedor to ever being asked what concepts they would
use again, participants made many comments in the interviews about wantssgthe
concepts in the future. Participants talked about being better positioned for théojuture
having another tool to use, being able to adjust future behavior, feeling empowered.
Three participants talked about using the concepts outside of the leadershipinontex
their personal lives and finding success there. The Horney concepts alstiageeme
curiosity in two participants who took active steps to learn more about Horney.

The participants struggled to stay engaged with the concepts. The nature of these
concepts, coming from the world of depth psychology, required some potentially serious
introspection. This was a risk recognized in pursuing this inquiry. | experiensed thi
during the workshop trying to capture the participants’ processing of the conaept
insights and generalizations. All the participants were thoroughly engadesl in t
discussions and the thoughts, comments, insights, and ideas emerged in a way that their
words meandered, seeking connection to the Horney concepts or other’s insiglts; man
comments were started by one person and finished by another. Thoughteeterg fl
and few of them could be expressed in full sentences. It was a struggle to takennote
the flip charts as was previously mentioned. The research assistant expeahénatso
when conducting the interviews and described it as participants responding nontmearl
the questions. Their answers jumped unpredictably to other topics, some of which were to
be asked in subsequent questions. Her sense was that the participants could have

benefited from some more time spent with the concepts to gain more contextual
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experience. It was clear that they required more mastery with the cotitapthey were
able to bring to bear; it was a struggle to answer and accurately capturartbases.

And yet...from the comments captured, one can see that participants were
connecting the dots. For the most part, they used the Horney language in the correct
context, especially as it related to the importance of self and others.dbégpitbvious
struggle, | observed across the length of this study the participantshgroainfort with
the concepts and their desire to identify and understand their behavior and the behavior of
others in ways that made sense.

Not everyone found the concepts useful. Only two participants found the concepts
to be of little to no significance to their leadership development. They were not
successful in any of their change attempts. The common factor for bothpaatsdas
their cultural environment. One is a union shop environment governed by strict, inflexible
contract rules and regulations and the other an environment described as isolated and
unchanging. Both described the others they are dealing with as inflexible and
unchanging. Their interview comments were not as insightful or as enthuamstiher
participants.

Conclusions

The findings from this study break some new ground in leadership development
research. Much has been written about how to acquire and develop leadership skills.
Authors such as George et al. (2007), Kouzes and Posner (2007), Maxwell (2007), and
many others lay out multistep instructions for aspiring leaders to follow. \Wigite is a
plethora of instruction manuals on what to practice and learn to become a leadés, there

not much written about the forces that prevent leadership growth and development—
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hardly anything about how to identify and recognize these forces and evabdes
what to do when confronting them.

Roethlisberger (1963) suggested we need a way of thinking that will allow us to
see our personality systems in the larger social system. Research hashsti@srsonal
characteristics are part of determining leadership capability (Higgs, 2003j.1 hoped
to do with this research was to further the knowledge and understanding of leadgrship b
introducing a way of understanding the emotional drivers that help and hindeslepde
development. Specifically, | hoped to share a sense making framework; & growt
oriented, environmentally driven model for self-reflection and self-understatiding
could expose the forces that prevent our growth as leaders. By doing so, aspirirsy leade
in addition to being able to deal with the outside, tangible obstacles to their léaders
development, could also identify the internal obstacles, the forces thateopetraf their
awareness that are not so obvious, that prevent our growth as leaders.

The intention of this study is to offer aspiring leaders a differemteveork
through which to view their leadership growth and development. The heart of this
framework is Horney’s concepts. These concepts are a lens that wilhtiefiuals to
know-recognize the forces that work against personal development: (a)itharbasty,

(b) the real and idealized self, (c) the self-defeating cycle, andgaptutions we
unconsciously choose to cope with these forces: the three movements of people. The
following sections will describe the conclusions drawn from this study.

The four concepts of Horney, using her own language, appear to be teachable and
understandable to aspiring business leaders. First, the research desselstbivs that

the psychological concepts of the basic anxiety, the real and idealizetissklf-
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defeating cycle, and the three movements of people are teachable to andddarnabl
aspiring leaders in business. The subjects were all professionals at vaimssasttheir
careers. There was a mixed demographic, although all subjects weremnefrthe

same professional management association within the same company. dE<Mmece
presented in a workshop format that allowed participants to share reactionghasins

on, and observations about the concepts; discuss patterns and dynamics that emerged
from these insights; generalize principles about how to apply these concéyatsanlt

world; and make plans for doing so. Based on the comments obtained from the
postworkshop interviews and the frequency of successful attempts to start newatbehavi
changes back in their real leadership lives, it is likely that these comeeptst beyond

the intellectual or emotional reach of a professional leadership population, evien one
the highly technical aerospace engineering industry. However, the psyicabttepth of
these concepts and the concomitant depth at which participants explored thegsfeel
and motivations and, in some cases, their childhood, requires more time and effort than
was allotted by the research design.

There was a design flaw in the data-collection methodologhis respect, the
research methodology was flawed. Specifically, the concept applicatiotiesthat the
participants were asked to undertake after the workshop and the subsequeatintervi
protocol were both inadequate. The research design did not anticipate the complexity of
the Horney concepts and the challenge for participants to apply these ideas do-t
the-job leadership challenges, and then to discuss and make sense of these experienc

when talking to an interviewer.
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The concept-application methodology called for the participant to attemet thre
types of change and this proved to be two attempts too many. It is likely that stopping
negative or unwanted behaviors (e.g., smoking, over-eating, shyness, bossiness,
impatience, etc.) takes more time than two weeks for a significantebawgcur.

