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Work in Western society is rooted in a mechanistic worldview characterized by values 

such as an imbalanced emphasis on unlimited economic growth and maten'alism, technological 

control over nature, and the accumulation of power over others. The literature states than many 

of our global problems exist because of our overreliance on this woridview. Furthemore, if we 

are to resoive our global problerns we must redefine the role of work, so tha? it is more hurnane, 

spiritual, and ecological. 

In recent years, a new wortdview has ernerged within our society which is rooted in 

holisrn and is characterized by the values of wholeness and unity, interdependence and 

interconnectedness, inner resources, aut hentictty and trust, diversity and balance. The purpose 

of this study is to examine the experiences of individuals attempting to redefine the way they work 

based on their holistic worldviews. The study uses a qualitative methodology employing indepth 

interviews with four participants, and 16 coworkers and colleagues. 

The study found that each participant shares a holsense quality or an abiiity to sense the 

whole. The results suggest that the participants' conceptions of holisrn are highly unique, ever 

changing and based on the themes of wholeness, spirituality, and the environment. The study 

has also found that there are many expenences that influence the acquisition of a hotistic 

worldview. 



The participants' holistic worldview is also evident in rnany aspects of their work. 

Personally, they cultivate their spintual dimension thrwgh reflective practices. They also work to 

build strong refationships W h  others. They see meaningful work as a critical part of working 

holistically. Their organizations share rnany of the same qualities, induding seeing people as 

whole people, caring, celebrations, the balance of life, openness, and freedom and invoivement. 

Finally they take an approach to leadership based on integrity, trust, collective vision, global 

awareness and courage. 

This study has made an important contribution by increasing our understanding of how 

holism is ernerging at work. The implications of this study suggest that more research must be 

conducted in this area. Furthemore, more support must be provided to holistic leaders as they 

attempt to redefine work in our society. 
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CHAPTER ONE: THE PROBLEM 

l ntroduct ion 

Background to the Study 

We are being challenged today-in Iight of the wounded Earth, the one billion 

unernployed aduits, the billions of despairing young people wtio see no guarantees of 

either work or jobs, and the needs of other species amund us-to redefine work. 

(Fox, 1994, p. 5) 

Much of the work that we have dune and continue to do in Western society has been 

founded in the industrial era, an era built on a set of irnplicit assumptions that are no longer 

viable in our world (Harman, 1991 ; 1992). This set of assumptions is referred to as the industrial 

story. The industrial story has its roots in a mechanistic worldview characterized by values such 

as an imbalanced emphasis on unlimited economic growth and materialism, technological 

control over nature, and the accumulation of power over others (Ferguson, 1980; Fox, 1994; 

Haman & Hormann, 1990; Maynard & Mehrtens, 1993; Ray, 1992). Many assert that our 

cunent planetary dilemmas such as environmental degradation, unemployment, the 

marginalization of peoples, and the extinction of species have corne about because we have had 

an over reliance on the values of the industrial story (Berry, 1988; Haman, 1992; Miller, 1991). 

There are those who suggest that if we are to resolve our global problems, we must reassess the 

rote of work in our society. We are being called upon to take a critical look at the work we do 

and the work we are not doing (Fox, 1994; Harman, 1992; Hawken, 1993). In essence, we are 

being called upon to fundamentally change the story of work. 

In recent years, a new set of assumptions or a new story of work has begun to emerge 

within our society. This new story is more humane, spiritual, and ecological than the industrial 

story and is rwted in holism and a holistic worldview characterized by the values of wholeness 



and unrty, interdependence and interconnectedness, inner resources, authenticity and trust, 

diversity and balance. Thus far within the literature, there has been a rich dialogue cornparhg 

and contrasting the basic characteristics of the mechanistic and holistic worldviews as well as the 

industrial and new stories of work (Ferguson, 1980; Fox, 1994; Harman & Homann, 1990; 

Maynard & Mehrtens, 1993; Ray, 1992). Collectively, these writers believe that if we are to tmly 

redefine the role of work in our society, we must make a shift, at both an individual and a societaI 

level, to a more holistic worldview. The reason we must make this shift is because our 

worldview "makes a difference in how we relate to the worid we Iive in" (Fox, 1994, p. 74). 

t-faman and Homann (1990) point out that throughout the worid of work there are a srnaIl 

nurnber of individuais who have already made this shift and who are beginning to create a new 

story of work based on a holistic worldview. Unfortunately, Iittle is known about their 

experiences. The reason is that very littie research has been conducteci. Halal (1993) has 

commented that more research must be done in this area. Furthemore, he states that 

researchers in particular "bear a special responsibility to study and explain this emerging 

(holistic) perspective so that it is understood wideIyn (p. 1Oû4). Halal believes that if we leam 

more about the experiences of individuals creating a new t~olistic story of work, we can then 

"assist policy makers and citizens in redefining the social order that is now failing so that a more 

benign type of global system may be bom" (p. 1 084). 

Purpose of the Study 

The purpose of this investigation, therefore, is to examine the ways in which holism and 

the holistic worldview are emerging within the wr ld  of work. Specifically, this investigation will 

explore the following question: What are the experiences of individuals who are creating a new 

story of wrk founded upon a holistic worldview? This study will explore this question using a 

qualitative methodology, employing indepth interviews to discover participants' understanding 

and interpretation of their experiences. By leaming more about the experiences of these 

individuals, it is hoped that we can help them and others create a new holistic story of work 



which will in tum assist us in resolving many of our global problems and thereby build a 

sustainable future. 

Outline of Remainder of Document 

The remainder of this thesis is presented in four sections. Chapter Two consists of the 

literature review. This chapter begins by describing Drake's (1 992) story mode1 and using this 

model to explore the oid and present stories of work. This chapter then explores the core 

assurnptions of the mechanistic worldview. This will be folIowed by a discussion exarnining the 

core assumptions of the holistic worldview and how these assumptions are emerging within the 

world of work. Chapter Three presents the methodology and data analysis for the study. It 

begins by describing the rnethodology used and provides an overview of how the data were 

analysed in this investigation. Chapter Four reveals the findings from the investigation. The first 

part of this section presents a brief background for each participant. The findings are then 

presented according to the following five themes: the participants' conceptions of holisrn, 

inftuential experiences. how hoiism is manifested at work, challenges to working holistically, and 

the findings frorn interviews with co-workers and colleagues. Chapter Five includes my personal 

interpretations of the findings. It begins by explaining the concept of "holsense" and the levels of 

holism that were used as a frarnework for understanding the findings. Chapter Six presents the 

surnmary, conclusions, limitations, and implications of the study. This section discusses the 

importance of the study's findings and relates the findings to the existing Merature. It is followed 

by the references and appendixes for the study. 



CHAPTER TWO: REVIEW OF REUITED LITERATURE 

The literature review wiil be presented in two sections- In the first section, we will 

explore the story of work in Western society. Specifically, we will use Drake's (1992) Story 

Model to trace the old and present stories of work in Our society. We will examine the ptoblems 

with our present story of work. In addition, we will explore the fundamental values and 

assumptions that have guided our present story of work. The second section will provide an 

overview of the emerging new story of work and will identify the underiying values and 

assumptions inherent in this new story. This section will conclude by highlighting a few 

exampies of the ways in which the new story of work is beginning to surface in the worid of work. 

The Story of Work 

It's al1 a question of story. We are in trouble just now because we do not have a good 

story. We are in between stories. The old story, the account of how the worid came to 

be and how we fit into it, is no longer effective. Yet we have not learned the new story. 

(Berry, 1988, p. 123) 

In this investigation, we will examine the issue of work by using the concept of story. A 

story is defined as the way in which we make sense of and gain meaning from our experiences 

and our worfd (Drake, 1992; Garfield, 1992). Our stories "provide us with a framework by which 

we create order out of chaos . . . they enabte us to sort out complexity, to comprehend, evaluate 

and categorize the information rapidly and incessantly coming at us from al1 sides" (Garfield, 

1992, p. 10). Stones guide our beliefs and actions and often we are not conscious of them. 

They tell us who we are, what kind of a worfd we are in, what we value, and wtiat is important to 

us (Haman, 1992). In this section, we will use this concept of story to help us gain a deeper 

understanding of the issue of work. This will be accomplished by using Drake's (1992) Story 

Model which is a transdisciplinary frarnework usefuf in exploring issues in their real-life contexts. 



The Story Mode1 consists of several cornponents: the old story. the present story, and 

the new story (see Figure 1). The first step in exploring an issue is to ask the question, How did 

we get here? As we begin to answer this question. we recall the elements of the past and begin 

to reconstruct the old story. Through this process we also uncover the values-both explicit and 

irnplicit-embedded within the old story which have guided and shaped the present story. 

