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Background

Perhaps themost powerf ul instrument we have in hel ping
our clients navigatechange isoursdves. Our ability to use
oursdves potently reliesin large part on the level of aware-
ness we have about the impact we make, and our ability to
make choicesto direct and modify that impact.

During the workshop, we will use experientid exercises
combined with reflection and discussion to provide an
opportunity for participantsto increase their awar eness of
themsdves as potent ingruments of change and to increase
their range of options around the use of self. This paper
providesa overview of some of the concepts rd evant to the
useof sdf. Many of these concepts are depicted on the Mind
Map on p. 3 of thispaper. The paper dso offers an exercise
to he ghten awareness of some of what may be motivating us
when we fed “hooked” by a person or lose our sense of
choice, ether inapersond or professiond setting.

Awareness

Dimensions of sdf awvareness we can develop when we
consult indude how we are present, how we influence, and
how we make contact. Many writers inthe fidd of organiza
tion deve opment addressthese issues. Someconceptsare
presented be ow; others can be found referenced in the
annotaed bibliography at the end of this paper.

Presence

Nevis (1987) defines presence in termsof consulting work as
. .. "theliving embodiment of knowledge: the theories and
prectices bdieved to be essentid to bring aout changein
people are manifested, symbolized or implied inthe presence
of the consultant.” Itis

... theliving out of vaues in such away
that intaking a stance, theintervenor
teaches these important concepts. That
which is important to the dient’slearning
process isexuded through the consultant’s
way of being. (p. 69-70)

Block (1981) describes authenticity as a dimension of

presence and states that one of the most important tasksan
OD consultant has isto be authenticand to put into words
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whét they are experiencing withthe dient. For Marshak
(1990), congruence, an aspect of authenticity, can be defined
asacting out of one’s core va ues and beiefs around change
theories, one’s modd s of individua/group/organization
functioning, and one s bdiefs about onesdf as a change

agent.

Influence

Nevis presents two modes of influence from whicha
prectitioner may choose: evocativeand provocative. The
evocativemode involves guiding clients’ awarenessto what
isdready happening, with theassumption that a heightened
awareness of the current statewill produce new learnings,
decisions and behavior. A provocative stance involves using
aforceful intervention to cause something to happen. An
example would be confronting behavior. Any Smilar
intervention that would cause an interruption of what is
happening with a call to focus sharply on whatever itisthe
consultant would like the group to focus on is a provocative
intervention.

Blake and Mouton (1983) categorize interventions into
different types, ranging from prescriptive through confronta
tiond to catdytic to acceptant. And findly, Hirsch (1993)
ref ers to constructing interventions and communicating in a
way to move peopl€e sheartsas well astheir minds.

Modes of Contact

Gestdt theragpy offers amodd cdled thecycle of experience
that describes what happens as a person atemptsto have a
significant interchange with him/hersdf, another person or a
group of people(Nevis; Polster, 1973). The cydeindudes
thefollowing phases: awareness, energy, action, contact,
withdrawal. To have afully satisfying interchange or to be
fully present, dl phases need to happen. However, itis
possible to block afull experience through specific behaviors
cdled resistances, such as projection, introjection, retroflec-
tion and confluence. People employ these resistances at
different pointsinthe cyde of experience withtheresult that
contact isminimized. Therole of Gestdt therapy isto rase
resistancesto theleve of awareness so tha more can be
learned about them and thepotentid for choosing differently
can be increased.
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Choice
Getting “ Hooked”

Choiceful ness about what intervention to make is akey skill
of the OD practitioner. However, most of us encounter
situationswhere we get “hooked” by someon€'s behavior -
we become reactive and lose our ability to choose our
responses.  Some reflection questionsto heighten avareness
about thisissue are:

» What happens to my ability to choose my behavior when |
get “hooked” by something the dient says or does?

* How do | know when | an mesting my neads through the
intervention vs. meeting the dient’s needs?

* Dol know when | am being motivated by an unknown part
of mysdf vs. meeting dient needs?

* Or, evenif | know I’ m being motivated by my own needsor
by something within me, can | do anything about it?

* Dol know why | want to give feedback in a situation?

» Some of the issues we can be hooked by indude:  authority,
conflict, intimacy, diversity issues, fear, and ego. How do |
usemysdf when | have not resolved dl of theseissues?

Bates (1991) presents the concept of the unknown sef using
the Jungian notion of shadow, and in a storytelling mode,
writes about the necessity of daming our own shadows.
Arrien (1993) expands onthisideain TheFourfold Way
through her discussion of four pathsto leadership, dl
involving significant reflectivework aimed claming
unknown parts of ourselves, and increasing our

choiceful ness.

Seashore (1992) writes about feedback and the ambiva ent
roleit can play inan interaction. Feedback dways describes
thegiver, not thereceiver. Itsgivingor receiving can be
distorted by the presence of any of the hooks mentioned
above. It isbest given and received when both paties are
centered, and not thrown of f base by any of their ownissues.

Centering
Heder (1985) writes about methods of staying centered and
on base when working with or leading people, adgpted from

the Tao TeChing. These can beuseful in increasing a sense
of choi cef ulness.
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Reflective Exer cise: | ncreasing Awareness and
Choi cefulness

The following isan exercise thet can be done done, or in an
interactive setting where reactions and indghts are shared
with others.

1. Onablank piece of paper, write down the names of the
last two or three people by whom you felt hooked. They
can be dients, peers, family members, friends, ec.

2. Choose one of the names, and write down any percep-
tions, fedings and judgments you remember having
about the person at the time.

3. Signyour own name to the bottom of thepage (as
though you were the person about whom those things
were allegedly true).

4. Writedown any reactions, thoughts, feelings,
awarenesses that come to your mind as you look a your
list with your nameattached.

5. Completethe following sentence about thefirst judg-
ment on your list:

| forgive you _your own name
doing, or not doing, €c.)
anyway.

, for being (or
and | loveyou

(Example | forgive you, Kathy, for being control -
lingand | love you anyway. | forgive you, Kathy,

for wanting to have power over others of less rank
than you and | love you anyway.)

6. Journd (or tak with another) about whatever fedings,
memories, associaions come up until the statement no
longer feels emotionaly loaded to you.

7. Dothe same processwith thesecond, third, fourth, etc.
judgmentsonyour list.

This exercise stems from the axiom that whenever wefeel
judgmentd or intolerant of another person, it is redly an
uncdamed part of oursdves tha we are judging. Wha you
have basi cally done is begun to reclaim a projection you
have placed on another person. Some projections may be
essier to reclam than others. In many cases, asthe projec-
tionisreclamed, we beginto see the“ projected’ in a
different light and are no longer hooked (or become reactive)
when we re around that person. In other cases we may need
to did ogue with another for awhile before the hook abates.
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