Whereas, experimenting with new behaviors, positive behaviors, may appear much more
promising after two weeks. Also, being asked about the attempt to continue a positive
leadership behavior, only confused participants who had been told to change something
in their two previously discussed attempts to apply the Horney concepts.

The interview questions that gave the respondents the most difficulty and that also
produced the most confusing answers were based on this three-part behavigel chan
attempt, resulting in three similarly worded and multiple-part questionspiidwed to
be redundant and confusing for participants, rather than providing the intended
framework for a thorough and complete discussion of their experience.

More fundamental to the question posed by this research is the need to emphasize
the comprehensive nature of the Horney model as a theory of human development and
behavior, and not a set of individual concepts. The data highlight the inherent and
necessary complexity in the Horney material. Inadvertently, therobsdesign requested
isolated discussion of the particular concepts presented in the workshop. 8gphese
concepts for the purpose of discussion and data collection appeared to be diffibet for t
participants and insufficient for their personal meaning making. It appiea no matter
how literate a person gets with this material, it is hard to speak in a docsslated way

about any one idea as complete and separate from the others.
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Horney’s model, like most psychodynamic theory, loses its conceptual potency
when reduced to component parts. The model also addresses aspects of expatience t
are challenging to discuss in simple, direct answers, which is what theanter
guestions elicited. In retrospect, more open-ended questions that would have dlbwed t
participants to discuss their experience with postworkshop concept-applicatiorore a m
organic and comprehensive way might have provided additional insight into the use and
usefulness of Horney’s model in a leadership context.

Leadership growth is a struggle. However, in spite of the flaws of theachsea
methodology, the data demonstrate that struggle appears to be a natural part of the
leadership growth process. This is also supported in the literature by Wilber)2000a
Kegan (1982), and Torbert (2004). Both the assistant researcher and | expktienc
struggle firsthand during the conduct of the workshop and during the postworkshop
interviews. During the workshop, participants struggled to find the right wordptessx
their reactions to a concept; their words and thoughts bounced around the room, to and
from one participant to another, seeking connection and meaning in an effort to
crystallize an insight. Participants were deeply engaged with the ahated the
resulting discussion, but had difficulty articulating the generalizationstbeg trying to
make and the principles they could apply to their leadership lives.

During the postworkshop interviews, subjects tended to give nonlinear responses
to questions 3, 4, and 5 of the postworkshop, semistructured interview. Participants often
responded by answering a question that had not yet been posed; they repeated or

rephrased remarks made in response to other questions or spoke in broad streams of
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consciousness related to the topic of the research but not necessarily to thetpeint of
guestion.

Nonetheless, at the end of the workshop and in the subsequent interviews the
subjects reported an internal experience of change and the ignition of grolgir in t
personal evolution. They further conveyed that the change was of personalaigeific
even if they didn’t provide the specific language or anecdotal evidence to support such a
claim. For example, participant L stated that the Horney concepts arg, “Ver
empowering. | have a habit of sitting on the edge of the bed at night reviewng al
things | did wrong. | stopped that. This has been a big help for me. | am sleefterg b

From this the assistant researcher inferred that while the particijgestns
from the workshop appeared to have indeed invoked change in the subjects’
understanding of their individual leadership situations, more background in or experie
with the concepts would be needed to make the lasting changes that some desired. Our
experience with the subjects and their experience with their own evolution support the
nonlinear nature of leadership growth researched by Torbert (2004), whibele$ice
learning process associated with leadership growth as “not a mechaugimated
feedback process producing continuous change, but is instead a bumpy, discontinuous,
sometimes upending, and transformational kind of learning” (p. 91).

The subjects’ inconsistent and unfocused interview responses suggested that
mastery of the Horney material requires more experience with thetideathe subjects
were able to acquire in the two weeks following the workshop or possibly requires m
exposure and explanation than the workshop design provided. While the Horney concepts

do appear teachable and learnable—and clearly a more adequate methodology is call
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for—research into the question must take into consideration the personal straggle th
may occur when a person begins to internalize and to act upon Horney’s deep
psychological ideas. This struggle, which was experienced by both subjects and
researchers, could likely indicate that the subjects were indeed workimgssewith the
material that was presented to them in the workshop, but that the understanding and
application were perhaps still emerging and tacit and not easily explaiaedther

person. Perhaps a more phenomenological approach to interviewing might have helped
clarify the experience of the struggle.

The Horney (1950) concepts are useful to aspiring leaders trying to impeive t
leadership abilitiesA majority of subjects found the Horney concepts significant to their
leadership development over the two-week period and were satisfied widstiis they
produced. Despite the struggle, or maybe even because of it, the subjects all wanted to do
something that would make them a better leader. They all attempted toenakeo§the
concepts and how they might apply them to leadership. They all attempted to nmske se
of themselves and experimented with how this new self-awareness could make them
better leaders. As a result, many recognized they needed to make @ ahdngok the
first steps toward that change. Participant D stated, “I want to work on betadex bn
purpose rather than being the reluctant leader. | can't let anxiety get the imest ahd
participant J reported, “I wanted to understand and gain better approaches to ot
people. | have been reluctant to give feedback. Also, | want to lower my sedfradrats’

A majority affirmatively stated they would continue to use these conceyttsiin t

leadership lives. For example, participant | stated, “The anxiety coscepiniething I'll
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continue to use to try to manage myself and possibly use to make better respdreses to t
states of others,” and participant L said:

| will continue to use all of them but especially the self-defeating cialél

spend more time on my real self. | have self-awareness of my compliarise that

not working for me. | think overall my level of stress has decreased. This has

helped me a lot. | am sleeping better.