Figure 1: The Story M&l (Drake, 1992) 

Once we have explored the old and present stories, we look to the future and ask, 

Where do we go from here? We attempt to answer this question in two ways. First we constnict 

a projected story of the future based on the same values as the old and present stories. Second, 

we constnict an ideal story of the future based on new values. Once these above aeps have 

been taken, we create a new story by attempting to integrate elements of the projected and ideal 

stories. We want to integrate the positive values of the projected stones with the new values of 

the ideal story. Once the new story has been fully developed, it will help individuals think and 

act in new ways as they begin to create their new personal stories. In the pages that follow, we 



will apply the Story Model to the issue of work and examine the past and present story of work in 

W estem society . 

The Old Storv: The Industrial Storv of Work 

For over 10 thousand years, the work of humans was founded in the agricuftural era, in 

which people eamed their Iivelihood cultivating crops and breeding animals (fox, 1994). Then 

around 1800, the invention of steam power and the rise of the factory transfoned work in our 

society (O'Hara, 1989). Work moved from the farm to the city. We changed from growing our 

food and making our clothes to buying both our food and clothes. W e moved from being 

producers to being consumers (Fox, 1994). The industrial era was bom and the agricultural era 

began ta die. Industrial machinery served to arnplify muscle power. Therefore, machines now 

did the work once done on the fams by people. Factories were bom and the mass market was 

created (Lemkow, 1990). Work in t hese factories was "deskilleda and "dumbed-downw (Toff ler, 

1990). Work tasks were broken down and machines were then used to do these tasks. 

Specialists perfonied each isolateci task over and over again in an assembly line. As this new 

work structure was born in our society, along with it came a new way of organizing work. For 

example, in the agticultural era, the family unit was responsible for organizing al1 aspects of 

work. However, in the industrial era, a hierarchical and bureaucratic management system 

organized the work. This structure compriseci of "headsn and "hands" (Toffler, 1990). Those at 

the top of the bureaucratic structure (the head) imposed the rules, organized the work, and made 

the decisions. The employees (the hands) perfomed the physically demanding work and had 

little input into the work process. 

In the firçt 50 years of this century, the industrial model became entrenched in our 

society. We witnessed a distinct division of roles between men and women. The man worked 

(at paid work) outside the home, and the woman worked (at unpaid work) inside the home raising 

children. This also marked the first time in human history when paid work became the most 

highly prized and important activity of Western çociety (O'Hara, 1989). The rest of society 



played a supporting role to the paid work activity. Whole new professions sprang up in response 

to the industrial model of work. Entertainment offered the factory workers some needed respite 

after toiling away at the assembly line. Self- and artistic expression becarne the responsibility of 

paid entertainment. "Entertainment industries sprang up feeding the hungry souk of under- 

worked, overworked and nonworking citizens who begged for distraction from the boredom of 

their lives and workw (Fox, 1994, p. 4). Child care becarne the responsibility of teachers. 

Counsellors, therapists, and other hetpers emerged to help the souk of the workers (Fox, 1994). 

Sports became the responsibility of professional athletes. Within this society, unpaid work (as in 

housework, child rearing or votunteer wrk)  had little or no status. A dichotomy developed 

between work and life (Morf, 1989), as work became separate from al1 other aspects of life. 

Most workers came to see work as a cruel necessity or necessary evil. While at work, most 

people had simple jobs in which they produceci the sarne item or perfomed the same task 

hundreds of times a day. One's home Iife stood in stark contrast to one's work life. While at 

home, individuals were in control of their personal life; they could decide how to spend their time. 

Thus the connection between work and Iife began to fragment. Another dichotomy also 

developed where we literally detached ourselves from the earth. We no longer had the 

connection to the land, to the rhythms of nature, and to our planet as we once did in the past 

(Berry, 1988). No longer was the working day ruleci by the seasons and the weather. The 

working day became structureci around standard hours, the assembiy Iine, and the factory 

machines (Casey, 1993). 

The Present Storv: The Gains and the Costs of the lndustrial Story 

Our present story of work has been and continues to be largely influenced by the old, 

industrial story. lt has shaped our values, thoughts, and actions regarding work for some tirne. 

In many respects, the old story has served us well. "Industrial societies, capitalists and socialists 

have been extraordinarily successful at achieving their goals. Matenal standards of living are 

higher than ever before. Better nutrition, universal education, longer lives, efficient production 



systems and widespread affluence are hallmarks of the industrial state* (Haman, 1977, p. 5). 

However, these gains have also corne with great costs. Capra (1993) states that the planet and 

al1 its inhabitants are presently facing a series of global problems resulting in extensive damage 

to the biosphere and to human Iife, which may soon becorne irreversible. The costs are high for 

both ouf ecology and ourselves. In the section, below we will explore these costs in more detail. 

The Ecoloaical Costz 

The ecological costs to our planet have been quite devastating. Hannan and Hormann 

(1990) state that we now have "a scarcity of fresh air and water, and land, and spirit-renewing 

wilderness; environmental deterioration; ecological crises; toxic substance concentrations; man- 

made climate changen (Haman & Honann, 1990. p. 53). Adams (1984) states if the present 

woridwide trends continue, "by the year 2000 there will be: 50 percent more people; 33 percent 

less topsoil; 1.3 billion people experiencing severe malnutrition; a drastic shortage of clean 

water; as many as a million or more species extinct; sufficient damage to the upper atrnosphere 

to cause polar melts and radical climate changes; a 50-percent reduction in the forests of Asia, 

Africa and Central and Latin America; and 40 nations with nuclear weaponsn (Adams, 1984, p. 

vii). Unless we change our ways, the future appears quite gn'rn. 

The Human Costs 

In addition to the ecological costs described above, we can also see several human 

costs wtiich can be described as fundamentally a cnsis of meaning and values in our society. 

"Modem industrial society knows how to do aimost anything that can be imagined, and is totally 

confused about what is worth doing" (Harman & Hormann, 1990, p. 56). Profit, economic gain, 

competition, greed, and consumerisrn have k e n  deeply entrenched in our society and we can 

see their influencean obsession with mas-production and consumption (Duming, 1992; 

Ferguson, 1980); companies which create products with buitt-in obsolescence (Barker, 1992); 



advertisers who create artificial needs so that consumers will buy more products (Duming, 1993; 

Ferguson, 1980). In so doing, we have created "marginal people and marginal cultures; chronic 

poverty, hunger and maldevelopment" (Harman & Hormann, 1990, p. 54). The human costs 

have been just as devastating as the ecological costs. Within our society, these costs can be 

witnessed among the out of mrk,  the undenivorked, and the ovenivorked. 

The Out of Work. According to Fox (1994), close to 1 billion human beings are out of 

work around the globe. In the European Common Market countries alone, official unemployment 

is approaching 13 percent. In developing countries, as well as in pockets of American inner 

cities, in lndian resewations and in Ireland, unemployrnent ranges from 40 to 60 percent. These 

statistics point to the fact that industrial societies have becorne unable to create and supply the 

number of meaningful social roles required by their people (Harman, 1977). Unemployment is a 

terrible experience for many people who live in a culture where a feeling of being productive 

cornes from having a job. Fox (1994) summarizes the impact by stating that "the results of lack 

of work are spiritually devastating. When people lack work they lack pn'de; they lack an 

opportunrty to return their unique gift to the wrnmunityn (p. 10). 

The Underwcsrkeç!. Underernployment is another major source of alienation at work 

(Harman, 1988). The underworked are those individuals who perfonn jobs that are mind- 

numbing and who do not utilire their creativity and potential. Terkel (1 972), in his book Working, 

intewiewed hundreds of Arnen'can workers from a broad cross section of occupations. A general 

consensus among these workers was that they found their jobs to be extremely boring but felt 

they had no other choice but to keep their jobs. Fox (1 994) comments that boredorn at work is 

essentially a sin against the human spirit. 

The Oveworked. While scores of people around the world are out of work and 

underemployed, thousands more are overworked (Fox, 1994). When businesses corne under 

great economic pressure (as they have been in the last decade), workers are often compelled to 

work 50- and 60-hour weeks just to keep abreast. Under these circumstances, it becomes 

relatively easy for addictive work habits to develop. O'Hara (1993) daims that North Americans 

suffer from an epidernic of workaholism rivalling in size and severrty the problern of alcoholism. 



ln addition, "insomnia, eczema, digestive upsets, asthma, traffic accidents, back pain and heart 

troubles are often the physical symptoms of over-stressed lives" (O'Hara, 1993, p. 17). The 

epidemic of the overworked is latgely invisible and actively aided and abetted by our work 

culture (O'Hara, 1993). 

Bumout among the ove~lorked is another serious problem. For example, Osborn 

(1992) summarized the findings of a 1991 survey of 600 full-time blwv and white-collar 

employees conducted by the Northwestern National Life Insurance Company. The survey found 

that one in three participants seriously thought about quitting work in 1990 because of job stress, 

and one in three expected to "bum out" on the job in the near future. Fourteen percent quit or 

changed their job in the last two years due to stress. Stress levels were extremely or very high 

for neariy half of the respondents. One in three said job stress is the single greatest stress in 

their tives. Seven out of ten workers said job stress lowered their productivity and that they 

experienced frequent health ailments. The occurrence of stress-related disabilities has 

increased, doubling from 6 to 13 percent in just nine years. 

In addition, a survey of 3000 American workers conducted by the Family and Work 

lnstitute (Galinsky, Bond, & Friedman. 1993) revealed some startling findings. The suwey 

found that 42 percent of workers felt "used up" by the end of the day. Forty percent felt tir& 

when they got up in the rnoming. On average, when a worker in a dual-income farnily calculated 

how much time he or she spent at work, commuting to and from work, dropping children off at 

day care, and so on, the average worker put in an average of 14.8 hours per day. 

It is clear that the overworked in our society are experiencing a great deal of stress and 

pressure in their lives. In North America, stress-related diseases such as ulcers, high blood 

pressure, and heart attacks are estimated to cost the US wnomy  $200 billion per year in 

absenteeisrn, compensation daims and medical expenses (Fox, 1994). A receni report by the 

Unitad Nations International Labour Organization labels job stress as one of the most serious 

health issues of the 20'\entury. calling job stress a global phenornenon (Fox, 1994). 

Overwork is also devastating from a spiritual point of view. "Workaholism estranges us frorn our 



deepest selves and prevents us from asking deeper questions about our vocations and purpose 

in livingn (Fox, 1994, p. 10). 

The discussion above makes the message quite ciear: we cannot continue to do work 

which is guided by the industrial story. The costs are too high for both our planet and for 

ourselves. 8ut what will the future story of work need to be in order to resolve our curent 

problerns? In the section below, we will examine the projected story of work. 

The Proiected Storv of Work: The Information Storv? 

Given the rapid growth of high-tech information industries emerging within the worid of 

work over the past 1 O years, many believe that the future of work will be based in the information 

era- Beck (1991) and others believe that the key to "econornic success" in the future will be to 

ernbrace the information era; t hey set? a world of high-technology and information highways 

leading the way to econornic prosperity for all. Beck warns people 30 hop on the information 

highway" or else be left out of the many economic opportunities available in our high-tech, 

information-n'ch future. Essentially, many believe that the new story of work will be the 

information story. 

However, there are others who disagree. These individuals do not dispute the 

importance of the information era; yet according to them there will be problems if we approach 

work in the information era in the same way that we have approached work in the industrial story. 

For example, Hawken (1993) agrees that the information era may be les harmful to the planet 

and may change work in ways that foster human potential, but he feels that in the long nin it will 

still do more harm than good. Hawken believes the information era, as it is unfolding, is still 

k ing  dorninated by the assumptions and values of the industrial story. Henderson (1993) 

elaborates on this point by stating, "the information age is no longer an adequate image for the 

present let alone a guide to the future. It still focuses on hardware technologies, mass 

production, narrow econornic models of efficiency and cornpetition, and is more an extension of 

industrial ideas and methods than a new stage in human develapmentw (p. 268). In other words, 



if we embrace an information story with the sama dominant values as in the industrial story, then 

we will not really change anything. We mua create a new story based on new values. What will 

the new story of work be? Before we are able to answer this question, we must examine the 

fundamental values and assumptions of the old, industrial story of work. For unless we deeply 

understand the core assumptions of our story of work, any change to recreate our work will be 

flawed and ineffective (Hawken, 1993). 

The Mechanistic Worldview and the Industrial Stow of Work 

The industrial story of work has guided our actions for the past 300 years (Sanford, 

1992). It has largely influenced how we have come to define work in our society. The industrial 

story has been characterized by the values of an irnbalanced emphasis on unlimited economic 

growth and materialism, technological control over nature, and the accumulation of power over 

others (Harman, 1992). Crowell (1989) suggests that these values have their roots in a 

mechanistic worldview that is based in a scientific, Cartesian-Newtonian mode1 of the world. At 

the core of the rnechanistic worldview are the foltowing four values and assumptions: 

objectivism, reductionism, positivism, and deterrninism. 

Obiectivisrn. The first core value of the rnechanistic worldview is objectivism, which 

represents the conviction that the observer is separate from what is being observed (Harman, 

1992). "This assumption of separateness leads to the hubris that humankind can pursue its own 

objectives as though the Earth and other creatures were here for its benefit" (Maman, 1992, p. 

12). This assumption detaches the individual from his or her world. As a result, we have 

becorne far more aware of our separateness and individuality than we are aware of our unrty to 

others and to our world (Lernkow, 1990). It is easy to see, then, how environmental degradation 

becomes possible under this assurnption. The individual does not view him- or herself as being 

part of the environment and so feels that doing damage to the worid will not affect hirn or her. In 

another example, if we feel separated, we don? feel connected to others; so it becornes quite 

easy to close a factory and displace thousands of workers and their families. 



Reductionism. Reductionism assumes that cornplex phenornena can be expiained by 

reûucing them to their smallest parts and subcomponents (Hannan, 1992). This view purports 

knowing the whole through its parts, with a focus on segmentation, classification, and 

categorization (Sanford, 1992). Work, then, in our society has been characterized by its 

emphasis on parts, specif ically through speciaf ization, the division of labour, mechaniration, and 

iugged individualism (Casey 1993; van Steenbergen, 1990). This fragmentation and 

cornpartmentalkation has become a source of alienation among individuals (Miller, 1988). The 

standardized and specialized assembly Iine became the major metaphor for the industrial age 

(Casey, 1993). The inflexibility of the assembly Iine imposes rigid constraints on the workers' 

physical and mental movernents. Fundamentally, the assernbly line requires and achieves the 

subjugation of the human body to the power of the machine. "Workers [became] increasingly 

disciplined by the inexorable rhythms of the machines imposed u p n  them, because they were 

increasingly alienated from their labour and their products" (Casey, 1993, p. 149). 

Positivisrn. Positivism assumes that al1 can be known through physical measurement of 

data (Harman, 1992). "ln a worid fun by irnmutable, completely knowable, and observable laws, 

a mechanical model is a natural outcorne" (Sanford, 1992, p. 199). In this view, anything which 

cannot be studied, known objectively, or rneasured physically is dismissed. As a result, rational 

knowledge has supplanted Our emotional, intuitive, and spiritual capacities. We therefore have 

gone ahead and created and accepted work that has starved the human spirit, imagination, and 

creativity because these qualities have not been valued. Furtherrnore, Our work has to a large 

extent become devoid of inherent interest, value, and meaning. This is largely a result of the 

fact that workers in the industrial story became cogs in ''the supermachine of the factory, doing 

repetitive actions for 8-1 0 hours a day for 40-50 years" (Casey, 1993, p. 149). Their 

psychological and physiological factors were rarely taken into a w u n t  by the owners and 

managers of industrial plants. In addition, these factories were highly impersonal and 

discouraged a workefs sense of personal responsibility for the outcome of his or her work 

(Lem kow, 1 990). 



Determinisrn. Detenninism refers to the assumption that phenornena can be predicted 

from a knowledge of laws (Haman, 1992). Sanford (1992) has explained that this deteministic 

perspective has influenced the worid of work where we "march with full confidence that, if we are 

diligent, hard working, and hard-nosed, Iife will proceed in a straight line with each stage 

materiatly better than the last" (p. 200). We have corne to see the worid as Iinear, where cause 

and effect can explain everything. This has created what Hawken (1993) refers to as a design 

flaw-we assume that our world is linear, when in fact, the natural worid is cyclical. So we 

believe we can grow, consume, and discard infinitely. We are now recognizing the fallacy of this 

assumption. 

With this understanding of the a r e  values of the mechanistic worldview we can now 

shift our focus and begin to explore the emerging new story of work. 

The New Story of Worù 

The industrial story of work is no longer working. Many of our current planetary 

dilernmas have corne about because we have relied on the industriai story of work for too long 

as a guiding story for Our society (8erry, 1988; Harman, 1992; Miller, 1991 ). Many feel that the 

cornplex nature of our current problems make them unsolvable unless we undergo a major 

transformation to a more ecological, compassionate, or holistic story of work (Hawken, 1993; 

Lemkow, 1990; Miller, 1991). This transformation is not simply a modification of current thinking 

patterns; instead, it involves a deep and radical shift and a rethinking of the most basic and 

fundamental ways in which we have corne to see our worid. It is essentially a shift to a holistic 

worldview and new story of work (Land & Jaman, 1992; Lemkow, 1990). 