It was never the intent of this study to define useful as it applied to the
participants in their personal application of Horney’s ideas. However, since 10 of 12
participants reported that they were willing to continue using thesepsntas
suggests the ideas have utility for their future leadership lives. Tlabgleumy personal
experience and supports my hypothesis that professionals who are willing ltmpdeve
their leadership capabilities find the theories of Horney useful in that punsugreswers
the research question of this study.

There are internal forces that work against growth and once identifiedydeae
willing to explore what those forces might be and what they might be able to dsea le
their impactl believe this is the case because Horney’s concepts offer a means for
identifying and understanding the forces that prevent leadership growthe&8heany
current practitioners and theorists focus on the stages of leadership grulitie
process of movement between those stages, there isn’t much out there about thes obstacl
that interrupt, or sometimes halt growth. If we agree with Roethlisberger)(263
seeing our personality system in the larger social system can improveytineewaork
with each other, then Horney offers us a way of exposing that internal sydtem—t

emotional drivers that help and hinder our development as people and as leaders. Thanks
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to the work of Senge (2006), people recognize that when they need to change they need
to change their mental models. But how does one change a mental model? @aéyegi
exposing the mental model and having done so, explores the values and assumptions that
support that model.

Because of the work Horney (1950) accomplished more than 50 years ago, we
have a language that makes it easier to expose our mental models abostileade
growth and development as demonstrated by this study. By applying Houhegsswe
can now understand the cultural and environmental forces that contribute to the basic
anxiety. From this we can identify and understand our responses to that artxeety:
three movements of people as well as the needs forming the basis of thadheseents
and this in turn helps leaders understand the anxiety reducing strategiesd applying
and why.

Once patrticipants understood that there are internal forces that work against
growth, they were eager to explore what those forces might be and what thépenig
able to do to lessen their impact. When | aggregated postworkshop interview comments
that spoke to a specific Horney concept the meaning they struggled to make berame m
apparent. For example, comments about the basic anxiety imply that undegstardli
accepting one’s anxiety allows one to do something positive about it that canelitimat
benefit self and others. Participant H commented, “Frank’s workshop madeareecw
the anxiety in myself and the need to manage it” and participant J stated,dfen m
successful in keeping my basic anxiety from compounding the problem.” Participant K

said:
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| have a different understanding of anxiety. Horney helped me understand that

there are unconscious triggers that may send you down the wrong path. A

negative thought is an opportunity for anxiety to take over. The most significant

reason that executives don’'t get ahead is because of bad behaviors.

These comments also suggest a prescription for all leaders: Leadership
development requires better self-understanding, and better self-undegtaugimes
acquainting oneself with one’s basic anxiety and the choices one makes fuy wapi
it. Two thirds of the subjects found the concept of the basic anxiety to be highly
significant in improving their leadership behavior over the two-week period. Bor thi
group, as well as for others who used the concept of the self-defeatiagwith great
success in their behavior change attempts, this new understanding of therasdlve
others lead to beneficial leadership behaviors that produced beneficiad.rEsult
example, Participant L indicated:

The workshop was very beneficial to me. Prior to Frank’s class, | had admnadliti

view of leadership and | felt defeated—that | could never be a leader.INew,

that leadership is all about relationships and | can do that. | can becaubkeut’s a

dealing with your own anxiety and the anxiety of others.

The experience of these subjects also speaks to the research question in that it
demonstrates that professionals who are willing to develop their leaderghlplits
not only find the theories of Horney useful in that pursuit, but they also produce tangible,
beneficial results.

The conclusions drawn from this study cannot be generalized beyond this small

study sample. The results and conclusions drawn suggest that the Horney coacepts ar
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indeed useful for this particular group of aspiring leaders who werg tiyidevelop and
improve their leadership capabilities. The concepts are complex; howevigippats
nearly unanimously strongly agreed with statement 9 of the end of workshop evaluati
| felt comfortable about expressing myself candidly during the workshop. Ugngsts
they did not feel intimidated by the complexity of the concepts and in spite of thei
struggle, felt comfortable being open and honest. Despite the risk that manyfpebple
about the possibility of being analyzed or opening up psychological wounds, these
subjects felt comfortable in an environment, and with a subject, that required them to
potentially make themselves vulnerable.

In summary, this study has demonstrated that the psychological concepts of
Horney show potential as a new frame for leaders-managers to view andamalers
leadership development. It has also shown that the concepts, when used by aspiring
leaders, are useful in improving leadership skills. The study provides additiomah dat
support of understanding leadership as a growth process. The study also supports the
literature about the importance of leader self-awareness. It has brolight the
intricacies of transferring complex psychological theory to a leadersmpefm a
workplace setting and that this may be a limitation in teaching and usingyHbrrikee
following section, | will explore what these conclusions might imply fothier research
and practice in the field of leadership development.

Implications of this Research

If we accept the proposition that understanding the forces that prevent grath is

least as important as understanding the forces that enable growth and that this

understanding contributes to leadership growth and development, then we can ask the
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guestion: What might be the implications for organizations and individuals wishing to
improve their leadership skills and abilities? What do the results say ahaet fut
research?
Future Research