We are b i n g  challenged at this point in hurnan history to make a critical decision as to 

which story can most adequately help us =Ive the cornplex problems of our time and create a 

more sustainable future (Heshusius, 1991). Over the past few decades, many have begun to 

make this shift and have started to create a new story of work. A change has begun to take 

place "throughout the industrialized world which involves a reasessment of the most basic 



assumptions underlying Western society, its technological infrastructure and the world economy" 

(Haman & Horrnann, 1990, p. 12). This is a deep and profwnd shift representing the 

emergence of a new story of work, which is more humane, spiritual, and ecological than the 

industrial story. This new story of work is founded upon holism and emphasizes the values of 

wholeness and unity, interdependence and interconnectedness. inner resources, authenticity and 

trust, diversity, and balance. 

Settani (1990) suggests that holism is beginning to ernerge in Western society because if 

we are to resolve ouf cunent dilemmas in concrete and practical ways, we mu9 begin to see our 

worid more holistically. Throughout society, the shift to holism is becoming evident in fields as 

diverse as physics, chernistry, bioiogy, medicine, psychology, business, spirituality, and 

education (Miller, 1990; Settani, 1990; van Steenbergen, 1990). "Holisrn is beginning to flower in 

our own century . . . at no time in the past did the holistic view of the world promise application in 

so many varied and concrets fields" (Settani, 1990, p. 39). In no other area is the shift to holism 

seen as more critical than in the area of work. Harman & Hormann (1990) state that Yhe deep- 

level changes taking place in modem society will involve, fairiy centrally, a reassessrnent of the 

role of work. The role of work seems to be central to the ultimate resolution of our dilemmas" (p. 

13). We must begin to change, redefine, and recreate the story of work in ways consistent with 

the values of a holistic worldview. In the section below, we examine in more detail the basic 

assumptions and values of holism and the holistic worldview. 

Holism and the New Stow Of Work 

Holism cornes from the Greek work "holos" which rneans whole (Yahn, 1979). Holism 

has been described as an alternative way of making meaning of our world. Though the terni was 

first introduced by Smuts in 1926 in his book Holism and Evolution, it is not an entirely new 

concept (Keeson, 1991). It has been around for centuries and has been "articulateci in different 

spiritual and intellectual traditions in both the East and the West" (Miller, 1988, p. 18). Holism is 

based on the perennial phitosophy which asserts that al1 things in the universe are part of an 



individual unity or wtiole (Huxley, 1945). It assumes that the universe is made up of a vast 

number of connected parts, each of which cooperate with one another in the interest of the 

whole. Therefore, holism is based on the concepts of unity and interconnectedness (Settani, 

1990). The perennial philosophy states that individuals can grasp this sense of wholeness 

through the cultivation of their intuition (Miller, 1988). Furthemore, individuals themselves are 

viewed as being whole. "Al1 the exponents of the perennial philosophy make, in one fonn or 

another, the affirmation that man is a kind of trinity composed of body, psyche, and spirit" 

(Huxley, 1945, p. 38). 

Holism has several core assumptions which include: wttoleness and unity, 

interdependence and interconnectedness, inner resources, aut henticrty and trust, diversity, and 

balance. Each of these core assumptions will be discussed briefly below. 

Wholeness and Unity. Miller (1 988) states that one of the first core assumptions of 

holism is the understanding of "a fundamentai unity in the universe" (p. 17). As Keeson (1 991) 

says, "holism is distinguished by a compelling impulse toward unity" (p. 45). This compelling 

impulse leads us to assume that the universe is one indivisible whole (Senge, 1990). Capra 

(1993), building on the work of Koestler, suggests that wholeness and unity are characteristics 

evident throughout nature and the universe. This pattern of whoteness and unity led Koestler to 

coin the term "holon", which he defined as a subsystem of nature that is both a whole and part of 

a greater whole. Each holon has two opposing tendencies. First, it has the need to be part of 

the whole. This is referred to as an integrative tendency. Second, each holon has the need to 

preserve its own autonomy and wholeness. This is referred to as a self-assertive tendency. In a 

healthy system, a balance is kept between the two opposing tendencies. There is a dynamic 

interplay between the integrative and self-assertive tendencies. Together, this interplay enables 

the entire system to remain flexible and open to change. A healthy system is then a whole 

system of wholes within wholes and is temed a "holarchy" (Sahtouris, 1989). 

Senge (1 990) nicely summarizes the essence of the assurnption of wholeness and unity. 

He acknowledges that "te earth is an indivisible whole, just as each of us is an individual whole. 

Nature (and t hat includes us) is not made up of parts within wholes. It is made up of Moles 



within wholes" (p. 317). He also believes that many of our current global and economic 

problerns stem from the fact that we have a myopic view of the world and have lost our sense of 

the mole. 

lnterdemndence and Interconnectedne@. Closely related to wtioleness and unity is 

another core assumption of interdependence and interconnectedness. This assumption asserts 

that once we see fundamental unity within the universe, made up of wholes within wtioles, we 

then see that everything is connected to everything else. This "interconnectedness of realityn 

(Miller, 1988, p. 17) is another core value of holism and enables us to move away from the 

f ragmentation, com petit ion, and separateness inherent in the mechanistic worldview (Clark, 

1991 ; Hannan, 1992). Once we see the interrelationships and interdependence which exist in 

our world, we can then see that the success of the system as a whole is dependent upon the 

success of each different part (or holon). Furtherrnore, the success of the different parts are 

dependent on the success of the whole. "Holism asserts that everything exists in relationship, in 

a context of connection and meaning-and that a change or event causes a realignment, 

however slight throughout the entire patternn (Miller, 1991, p. 24). Therefore, things can never 

be understood in isolation, but only in relation. 

Given the many interconnections existing in our world, this makes our world "a world of 

process, and not a collection of ineR, unchanging things or substances" (Settani, 1990, p. 26). 

As a result, our world of wholes is not static but dynamic, evolutionary, and creative. Change 

therefore is seen as a nomal part of the world. This contrasts sharply with the mechanistic 

worldview in which the world is seen as being more static and change is viewed as being 

disruptive, threatening and something to be resisted and even avoided at al1 costs. 

lrnplied in the assumptions of wholeness and unity, and interdependence and 

interconnectedness, is the principle of personal responsibility. If we as individuals realize we are 

part of a fundamental unity, then we will naturally feel a connectedness and responsibility to 

each other and to the whole (Miller, 1988). As Miller (1 992) States, "we tend to Iive in a world 

that is fragrnented and our lives are filled with experiences of separateness" (p. 43). Yet, this 

separateness is an illusion: we are indeed connected to one another. Land and Jarman (1992) 



surnrnarize it best when they Say, 'everything and everybody is connectecl. Everything affects 

everything else. No matter how different, no rnatter how far away, we are al1 part of an 

interconnected whole" (p. 103). In other words, once we have a sense of the whole, we 

recognize that we are part of the whole, and the whole is part of us. Therefore, if we are that 

whole, we are then responsible to the whole. 

lnner Resources. The mechanistic worldview puts its faith in external authorrty. 

Carlopio (1994) has suggested that this has resulted in our Iwking outward to "such a great 

extent that we frequently forget to ever look inward. This contributes to our cutting off from this 

'other', more inner side of Our lives" (p. 301). Holism atternpts to restore the balance by placing 

its faith in inner authority and inner resources (Haman, 1992). Holism ernphasizes the 

development of the inner resources residing in each individual through the involvernent in 

various meditative disciplines. Miller (1988) states that through these meditative and 

contemplative disciplines we can come to grasp the wholeness of existence. Through these 

disciplines, we can also come to better appreciate our inner qualities such as emotion, creativity, 

intuition, compassion, will, joy, imagination, and a sense of wonder, reverence, and spirituality 

(Miller, 1990; Ray, 1992). 

Harman and Honnann (1990) assert that the vafuing of these inner resources essentially 

involves the recognition and acceptance that "vue are spiritual beings in a spiritual universen 

(Harman & Honnann, 1990, p. 141 ). Ray (1 992) suggests that this valuing of inner resources is 

the key underlying quality of the movement from the mechanistic to holistic worldview. As Ray 

and RinzIer (1992) state, "the fundamental assumption of the new paradigm is that our inner 

knowledge directs the way the worid is going to look and the way we respond to it" (p. 5). 

Carlopio (1994) extends this idea by stating that another asçurnption of holistic philosophy "is 

that if there is anything that we wish to change outside ourselves, we should first examine it and 

see whether or not it is sornething that must be also be changed from within ourselves" (p. 301 ). 

Our intuition, inner knowing, and inner wisdom are therefore seen as critical values in creating a 

new story of work. 



Authenticitv and Trust. Once we understand the unity of the whole and value our inner 

resources we t hen can appreciate another fundamental assum pt ion of ho1 ism-aut henticity and 

trust (Harman, 1992). In contrat3 to the mechanistic woriâview in which individuals spend energy 

exerting control over others, holism asks individuals to express their "authentic self, to be, with 

deep trust in the human spirit and in a spiritual universe" (Harman, 1992, p. 16). While the 

industrial story thwarted the human spirit and human potential, holism seeks to unleash the 

human spirit (Miller 1991). When we display essential trust, we trust the fundamental goodness 

in others and seek to connect and create a sense of community and intimacy with others. We 

also realize that the universe itself is purposeful and hamionious (Miller, 1992). We see that the 

universe is abundant and that scarcity, which is prevalent in the mechanistic worldview, is then 

an illusion. 

Qiversitv. Clark (1991) states that diversity is an important charactefistic of holism. In 

order to maintain the whole, it must be made up of a certain degree of diversity (Clark, 1991). It 

is through diversity that the whole is made stronger. The evidence comes from ecology, where 

the stability of any system (natural or social) is dependent on the degree of diversity within it. 

For example, a monoculture such as a wheat field may expen'ence short-term rapid growth but 

is, in the long run, unstable. In contrast, a forest is an example of a highly diverse system. As a 

result, it is able to maintain itself indefinitely. Another element of diversity is inclusivity. If a 

system (or individual) is whole and embraces diversity, it is able to be inclusive. If it is inclusive, 

it is able to deal positively with contradiction and paradox. ln fact, it seeks out the contradictions 

because it knows it will ultimately be of benefit to the whole. 

Balançe. ln the mechanistic woridview, there is a focus on either-or thinking which tends 

to poiarize issues. This polarization is evident throughout the industrial story. For example, 

today we believe that we cannot Save the environment and have jobs; we must sacrifice one for 

the other. We have also polarized work and home, assuming we cannot lead a balanced Iife. 

We must choose between career and family. Essentially, the mechanistic worldview creates 

dichotomies. However, within holism there is the fundamental value of balance. According to 

Carlopio (1 994), the concept of balance is "another comerstone of holistic philosophyn (p. 301 ). 



In holistic philosophy, balance is seen as a process of the management of tensions. Balance 

seeks to resolve polar extrernes and dichotomies (Miller, 1993). Holism atternpts to integrate 

and dissolve dichotomies. 

The New Holistic Storv of Work: Emeraina Exa rn~ le~  

How is a new holistic story of work beginning to emerge wiihin our society? In the 

section below we will attempt to address this question by reviewing the current Iiterature. 

W holeness and Unitv and lnterde~endence and lnterconnectedness 

As we have noted, the first two core assumptions of holisrn are wholeness and unity and 

interdependence and interconnectedness. These assumptions are beginning to ernerge 

throughout the world of work. This is especially evident in the growing global perspective and in 

the degree of social responsibility being seen in the world of work. 

A Growina Global Pers~ective. Recently a more global perspective has been emerging 

at work (Maynard & Mehrtens, 1993). Lyons (1992) has identified several concepts that help 

explain what it rneans to have a global perspective. First, a global perspective means having a 

sense of interdependence, an appreciation that our planet is shared by al1 of its inhabitants. 

Another aspect of having a global perspective is biocentricisrn, which considers humans as one 

species within the planetary system and not in dorninance over the planet. Biocentricism leads 

to what Miller (1 988) refers to as an ecological sense. "An ecological sense starts with the 

premise that human tife is only part of a much larger fabric that includes plants, animals and the 

entire biosphere in wtiich we live" (Miller, 1988, p. 48). As we have already seen, we in Western 

çocieties have started to develop our ecological awareness only recently. Ta a large extent, this 

awareness has corne about because of our inability to see the world as interdependent. Feather 

(1989) believes that a spirit of globalism is increasing within society because of the realization 

that we are aIl part of a global village. A world with no national, politicai, linguistic, or other 

boundaries has emerged. Feather predicts that the spirit of globalism will becorne broadly and 



deeply rwted in human minds in the years ahead, so much so that individuals will corne to see 

themselves as being global citizens. Senge (1990) has been a leader in helping workers 

develop a more global perspective at work. He has done this by teaching workers about 

"systems thinkingn. He defines systems thinking as the "discipline of seeing wholes. It is a 

framework for seeing interrelationships rather than things, for seeing patterns of change rather 

than static snapshotsn (Senge, 1990, p. 68). 

Social Reswnsibilitv. Once we have a sense of the whole, we can become more 

responsible for it. We begin to see the earth as a living system and the economy as an integral 

part of that system. Within the business worfd, many believe that business, because it has 

become a dominant institution in our society, must assume responsibility for the mole (Haman 

& Homann, 1990; Hawken, 1993). As a result, we are witnessing more and more individuals 

and organizations that are recognizing that the earth and al1 its resources are worthy of care and 

protection (Maynard & Mehrtens, 1993). These "social entrepreneurs" believe that business is 

not just a way to make money or become rich; it can alsa be "a vehicle through which individuals 

can realize their personal vision, serve others and the planet and make a difference in the woridn 

(Maynard 8 Mehrtens, 1993, p. 33). There are some optimists who propose that in the long 

tem, we will corne to see the earth as a major stakeholder as more and more business will take 

place in a manner consistent with ecological iaws (Hawken, 1993; Maynard & Mehrtens, 1993); 

business will integrate itself with the natural world (Hawken, 1993). 

lnner Resources 

In the industrial story, success has been defined as having a big car, a good and 

important job, a large home, and a couple of vacations a year. Materialism has been a dominant 

value in the industrial story and in Western society. A person's identity and sense of self-worth 

came from extemal and matenal items, such as one's job, position, or Me, a prestigious 

employer, or having an office with a panoramic view (Yankelovich, 1981). Yet, an overreliance 

on matenalism has lead to consumerkm and the addiction to spending one's life securing goods 



(Fox, 1994). Increasingly there has been the recognition that individuals are not only motivated 

by basic needs for survival, physical gratification, and material goods but also by higher-order 

needs for community, personal achievement, and meaning (Halal, 1993). As a result, we are 

witnessing at work a gradua1 reverence for hurnan life and the non-material (Miller, 1993). This 

can be been seen by the increaseâ acceptance of intuition and spirituality at work. 

Intuition. lnner resources are being more valued at work, and the evidence comes frorn 

the growing acceptance of more intuitive ways of knowing. Organizations have traditionally 

focusseci on rational, quick-fix, short-term thinking to =Ive problems (Senge, 1990). "Business 

has operated for decades as if there were no tomonow, and al1 of society has started 

expenencing the costs of this shortsightedness" (p. 4). In essence, rational thinking was highly 

valued while intuitive thinking was devaiued. However, in an information-rich world, intuition has 

started to gain new respectability. "Intuition becomes increasingly valuable in the new 

information society precisely because there is so much data" (Naisbitt & Aburdene, 1985, p. 70). 

There is so much information to take in and process, it is often impossible to take it al1 in. In 

these cases one has to rely on intuition to guide decision making in a fast-changing world. A 

more balanced thinking style is emerging at work, which will blend intuitive knowledge with 

traditional rational thinking. More and more the literature is recognizing the value of the inner 

qualities such as reflection, introspection, and intuition (Sherman, 1994). Commenting on how 

organizations will be successful in the future, Peters (1 995) states that it will al1 be about holism, 

"leaps of faith and hunches" (p. 110). 

Soiritualitv at Work. Many in the Western worîd are responding to the lack of balance, 

purpose, and personal power by bringing spirituality into their lives and work (Maynard & 

Mehrtens, 1993). Scherer (1 993) believes that "we are in a crisis which must be approached as 

something so profound, so fundamental, so universal, that it can only be resolved at the level of 

the human spiritw (p. 7). We have seen over the past year an increase in the concept of spirit, 

spirituality, and sou1 at work. For example, Galen (1995) has reporteci that Lotus Development 

has a Soul Cornmittee in place. Every week at the World Bank, a group of 60 employees gather 

for the Spiritual Unfoldment meeting to discuss issues of the spirit at work. As Galen (1995) 



stated in a recent Business Week article, "get used to it. Spirituality is creeping into the officen 

(p. 82). Spintuality at work is really about connection-feeling connected to one's self, to others, 

and to the world. We are connected to ourselves through engaging in rneaningful work. We are 

connected to others through cornmunity. We are connected to our worid by doing work which 

has a grand (even cosrnoiogical) purpose (Fox, 1994). 

Yet according to Capra (1 993), our values about what is worthy work is exactly upside 

down in our society. In the industrial age, work was associated with having a job. Fox (1 994) 

points out that the word "job" reflected a mechanistic mentality, for its root origin means, "petty, 

piddling, a piece of chance work" (p. 6). In our society, work has been at the centre of aduit 

living for some tirne. Yet we have settled for too little from our work and have paid the price. 