One implication is that leadership development can be improved by helping
leaders identify their internal subconscious barriers and do it in a way and with a
language that is intuitive and accessible. Leaders might then be mang wilto the
deeper level work that Anderson (personal communication, April 22, 2009) and others
find so lacking in most leadership development efforts. However, the results obithyis st
have demonstrated how difficult this deeper level work can be. Future research may
therefore, consider examining the conditions that must be present in order tohereate t
appropriate learning environment for effective engagement with the Horney ncept

| used the HCTI during the workshop as a tool for introducing and facilitating
engagement with the Horney concepts. This inventory allowed participantess #ss
three movements of people in their own behavior: their levels of compliance to,
aggressiveness against, or detachment from others. This was done so tlaamartic
could make connections between their leadership behaviors and their HCTI scbres a
then generalize about their roles and experiences as leaders. As mentiormalyrevi
these subjects eventually used the three movements of people as a fraot@ifdy
understanding themselves, but for understanding the behavior of others. Such a
potentially useful frame deserves further research among largeraadiimerse samples
of subjects. By assessing leader’s unconscious anxiety-coping mechanisam &eose

their mental models using a language that is not threatening or intimidatirigad
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allows them to explore their personality systems in the larger sociahsg$ work. This
kind of self-assessment goes beyond what the MBTI or the other Jungian-based
personality assessment instruments do. Instead of just exposing persoeéditgnces,
the Horney frame exposes the mental model that unconsciously drives thosenpestere
it allows us to not just accept personality traits as static prefexelhedows us instead

to understand the deeper emotional drivers that hinder our development as human beings
and as leaders. Because of this, the suitability of the HCTI for use inesdkgdcontext
should be further investigated. While acceptable construct validity has babkisesd

for use with college students, further validation of the HCTI in a leadershipxtasit
needed to determine its long-term usefulness with a variety of leaders fromata oh
professions.

It appears from this study that an understanding of the forces that prevent growth
allows one to discover and explore those forces within oneself. This allows one1to bette
understand the nature of those forces within oneself, which in turn allows one to connect
leadership success or failure to these forces and then take actions tbaeitapdership
growth. It remains to be discovered if this level of awareness actralilates into
measurable leadership success on a larger scale. Correlating lgagergih with the
forces the prevent growth would further our understanding of leadership behavior and
how to better develop leaders. Research could be done that tests leaders exposed to the
Horney concepts against leaders that are not and then measuring theuegeksstin
common leadership situations and/or using before and after leadershisestirasnts

and leadership follower assessments.
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As stated earlier, the results of this study clearly demonstratkfticalties of
transferring complex psychological theory to a leadership frame in a woekg@é&mg
and this requires a more carefully designed data generation and colteetiordology
so that the understanding and application of these ideas might be understood at a deeper
level. Something longer than a 5-hour workshop is probably more appropriate, and longer
than two weeks to practice the concepts in the real world is needed also—not so much to
reduce the struggle, for struggle is necessary for growth, but to give subjaet
experience dealing with the struggle so that they can have a strongeruaintext
foundation. Offering telephone coaching support during this practice period nsgliteal
useful to allow participants and opportunity to gain clarification on the conceflisy
experience them in real-life situations.

The interview protocol should be simplified and tested ahead of its application.
Giving participants multiple change opportunities (start, stop, and continusccesa
unnecessarily complicated change challenge for which they weamtyahet prepared.

Interview questions should be carefully crafted so that questions are not too isimila
content and focus. Future studies of these concepts should also test the workshop design
in order to ensure the experiential activities cover the most relevant and current
leadership challenges.

Expansion of the study to include a larger, more diverse population of leaders
would most likely add to our knowledge of leadership development. The results suggest
that additional investigation that tests the application to leadership prafcticese
concepts may add to our knowledge of leadership, behavior, and the impact these

negative forces have on behavior in organizations.
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Practice

This study demonstrates that organizations could introduce the Horney concepts
through a similar workshop. An assumption present in the research is that in order to
develop leaders it is not enough to talk about leadership and how we show up as leaders
and how our personality preferences affect our leadership behavior. We have to
experience how our choices for coping with anxiety affect our leadership beféneor
workshop offers a learning laboratory, a safe environment where leaders aae,expl
experiment, succeed, and maybe even struggle, but from all of this thésawit They
can share, reflect, generalize, and apply these concepts back in thdi esaleaders.
Insights from these experiences are examined using the lens of Homegepts.

Leaders can apply their understanding of their anxiety resolution chai¢hsjro
possible place in the self-defeating cycle in this learning laboratomewiesv self-
awareness can begin the journey to greater growth. The interview respbtises
participants in this study indicate that workshop attendance led to incredsed sel
awareness and attempts at developing new leadership behaviors. Coaches, drainer
consultants can consider incorporating these methods in their organizational work.

The literature and recent research cited in the literature revgyests that
leadership is not a static phenomenon. Thought of as a process of change, leadership is
seen as a growth process; one does nobg&imea leader by traits, or by skills, or even
by divine intervention; one grows into leadership. Looking across all the legalershi
literature from trait theory and two-factor theory to team leadership alatbordtive
leadership theory—from Drucker and Bennis to Collins, Torbert, and Joiner and

Josephs—all of these theories and thinkers all have one thing in common: Tbeysall
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on relationships. Human relationships are at the core of every leadershipahéory
indeed all human culture and leaders must concern themselves with this deeper
dimension of leadership.

Leadership as a developmental process is a journey of growth and is often a
struggle with the negative forces preventing growth. Horney wrote eloywdalit this
struggle and she spent her life finding ways to help people cope with the struggtedand f
their better self so that they could become fully realized human beings.

From this, organizations can begin seeing leadership differently: If itrscags
and it is about growth, do we grow into leadership? If we grow, is growthggtaf? If
growth is a struggle, what are the forces that prevent growth? If wencha language
that helps us understand these forces in a natural, unthreatening way, are wtdhen be
equipped to do something about them? If we can do something about them, will that
make us better leaders? This study suggests that Horney’s theories mighhb&em a
Final Thoughts on Horney and Leadership

Focusing on her contributions toward the overall benefit of the human condition,
the literature primarily emphasizes Horney’s clinical priority—hunmanwth and
development. Rowley (2007) uses concepts of the idealized self to identify confidence
traps of which leaders must be wary. Bob Anderson uses the three movements of people
to help leaders identify their reactive tendencies that get in the wayirofriative
tendencies, and Holden (2006) characterizes them as inner assumptions that hasld leader
back: Excessive Control, Excessive Aloofness and Excessive Approval Seekirsy.
framework of character psychology, Renshon (2004) includes three elehsdritee

central to everyone’s internal psychology: ambition, [sic] charactegrity (fidelity to
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ideals and values) and relatedness” (p. 60). His conception of relatednessd igrbase
Horney’s three movements of people: toward, away, or against others.