Pritchard (1994) agrees by saying that "many of us feel alienated from our work. Many more of 

us don? love the work we do, and rnerely tolerate itw (p. 21 1). Overall, we have settled for too 

little from our work and have paid the price. Moore (1992) has witnessed this price paid in his 

work as therapist. He says, "in my practice over the years I have found that the conditions of 

work have at least as much to do with disturbance of çoul as marnage and familyw (p. 177). In 

other words, work devoid of meaning can disturb the human soul. Our challenge today is to 

redefine our work to make it more personal, even sacred. Moore (1992) states that our work is 

an extension or reflection of who we are and Our "whole society suffers a wound to the sou1 if we 

allow ourselves to do bad work" (p. 185). When we are able to find our rigM work, it is like 

"discovenng [ouf] own sou1 in the world" (p. 185). So how can one go about diçcovenng one's 

good work? Moore suggests this can be done with the spirit and soul in mind. If a person is 

considering taking on new work, entering a profession, or merely taking on a project, Moore 

advises thinking and inquiring about soul values. For example: "What is the spirit in this 

workplace? W il1 I be treated as a persan here? Is there a feeling of cornrnunity? Do people 

love their work? 1s what we are doing and producing worthy of my cornmitment and long hours? 

Are there any moral problems in the job or workplace, making things detrimental ta people or to 

the eart hl taking excessive profits or contributing to racial or sexist oppression?" (p. 1 87). 



We are presently k i n g  asked to redefine the concept of work from just having a job and 

putting in time to an activity that engages one's creativity and spirit and provides personal 

meaning for al1 humanity. Schumacher (1 979) has written extensively about how work should be 

redefined. He believes that good w r k  has three important elements. First, good work is work 

that provides necessary and useful gwds and services. Second, good work enables people to 

use and thereby perfect their inner gifts as good stewards. Finally, good work is done in service 

to, and in cooperation with, ot hers so as to Iiberate ourselves f rom our inbom egocentricrty. 

Schumacher believes we should be teaching our ycuth to be able to distinguish between good 

work and bad work and to encourage them not to accept the latter. "That is to Say, they should 

be encouraged to reject meaningless, boring, stultifying, or nerve-racking work in which a 

(person) is made the servant of a machine or a system. They should be taught that work is the 

job of life and is needed for our development, but that meaningless work is an abomination" (p. 

3)- 

Another insight into redefining work cornes from Huxley (1945) in writing about the 

Buddhist philosophy of rigM livelihood. Huxley summaries right livelihood as work which is 

rewarding because it fulfills three basic conditions: the work serves other people, it deepens and 

broadens the person by providing the opportunity for continual leaming, and it does as Iittle harm 

as possible to others and to one's environment. Gaod work and tight livelihaod are really about 

taking a deeper more spiritual approach to one's work. In the industrial story, people merely fell 

into their work or pursued it for its extemal and material rewards. Yet, our challenge today is to 

redefine our work to make it more personal, even sacred. 

Aut henticitv and Trust 

Authenticity and trust are being witnessed at work through the growing recognition of the 

value of cornmuntty, which "refers to the group of people with whom one has frequent, 

meaningful interactions on an ongoing basisn (Miller, 1991, p. 26). Holisrn is concemeci with the 

quality and depth of relationships at work and within a communtty (Miller, 1991). Therefore, the 



ability to build effective, authentic, and caring relationships is central in a new story of work. 

W heatley (1 992) States that each of us "will need to become savvy about how to build 

relationships, how ta nurture growing, evoiving things. Ali of us will need better skills in listening, 

communication and facilitating groups, because these are the talents that build strong 

relationships. It is well known that the era of the rugged individual has been ieplaced by the era 

of the team playef ( p. 32). 

Communitv at Work. Peck (1987, 1993) has been instrumental in establishing the 

concept of cornmunity at work. Communrty at work has become an important concept because 

the workplace has becclme one of the few places where individuals in Western society have an 

opportunity to gain a sense of connection with others (Shaffer & Anundsen, 1993). Shaffer and 

Anundsen (1 993) have outlined many of the characteristics of cornmunity at work. First, there 

exists an alignment of values among employees. They see thernselves as parts of the whole, 

reflecting on the whole by pursuing a common purpose that aligns with their personal values. 

Workplace communities resemble a set of intersecting circles, representing a cooperative, 

dynamic body in which each person shares information and responsibilities with others. 

Workplace communities strike a balance between working alone and working with others. A 

collaborat ive spirit exists wit hin the organization. Communication f lows randomly-upward, 

downward, sideways, from outside in and from inside out. 

The literature suggests that the success of both natural and human systems is contingent 

on the degree of diversity within that system (Clark, 1991). The more a system is able to 

balance the dynamic interaction of its diversity, the more it will thrive. We are beginning to see 

signs of an appreciation of diversity at work, through the increased importance of cultural 

diversity and the rote of women in the workplace. 

Cultural Diversity. In the past, the make-up of the work force was largely 

homogenous- white men prevailed throughout North Amencan and European workplaces. 



However, Esty, Griffin and Hirsch (1995) have suggested that the workforce in today's world of 

work is becoming "a mosaic of different races, ages, genders, ethnic groups, religions and 

lifestyles" (p. xi). Therefore, we are beginning to see an increased valuing of diversity through a 

greater respect for and appreciation of people of ail cultures, ethnic groups, sexual orientations, 

and genders. Jarnieson and O'Mara (1991) have suggested that changes to the rnake-up of the 

work force will dramatically affect why people work, how they work, what motivates them, and 

how they relate to others. Increasingly, individuals will need to become more sensitive to the 

needs (gender, cultural, values) of others. Diversity will be seen as a quality which will 

strengthen our workplaces. 

Women at Work. Western society has been influenced largely by "male" values such as 

toughness, strength, conquest, and domination (Eisler, 1987). Over the past few decades 

"female" qualities have been emerging within society and at work. Values such as caring, 

compassion, empat hy, and non-violence have been increasing (Eisler, 1987). One of the 

reasons for the increasing emergence of female values has been due to the growth and 

expansion of feminism (Harrnan, 1993). Another reason has been because the number of 

women entering the world of work has been consistently increasing. Female qualities have also 

been emerging at work because wornen tend to already possess an understanding of the values 

of cooperation, intuition, interdependence, comrnunity, and openness wtiich will be important in 

creating a new, holistic story of work (Barrentine, 1993). As a resuft, wornen are being refend 

to as the harbingers of the transformation of work (Barrentine, 1993). The tnie challenge at work 

will be, therefore, to embrace the diversity of both male and fernale qualities. 

Balance is another value of holisrn that is growing in importance at work. The world of 

work is essentially out of balance (Maynard & Mehrtens, 1993). Scherer (1993) says this is 

reflected both at an organizational and personal level. "We have been expected to chwse 

between careers and family. Between jobs and the environment. Between happiness and 



achievernent, secufity and sanity" (p. 3). In other words, the conventional wisdom has had an 

unbalanced view of work. This can be seen in organizations that pursue battom-line objectives 

at the expense of the ecology. This can also be seen in workers whose lives are centred almost 

entirely on their work and wfio are living unbalanced lives. Recently, however, there has been a 

shift towards balance. This is evidenced in the moverneftt towards more appropriate technology, 

dealing with change and arnbiguity, and leading a balancecl life. 

ApOro~riate Technolw. Western industrial society has become a culture of technology 

(Miller, 1993). Technology is seen as the grand solution to al1 of out problems. However, rnuch 

of our technology is developed in a vacuum, without much consideration to the ethical, 

ecological, or spiritual implications of the technology (Maynard & Mehrtens, 1993). Over the 

past few years there has been a growing awareness of the need to consider the implications of 

technology on people and the planet. Maynard and Mehrtens (1993) suggest that in the future, 

organizations will develop new technology with the principles of "appropriate technology". 

Appropriate technologies are those consistent with the laws of nature, those that do not h a n  

ecosystems and yet foster çustainability. Appropriate technologles must al% enhance social and 

economic equities between and within nations. Finally they must encourage creativity, initiative, 

resourcefulness, persona1 growth, and human consciousness. 

Dealina with Chanae and Arnbiauitv. In the past change, occurred in our wodd bu? was 

seen as being predictable and stable (Land & Jarman, 1992). In a world that operated like a 

ciock, change would be regardeci as disniptive to the system. As a result, many people at work 

resist change and react to it with an almost instinctive fear and sense of threat. Part of the 

reaçon for this fear is because our mechanistic story holds assumptions about change which are 

faulty in today's world. These assurnptions no longer help us deal with change because the 

nature of change has changeci. "Today's change is not just more rapid, more complex, more 

turbulent and more unpredictable. Today's change is unlike any encountered beforen (Land & 

Jarman, 1992, p. 39). Carlopio (1994) suggests that an appreciation of balance can help 

individuals be more adaptable in the face of change and arnbiguity. The world is complex and 

wrought with inconsistency and contradiction, paradox and surprise" (p. 300). To deal with this 



environment, individuals must come to ternis with the fact that they must juggle the inherent 

tensions, paradoxes, and uncertainties which exist in the world and in life. 

Marshak (1 993) stresses the importance of taking a more balanced approach to change. 

He has contrastecl the fundamental assumptions made a b u t  change between Western and 

Eastern cultures and has found çame fascinating differences. The assumptions made by 

Western culture about change seem to demonstrate the heavy influences of the mechanistic 

woridview, M i le  the assumptions made by Eastern cultures demonstrate a more holistic attitude 

about change. For example, in Western cutture, change is seen as being linear, as one moves 

from one state to another state in a foward direction. Change is aIso processional; one moves 

constantly from one condition to the next condition in an orderly sequence. Change is 

progressive as one moves from a less to a more desired state. It is destination oriented as one 

moves towards a specific end state. Change is based on creating disequilibrium in a situation. 

Change is al- a process to be planned and managed by people who exist separate from and 

who act on things to achieve their goals. One leams the principles about how to rnaster and 

rnanipulate the forces of the world in order to achieve one's own ends. Finally, change is viewed 

as being unusual because everything is normally in a quasi-stationary or static state. 

In Eastern cultures, however, change is seen as being cyclical. There is a constant ebb 

and flow in the universe, and everything in it is cyclical. Change is a joumey, and since there is 

constant cyclical change, what rnatters is how well one follows the journey. Change is based on 

restoring and maintaining equilibriurn. Everything is seen as natutally being perfect and in 

hamony. One acts only as needed to restore balance and equilibrium. Change is observed and 

followed by people who are at one with everything and must act correctly to maintain harmony in 

the universe. Finally, change is usual because everything is normally in a continually changing 

dynamic state. Marshak draws an important conclusion which is that no one set of assumptions 

about change is better than the other; they are both valuable. According to him ,the key for our 

society is to achieve a balance between the Western and Eastern assumptions about change. 

Leadina a Balanced Life. Balance at work is alço ernerging at a personal level. 

Recently, several surveys have reflected that workers from many sectors and levels within 



organizations in Western society have begun to question a life focussed solely on overwork 

(Kofodimos, 1993). Kofodimos (1993) reports on a Wall Street Journal suwey that showed that 

half of the 500 male executives interviewed would accept pay cuts of more than 25 percent in 

order to have more family or personal tirne. Fox (1994) cites another suwey which shows that 

80 percent of Arnencan warkers would sacrifice career advancement in order to spend more time 

with their families. Block (1993) suggests "there resides in each of us the desire te fully integrate 

our lives. We must feel fragmented because we talk about ourselves as if we were cats with 

several lives" (p. xix). The gmwing importance of the balance of Iife suggests people want to 

live Iives which are whole and multi-faceted, rather that fragrnented and devoted entirely to one 

aspect, mainiy working and clirnbing the corporate ladder. 

Individuals Creatina a Holistic Storv of Work 

In the section above. an ovewiew has been presented of the emerging literature 

describing some of the ways in which holism is beginning to manifest itself at work. The changes 

taking place at work are happening because of individuals-a srnall number of individuals 

throughout the world of work-who have ernbraced holism and who are beginning to create a 

holistic story of work. The literature has recently begun to examine the experiences of these 

individuals. Most of the examples corne from the worid of business. 

For example, Leibig (1 994) identified and interviewed 90 business people throughout the 

world who were attempting to create a new, holistic story of work. Based on his research, Leibig 

found that these individuals shared many of the same characteristics, values, and beliefs. He 

reported that his participants were comrnitted to enhancing social equity in their work. They work 

to protect the natural environment. They create work environments that enable human 

creatvity. They believe that their businesses exist to serve higher purposes rather than just 

make a profit. They also attempt to behave ethically in their businesses. They believe that to 

transform the worid, they rnust be willing to transform themselves. These six qualities are very 

consistent with the core values of holism. 



An exarnple of an individual who is leading the way in creating a holistic story of work is 

Anita Roddick, co-founder of the Body Shop. Her fundamental philosophy regarding work is best 

summarized by the following quote, "How do you ennoble the spirit when you are selling 

something as inconsequential as cosmetic cream? You do it by creating a sense of holisrn, of 

spiritual development, of feeling connected to the workplace, the environment and relationships 

with one anothef (Nichols, 1994, p. 56). It is not only through her words that Roddick attsrnpts 

to make a difference but also through her actions. For example, her company has been founded 

on strong business ethics, environmental awareness, responsibility to the cornrnunrty, and 

respect for employees and customers (Ray & Rinzler, 1992). Employees around the world are 

encourageci to devote one paid day per month to cornmunrty education and development efforts. 

Ben Cohen and Jeny Greenfield, of Ben & Jerry's Homernade Ice Cream Inc., represent 

two others who are also creating a holistic story of work. Through their business, they created 

the Ben & Jerry's Foundation which channels 7.5 percent of pre-tax profits to charities around the 

worfd. Ingredients in their ice crearns are purchased from suppliers who employ fonnerly 

homeless people, recdvering alcoholics, and dnig addicts. These individuals represent a smail 

but growing number of people who are beginning to create a new story of work based on a 

holistic worldview. These individuals have the potential of recreating the rote of work in our 

society. However, since their numbers are small, little is known about them and their 

experiences. This brings us back to the purpose and rationale of this study. 

Revisiting the Rationale and Purpose of This Investigation 

The purpose of this investigation is to examine the ways in which holism is emerging 

within the worfd of work. Specifically, this investigation will explore the experiences of 

individuals who are creating a holistic story of work. One of the goals of this investigation will be 

to build upon the literature in two specific ways. First, this investigation will set out to examine 

more deeply the experiences of a srnall group of individuals attempting to create a hotistic story 

of WO&. The reason for taking this approach is that the literature thus far has only presented a 



broad treatment of the experiences of a very small number of individuals. Most of the examples 

have been chronicled through autobiographical accounts. Few, if any, atternpts have been made 

to leam abu t  the experiences of these individuals by utilizing a forrnal research methodology. 

Second, this investigation will also attempt to explore the experiences of individuals working in a 

variety of sectors. The literature to date has focusseci solely on the experïeflces of business 

people. Though the efforts of t hese business people are important, it would be interesting to 

gain an understanding of the experiences of individuals working in other areas, such as 

education, healt h care, govemment , and social services. 

The Problern Statement 

The purpose of this investigation is to examine the ways in which holism is emerging 

within the worfd of work. Specifically, this investigation will explore the experiences of 

individuals who are creating a new story of work founded upon a holistic worfdview. This study 

will explore this question using a qualitative methodology, employing in-depth interviews, to 

diçcover participants' understanding and interpretation of their experiences. 



CHAPTER THREE: METHODOLOGY AND DATA ANALYSIS 

The purpose of this investigation is to explore the experiences of individuals who are 

creating a new holistic story of work. Given this f m s ,  a qualitative research methodology based 

on the phenomenological perspective was used to examine this research question. This 

approach is relevant to this study because it seeks to understand phenornena frorn the 

participant's own point of view (Taylor & m a n ,  1984). In deciding upon the methodology for 

this investigation, I have been influenced by Dana and Dana (1994) who stated: 

As the primary instrument in qualitative inquiry is the researcher, it is essential that the 

researcher understand not only the nature of qualitative inquiry, but the beliefs, values, 

and life experience that the researcher brings to the act of research. It is through the 

researcher's interpretative tenses that data are collected and analyzed (p. 2). 

Therefore, before embarking on this research journey, it is important for me to thorwghly 

understand the nature of qualitative research so that I can make effective decisions throughout 

this investigation. It is also important for me to gain an understanding of my own beliefs, values, 

and experiences because they will influence how I come to see my participants and their 

experiences and how 1 ultimately corne to make sense of the data. 

This methodology section, then, will begin by bnefly reviewing some of the 

charactefistics of qualitative research and explaining how this investigation was guided by these 

characteristics. This will be followed by an overview of the data collection and analysis 

strategies used in this study. I will then conclude by addressing the issue of my role as a 

researcher in this investigation. 



Understandina the Nature of Qualitative Research 

Several authors have presented summaries of the fundarnental characteristics of and 

general approaches to qualitative research (Bogdan & Biklen, 1992; Eisner, 1991 ; Jacob, 1987; 

Lincoln & Guba, 1985; Taylor & Bogdan, 1984). Four fundamental characteristics of qualitative 

research will be reviewed in this section. 

[ l ]  Qualitative research is field-focussed (Eisner, 1991 ). Qualitative research off ers us a 

full and rich understanding of problems because data are gathered from natural settings (Jacob, 

1987). To gain this full and rich understanding, researchers devote time observing or 

interviewing participants in their own settings. The goal is to understand phenomena from the 

participant's own viewpoint (Taylor & Bogdan, 19û4). In this study, I interviewed my participants 

in their own work settings and discussed with thern their own wark experiences. 