It is difficult to back up the claim that Horney’s theories may have contributed to
the stage development work of current human development theorists. Being a woman in a
field dominated by men and defying accepted Freudian orthodoxy at a time widssathe
of a thinking woman was dismissed, it is no stretch to imagine that so many oitjlers m
have been inspired by her genius and not given her any credit for the inspiration. Paris
(1999Db) believes that her ideas were too far ahead of their time to be takenysesousl
the Freudian establishment and that it has only been recently that theyiagetgett
serious recognition they have long deserved.

More than 50 years later, it appears the rest of the world is catching up with
Horney. Smith (2007) stated, “Karen Horney was in many ways a woman ahead of her
time. Her optimistic view of the plasticity of development and the unending human
potential for growth is supported by recent and current brain and infant resgaré).
Benton (1994) expresses a sincere appreciation for what Horney must have quogle thr
and a deeper respect for the currency of her thought today:

Although her work clearly deviated from Freud...Horney was not considered an

influential force in the Freudian orthodoxy of analytic knowledge. In the current

academic climate, Horney’s ideas seem incredibly lucid and sensiblec&eied

time have proven her logic correct on many points and, though often

unacknowledged, many of her ideas have become part of the general knowledge

of today’s practitioner. (p. 42)

The work of Horney has shown how we make things more difficult for ourselves;
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how we waste energy chasing impossible shoulds, rationalizing lies instead ofipgom
awareness. We never stop growing, we never stop wanting to grow! Weivhee we
confuse safety with perfection: You can be in a safe environment that is not.péoiect
can also be in a perfect environment that is not safe at all.

We've seen that leadership is a process; a process of growth or as Bennis (2003
calls it, becoming a leader. The word become is an intransitive verb that ameainjgct
is not required to carry out the action. The word lead is a transitive verb that yneans
need an object to carry out the action. One needs others to lead; one only needs oneself to
become. We become—we evolve—from moment to moment, from hour to hour, and
from day to day. For leaders, the act of becoming occurs in the midst of the rc@efie
leading. One needs more of one’s real self—that which gives one that sereszlofrfr
(Horney’s definition)—to become a leader more than one needs objective others. You
need objective others (followers) to lead, to know how you are leading, but not to become
a leader.

Leadership Coach Holden (2006) said, “As human beings we long to know our
self and to be known” (p. 24), but we also fear this knowledge and this vulnerability.
Horney’s goal was called wholeheartedness—to be without pretense and to be
emotionally secure. | think nowadays we call this authentic. How importtns ikind of
self-awareness to leadership? Consider this: Employee engaggeteatiot of
leadership attention. It has two dimensions: intellectual engagement andreinot
engagement. | think it is more about safety: creating psychological satbty
workplace. Leaders are beginning to understand how important this is: Iljisshot

physical safety any more. Can you imagine how difficult it is to ctbédesafety if the
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leader does not see the world as a safe place? This is impossible to do ifipahare
grip of the idealized self because all you see is threats, and you donthbaareergy to
cope with them. Here’s the irony: It is this psychological safety thde#uer in the grip
of the idealized self needs the most, yet she is incapable of giving it teeamyduding
her.

My purpose in completing this study of the applicability of Horney’s theories to
leadership development was more than just about completing the requirements for a
doctoral degree. Thanks to her brilliance | have been able to find a way of undegstandin
my own personal struggle and | have experienced both ups and downs—growth, for me
any way, is indeed a struggle. But growth is also a journey, not a destirtéénang
Horney along on my journey has been inspirational and life affirming. My hopleigor
study is that I've given readers some insight into some new levels of irepirell as
actions to change their behavior and that whatever negative forces anyobe deajing

with, especially in the crucible of leadership, they too might find a companion inydorne
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APPENDIX A
Workshop Announcement Letter
TO: Potential Workshop Participants

My name is Frank V. Nunez. | am a doctoral student at Pepperdine University
studying Organizational Change. My dissertation research projettds #n Evaluative
study of the usefulness of the Personality Theories of Karen Horney inrtleigde
Development.” The purpose of my study is to evaluate whether people with leadership
aspirations will find certain little known personality theories useful in tbablership
development efforts. The workshop objectives are:

e explain the concepts of the basic anxiety, the real self and the idealized

self, the three movements of people, and the self-defeating cycle and their
importance to leadership development;

e explain the connection between human growth and leadership
development;

e explain the role anxiety plays in leadership growth and development;

e explain the effects of these tacit forces on leadership effectiveness and
growth by experiencing them in a leadership simulation and

e practice a self-awareness methodology that participants will use back on
the job.

The workshop will last approximately 61/2 hours and will be held on a Saturday.
Upon conclusion of the workshop participants will contract with the researchemptte
a behavioral change using at least one of the concepts taught in the workshop. The
researcher will then conduct follow up interviews with participants two weibds
conclusion of the workshop in order to determine the results of the attempted change.

This workshop is designed for employees of organizations who may not currently
be in formal leadership positions but have a desire to develop themselves and achieve a
leadership position within their professional field of practice. This may include the
current or a future, different organization. It is important for this researtththa
participants have more than just a passing interest in becoming a lbaglenust have a
desire and be willing to explore different development paths toward that goal.

The workshop is a highly participative learning laboratory where you will be
challenged to stretch outside your current judgments, explore with a sensesifycur
and openness in a safe learning environment.

| will be happy to answer any questions you might have or provide additional
information.

Thank you for your interest in my research and your own development.
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APPENDIX B

Research Subject Information and Consent Form

TITLE: A study of the application of the concepts of Karen
Horney in leadership development within the National
Management Association of The Boeing Company
SPONSOR: Pepperdine University
INVESTIGATOR: Frank V. Nunez
SITE(S): a Boeing facility in Southern California: Huntington Beach,

Anaheim or Seal Beach

This consent form may contain words that you daundierstand. Please ask the researcher

or the study staff to explain any words or informatioat you do not clearly understand.

You may take home an unsigned copy of this consemt fo think about or discuss with

family or friends before making your decision.

SUMMARY

You are being asked to be in a research study because you have been
identified as an aspiring leader by virtue of your membership in the
National management Association.

Your decision to be in this study is voluntary.

If you decide to be in this study and then change your mind, you awe tee
study at any time.

You will be in this study for a one day workshop and then two wedésitaa
follow-up interview.

If you agree to be in this study, your research records will bequemt of this
study. They may be looked at or copied by the sponsor of this siudy
government agencies or other groups associated with the study.

More detailed information about this study is in this consent form. Please read it

carefully.



160

PURPOSE OF THE STUDY:
The purposes of this study are:
To determine the usefulness of the personality theories of Karen Horney in
leadership development by introducing the concepts to aspiring leaders in a
simple, easily understood way that will help them understand themselves a littl
better so that they can use this new self understanding to become a better leader.
You will be in this study for up to three weeks. Approximately 12 -15 subjects will
participate in this study. The study is scheduled to take place belaeeary 29, 2010
andFebruary 28, 2010and will be done between the hours of 8:00 am and 5:00 pm. The
workshop portion of the study will be done on a Saturday morning and afternoon.
PROCEDURES
If you decide to participate, you will:
Participate in a one-day workshop to learn and practice the theories; you will
participate in a lecture, a self assessment instrument, small groupgandriaup
discussion and an in-class leadership simulation. After the workshop you will
apply at least one theory in a real world leadership situation. Two weekgdate
will participate in a follow-up interview to determine whether the theoegfties
you used were useful or not.
RISKS AND DISCOMFORTS
There are no anticipated risks in this study that are greater than yonauilirger in
performing your normal duties. During the small and large group discussion you may
become uncomfortable sharing certain thoughts, ideas or opinions. During the use of the

theories in a real leadership situation you may have a negative expeavidntiee
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theories. If you experience any discomfort, you should inform the researchediately
and stop your participation.

BENEFITS

You may or may not benefit directly from participation in the study. The seeks<0
determine the beneficial usefulness of certain psychological theotiesyaare applied
to a leadership situation. There is no intention to force participants to find bahesiei
of the theories; a negative experience with the theories will be justidssa positive
experience with the theories.

The results from the study may open a window for future research. If $bguézarners
find Horney’s theories useful in their development as leaders and leadersHopderg
practitioners are not using these theories, then practitioners could be nzadetthis
gap so that they can start giving their customers something they wantdnéltiable.
This might encourage more practitioners to investigate for themselveshgttheories
of Karen Horney can offer and perhaps conduct more research on them or use them as a
theoretical basis for research on leadership behavior.

COSTS

There is no cost to you for participating in this study.

PAYMENT FOR PARTICIPATION

You will not receive any additional payment for participating in this study.
ALTERNATIVE TREATMENT

This is not a treatment study. Your alternative is to not participate in tokg. st
CONFIDENTIALITY

Information from this study will be given to the sponsor. Research records and the
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consent form signed by you may be looked at and/or copied for research and regulatory
purposes by:

e Pepperdine University
e The Boeing Company

Absolute confidentiality cannot be guaranteed because of the need to give fitiotma
these parties. The results of this research study may be presentetirgsna in
publications. Your identity will not be disclosed in those presentations. Your identity wi
not be released to the general public without your consent, unless spgaiéqaired by
law.

VOLUNTARY PARTICIPATION AND WITHDRAWAL

Your participation in this study is voluntary. You may decide not to participate or you
may leave the study at any time. Your decision will not result in anytgesdbss of
benefits to which you are entitlegipr will it have any effect on your employment at The
Boeing Company. If significant new findings develop during the course of tiug gtat

may relate to your decision to continue participation, you will be informed.

Your participation in this study may be stoppedrat time by the researcher or the sponsor
without your consent because:
e you have not followed study instructions;
¢ the sponsor has stopped the study; or
e administrative reasons require your withdrawal.
SOURCE OF FUNDING FOR THE STUDY
This study is being funded by the principal research investigator
QUESTIONS

If you have any questions about this study or yourgyaation in this study, contact:
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Frank V. Nunez at

If you have questions about your rights as a rekesarigject, you may contact:
Greg Lim
Human Subjects Protection Program Administrator
The Boeing Company
Do not sign this consent form unless you have had a chance to ask questions and have
received satisfactory answers to all of your questions.
If you agree to be in this study, you will receive a signed and dated copy obisisnt
form for your records.
CONSENT
| have read the information in this consent forrthmdy questions about the study and my

participation in it have been answered. | freelysamt to be in this research study.

| authorize the use and disclosure of my infornmatmthe parties listed in the
confidentiality section of this consent for the pases described above.

By signing this consent form, | have not given ag af my legal rights.

Subject Name

CONSENT SIGNATURE

Signature of Subject Date
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Signature of Person Conducting Informed Date

Consent Discussion



APPENDIX C

Workshop Design
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SLIDE TIME ACTIVITY TOOLS

1 1:00 Welcome participants
Introduce self, thank participants for
coming

2 2:00 Review agenda

3 5:00 Review purpose of workshop
Present new theories, improve self
awareness; provide data for a
research dissertation

4 2:00 Review objectives

5 2:00 Review how objectives will be
achieved, lecture, self assessments,
experiential activities

6 5:00 Review workshop norms; solicit
additional norm from participants; list
on flip chart pad

7 30:00 Introductions — have participants
introduce themselves and offer three
work related leadership challenges
they are facing

8 2:00 Transition from their leadership
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challenges into the CCL Leadership
Gap Survey — it may be that their
challenges are the same as many

other leaders. Let’s find out.

2:00

5:00

Share the findings of the survey with
the group

Have patrticipants place three self
sticking dots on the CCL list next to the
leadership competency that best

matches their leadership challenge.

Poster size print-
out of CCL
Leadership

Competencies

10

10:00

Hand out blank Leadership Gap Matrix
handout. Inform participants that CCL
grouped these competencies into four
categories. Reveal categories one at a
time and explain.

Participants at each table come to
consensus, fill in each square of their
Leadership Gap Matrix and each table
presents one completed sheet for

discussion.

Leadership Gap

Matrix

11

10:00

Share the CCL Leadership Gap Matrix

findings




167

Reveal each corner of the matrix one
corner at a time. Find out if any table
team got all the Key Gap
competencies correct. Remind the
group that we will use this information
about the gaps in a later group of
activities.

Mention Harry Gray quote as lead-in

for learning more about oneself

12

15:00

Introduce the Horney Coolidge
Tridimensional Inventory (HCTI).
We'll take a look and explore some of
the aspects of our personality that
might influence the kinds of choices
we make to close these leadership
capability gaps.

Allow participants to complete

assessment but do not score it yet.

Horney Coolidge
Tridimensional

Inventory (HCTI)

13

2:00

Share biographical info about Karen

Horney

14

2:00

Briefly preview the highlights of

Horney’s psychoanalytic work

15

2:00

Briefly review the major themes of
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Horney’s theory: rejected Freud,
growth oriented, importance of the self,

social influences on personality

16 1:00 Show examples of a threatening world:
its easy to see how many people
would perceive the world as
threatening

17 5:00 Introduce the basic anxiety

18 15:00 Small group discussion and large
group sharing to process the concept
of the basic anxiety. Use questions on
this slide.

19 8:00 Introduce the three movements of
people

20 2:00 Show strengths and weaknesses of
Compliant Type

21 2:00 Show strengths and weaknesses of
Aggressive Type

22 2:00 Show strengths and weaknesses of
Detached Type

23 10:00 Score results from HCTI HCTI Score Sheet

15:00 Small group discussion and large




169

group sharing to process the concept
of the three movements of people as
well as their individual scores. Use

processing questions on this slide.

24

5:00

Introduce the concept of the real self

and the idealized self

25

5:00

Introduce the Self Defeating Cycle

26

15:00

Small group discussion and large
group sharing to process the concept
of the Self Defeating Cycle. Use
processing questions on this slide.
They can use their HCTI scores as

sense making aides.

27

2:00

Summarize the idea that these are

forces that interfere with growth

28

1:00

So what does all this have to do with
leadership? We can answer that by
understanding what human growth
looks like. Emphasize that growth is

not a linear process

29

10:00

Introduce all the forces at work in

growth
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The process of human growth is a
series of transitions from one stage of
consciousness to another. Transitions
occur throughout a lifetime and the self
is vulnerable during these transitions.
A lifetime of vulnerability creates
anxiety.

Growth = anxiety. Growth is also a
lifetime of tension between forces
pulling one to grow and forces pulling

one to maintain.

Use a large rubber band. Have
someone take another end. Pull.
Feel the tension? “YES”. What else
do you feel as the tension
increases? “Like it might break and
snap me in the face”. | bet your
feeling anxious about that aren’t

you? “YES”!

Large rubber band

Volunteer from

group

30

5:00

Connect the stages of human growth
to the Joiner & Josephs “Leadership

Agility” model of leadership growth
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As one grows over a lifetime of
learning to lead, human relationships
become more critically important.
Make the connection to Horney’s
concept of growth in human

relationships.

31

15:00

Small group discussion and large
group sharing to process the concept
of human and leadership growth. Use
processing questions on this slide.
They can use their HCTI scores as

sense making aides.

32

5:00

Summarize what's been presented so
far. Ask for and answer any clarifying

guestions

33

2:00

Introduce the experiential activity.

Let’s develop greater awareness of
how these unconscious forces might
affect leadership behavior and how
that behavior affects leadership

relationships.
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Preview the experiential activity. Tie
the activity back to the CCL Key Gap

list: these are the key gaps CCL

identified.
34 2:00 Introduce the Leadership Simulation LUNCH - 11:47
activity until 1:00
35 5:00 Review instructions for the activity Al Kohbari
Instruction sheet
60:00 Allow time for participants to complete
the activity Al Kohbari role
sheets
Al Kohbari data
sheets
Al Kohbari
equipment
specification sheet
36 5:00 Review guidelines for decision making
37,38 | 15:00 Small group discussion and large

group sharing to process the concept

of decisiveness in leadership. Use
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processing questions on this slide.
They can use their HCTI scores as

sense making aides.

39

2:00

So What? Challenge participants to

take the next step

40

2:00

What does all this have to do with
leadership growth and development?
Why bother with all these activities?

What has to happen next?

You've had a chance to experiment in
a safe environment. Its time to take the
next step and experiment back in your

real world.

But before you can do that you need a
framework for that experimentation
and lucky for you, it's the very thing
you've been doing here for the last

three hours.

41

10:00

Reveal the purpose of the experiential
activities as a “rehearsal” for trying

new behaviors back on the job
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explain how all their small group and
large group discussions have been
opportunities to practice a
methodology they will use back on
their jobs to experiment with these new

concepts in their leadership journey

All the processing questions were
designed to get you to express
yourself openly and freely, become
aware of the unconscious forces and
their influence and begin developing a
capacity for change using this new

knowledge and self-awareness

42

20:00

Contract with participants for follow-on

activities

Participants will commit to using the
Horney concepts in an effort to change
one leadership behavior and to report

their results in a follow-up interview
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with the researcher.

Pass out follow up contract. Have
participants read, ask questions,
commit to a date, sign the form and

return to the researcher
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APPENDIX D
Contracting for Change Worksheet
By now you may have identified some aspects of your self that need change. Think about
why this is important to you and which of your values are at stake. Think about how

potential changes you make will help you grow as a leader.

Looking back over the concepts you just been introduced to and how they influence
leadership growth, answer the following:

List no more than three things you would like to START doing to grow as a leader.
1.

List no more than three things you would like to STOP doing to grow as a leader.
1.

List no more than three things you would like to CONTINUE doing to grow as a leader
1.

You will be contacted in 2 weeks for a follow up interview to review the results of your
change efforts. Good luck!
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APPENDIX E
Postworkshop Interview Questions

You participated in a leadership workshop two weeks ago. In that workshop you were
introduced to four concepts:

The basic anxiety- a feeling of being isolated and helpless in a world conceived
as hostile

The self-defeating cycle- a destructively pathological cycle of impossible self-
demands and loathsome self-contempt

The three movements of peoplethe solutions for resolving the basic anxiety

The real & idealized self- an idealized self-image driven by a need for
perfection, ambition for success and vindictive triumph over others

1. Do you have any questions about these concepts before we proceed?

At the end of the workshop you identified some leadership behaviors that you would
either like to start, stop or continue. You agreed to attempt a behavioral change using a
least one of the concepts you learned in the workshop.

2. Describe the leadership situation you attempted these changes in.

3. For the behavior(s) you wanted to START doing:
a. what was the behavior?
b. did you make the change you wanted?
c. if you made the change, what was the result of the change? Did you find
this result satisfactory? Why or why not?
d. if you did not make the change, what prevented you from making the
change?

4. For the behavior(s) you wanted to STOP doing:
e. what was the behavior?
f. did you make the change you wanted?
g. if you made the change, what was the result of the change? Did you find
this result satisfactory? Why or why not?
h. if you did not make the change, what prevented you from making the
change?
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5. For the behavior(s) you wanted to CONTINUE doing:
i. what was the behavior?
J. did the behavior continue?
k. if you continued the behavior, what was the result? Did you find this result
satisfactory? Why or why not?
[. if you did not continue the behavior, what prevented you from continuing
the behavior?

6. How would you rate the significance of the concephefbasic anxietyto
improving your leadership behaviors over the last two weeks?

Insignificant to my leadership growth

Somewhat insignificant to my leadership growth

Somewhat significant to my leadership growth

Significant to my leadership growth

Very significant to my leadership growth

0000 DO

7. How would you rate the significance of the concephefself-defeating cycldo
improving your leadership behaviors over the last two weeks?

Insignificant to my leadership growth

Somewhat insignificant to my leadership growth

Somewhat significant to my leadership growth

Significant to my leadership growth

Very significant to my leadership growth

Ooo000oD

8. How would you rate the significance of the concephefthree movements of
peopleto improving your leadership behaviors over the last two weeks?

Insignificant to my leadership growth

Somewhat insignificant to my leadership growth

Somewhat significant to my leadership growth

Significant to my leadership growth

Very significant to my leadership growth

0000 D

9. How would you rate the significance of the concephefreal & idealized self
to improving your leadership behaviors over the last two weeks?

Insignificant to my leadership growth

Somewhat insignificant to my leadership growth

Somewhat significant to my leadership growth

Significant to my leadership growth

Very significant to my leadership growth

0000 D

10.How have the concepts you learned changed your perspective about your
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leadership development?

11.What, if anything, are you able to do now that you could/would not do prior to the
workshop?

12.Which concepts would you continue to use in your development as a leader? Why
or why not?



APPENDIX F

Workshop Evaluation Survey

Please evaluate the workshop using the following scale:

SA — Strongly Agree, A — Agree, D — Disagree, SD — Strongly Disagree
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Overall, I learned a great deal from this

SA SD
workshop.
The instructor told us what we could
expect to learn as a result of taking this SA SD
workshop.
The instructor provided adequate
opportunities for questions and SA SD
discussion during class time.
As the workshop progressed the
instructor showed how each topic fit into SA SD
the course as a whole.
Overall, the instructor’s explanations were

SA SD
clear and understandable.
The learning activities were well
_ _ SA SD
integrated into the workshop.
There was close agreement between the
stated workshop objectives and what was | SA SD
actually covered.
Expectations for learning in this workshop

. SA SD

were clearly communicated.
| felt comfortable about expressing myself

SA SD

candidly during the workshop
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Course Evaluation Survey (cont’d)

The Muddiest Point
Instructions: Please answer the following two questions as concisely as possible.

What has been the “muddiest” point in this workshop? That is, what topic(s)
remain the least clear to you?

What could the facilitator have done differently to help you understand today’s
workshop material?

The One Minute Paper
Instructions: Please answer the following two questions as concisely as possible.

What are the two significant (central or useful) things (concepts, topics) you have
learned during this workshop?

What questions remain uppermost in your mind?
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