[2] The researcher is the key instrument whose function is to "observe, interview, record, 

describe, interpret and appraise settings as they aren (Eisner, 1991, p. 33). To be effective, 

researchers must be descriptive in their observations and stiould strive to collect rich data in a 

nonmanipulative manner (Eisner, 1991). At the same time, researchers must rernain open to al1 

of the participants' responses, without biasing, leaving out, or reinterpreting the data based on 

their own assumptions or goals (Taylor & Bogdan, 1984). Throughout t his study, I attempted to 

obtained descriptive data. I also was very careful to be true to the words of my participants, 

thereby reducing the effect of my own biases and assurnptions. 

131 Qualitative researchers analyse data inductively. They do not search out data or 

evidence to prove or disprove hypotheses they hold before entering the field; instead 

conclusions are grounded on the actual data (Glaser & Strauss, 1967). Meaning is an essential 

concem. Researchers are concerned with the ways in which people make sense of their world. 

Since my interest is in exploring the experience of individuals who are attempting to recreate 

work in more holistic ways, I am not attempting to prove nor disprove a theory or hypothesis. My 

goal was to understand my participants' expenences and to explain those experiences to the best 

of my ability. 



[4] Qualitative research adopts flexible research strategies because the research settings 

are viewed as complex and the researcher is not completely knowledgeable about these settings 

(Lincoln & Guba, 1985). From the time they formulate questions, to the time they collect and 

analyse data. researchers continually adjust and adapt their strategies. As Eisner (1991) points 

out it is "simply not possible to predict the flow of events as they unfold, so researchers must 

adjust their course of action based on ernerging conditions that could not have been anticipatedu 

(p. 170). Throughout the research, process 1 attempted to remain flexible to the emerging nature 

of the study. For example, at first I feft those two interviews for each participant would be 

sufficient. However, I quickly realized as I began the interviews that 1 would need more time, 

and so I added a third interview with each participant. 

The Part ici~ant~ 

Selectinqthe Partici~ants. The participants of this study were identified and selected for 

participation using a reputational-case selection sampling strategy. In this strategy, participants 

are selected based on the recommendations made by knowledgeable experts (McMillan & 

Schumacher, 1989). These knowledgeable experts provide names of potential participants 

based on a set of qualities and characteristics identified by the researcher. I used this strategy 

because it is described as effective in studies "where the individuals sought do not form a 

naturally bounded group, but may be scattered throughout populationsn (McMillan and 

Schumacher, 1989, p. 184). This describes the sample for this study, which is mainly a group of 

individuais working in a variety of sectors and organizations attempting to create a new holistic 

story of work. 1 contacted seven colleagues who in my opinion were knowledgeable in the area 

of holism. 1 explained to them the nature of the thesis and provided a participant profile listing 

the characteristics of the potential participants. 

The Partici~ant Profila. Harrnan (1992) has said that the nurnbers of individuals who 

are creating a new holistic story of work represent a small sector of society. As a result, the 

numbers of individuals who could be potential participants for this investigation would be small. 



This relatively small group of individuals will share several key traits and characteristics After 

reviewing the literature and through pemnal discussions with several leading thinkers in the 

area of holisrn at work, I have developed the following profile of the five key attributes for the 

participants of this study. 

(1 ] These individuals would be visionary individuals who think and behave differently in 

their work and life settings. They woutd operate on a daily basis by a different set of values 

consistent with holism, values such as wholeness and unity, interdependence and 

interconnectedness, inner resources, authenticity and tmst, diversity , and balance. 

[2] These individuals would have a genuine interest in caring for the whole. This quality 

rnay be evident in t heir work through an interest in social, global, and environmental issues. In 

other words, their day-to-day work would be conducteci in the context of the whole, always aware 

of the connection they have to the world and its people. 

[3] They would display a strong focus on their relationships with others. 

(41 They would display a strong inner quality evidenced by a valuing of inner resources 

such as intuitive and spiritual capacities. These individuals rnight develop their inner quality 

through a process of personal reflection and learning or through a variety of meditative or 

spiritual practices. 

[q Finally, these individuals have already been described in the literature as "new" 

leaders-individuals attempting to create more holistic ways of working. One can imply from the 

literature that the reason many of these individuals are leaders in their work settings is because 

these positions off er them the freedom, control, and the power to work in more holistic ways. As 

a result, most of these individuals would most probably be found in a variety of leadership 

positions within various work settings. For example, they could be the president or chief 

executive officer of a large enterprise or the owner of their own small business. They could be 

senior administrators or practitioners in educational or heaith care settings or executive directors 

in not-for-profit institutions. 

The Sam~le of Partici~ant~. By using the reputational-case selection process and using 

the participant profile described above, I selected four individuals to be the main participants of 



this study. In addition, in order to broaden my understanding of the experiences of my 

participants, I also gathered data from several of the participants' CO-workerç and colleagues. 

Two co-workers and two colleagues were identified for each participant. These individuals were 

selected by asking the four participants to provide me with a Iist of narnes of individuals 

representing a cross section of people both from within and outside their work setting. 1 then 

contacted four individuals from the list and explained the purpose of the dudy. If the person 

agreed to take part, 1 then arranged a time to meet with the individual to co?duct the interview. 

All of the 16 people I contacted initially agreed to take part in the study. I then arranged an 

interview with each person. In the interviews I used an interview guide which l had developed. 

Each of these interviews lasted on average 30 to 40 minutes. In the section below is a brief 

description of the four participants, their co-workers and their colleagues. 

Holly, 48, is the chief executive officer of a non-for-profit, community-based organization 

located in Hamilton, Ontario. Her organization works with cornpanies, industry sectors, unions, 

govemment, and educationai institutions to address future labour force training needs. Donna 

and Louis are the two CO-workers I intewiewed in Hofly's organization. Donna is a technical 

services support person with the organization. Louis is responsible for the marketing function of 

the organization. Cameron and Jane are two of Holly's coileagues. Carneron is a partner of an 

accounting firm and has been a volunteer on Holly's strategic team for several years. Jane is an 

administrative assistant for a srnall business and has worked with Holly's organization over the 

past few years. 

Hugh, 61, is president and chairman of his own company based in Toronto, Ontario. His 

company specializes in providing career transition and career renewal products and services, 

and has offices across Canada and the United States. Judith and Peter are the two CO-workers 

who work for Hugh's company. Judith is the comptroller. Peter is a senior consultant involved in 

creating and delivering many of the products and services of the organization. Earl and Gloria 

are two of Hugh's colleagues. Earl is a vicepresident of compensation for a large petroleum 

company. Gloria works as a consultant for a consulting fim and has worked with Hugh for 

several years. 



Hannah, 52, a registered nurse in independent practice, owns and operates her business 

based in Hamilton, Ontario. Her organization provides clinical counselling services to individuals 

with chronic pain. Hannah's company alsa provides many courses and educational programs to 

companies and the public in a variety of areas including assertiveness training, stress 

management, and meditation. Bonnie and Eleanor are the two CO-workers that 1 intewiewed 

from Hannah's organization. Bonnie works with Hannah as the company's business 

administrator. Eleanor is an associate in Hannah's organization. She works as a pain 

management consultant and a holistic health practitioner with the organization- Natalie and 

Josie are two of Hannah's colleagues. Natalie owns and operates her own amputer training 

company. Josie has been Hannah's bookkeeper for the past few years and has been a personal 

friend for about 20 years. 

Howard, 52, is the director of education for a Roman Catholic separate school board in 

rural Ontario- He has been an educator for his entire career. Howard came to this Board just 

over six years ago. Prior to that he worked as a superintendent with a school board in a small 

east of Toronto. Gordon and Martha are Howard's CO-workers interviewed for this study. Gordon 

is a superintendent of education and responsible for operating special education programs and 

overseeing the elernentary feeder schools. Martha is a secretary a1 the board office. Reid and 

Donald are two of Howard's colleagues interviewed for the study. Reid is a principal of a new 

high school within the school board. Donald is an elernentary school principal and has workeâ 

for the board for 24 years. 

Data Collection Strateaies 

The General Intewiew-Guide A-roach. In this study, the data were collecteci through a 

series of in-depth interviews using the general interviewguide approach (Patton, 1990). Using 

this approach, I began by developing an interview guide which identifieci anâ outlined the key 

issues to be explored with each participant during the intewiews. This intewiew guide helped to 

ensure that the same information was gathered from al1 the participants because it provided a 



fundamental framework f rom which to w r k  (see Appendix A). Patton (1 990) states that this 

interview guide provides the researcher with a predetemined list of topics or issues within in a 

specific area to explore, question, and probe with each participant. The advantage of this 

approach is that it provides the researcher the flexibility to have "a conversation within a 

particular subject area, to work questions spontaneously, and to establish a conversational 

style-but with the focus on a particular subject that has been predeterrnined" (Patton, 1990, p. 

283). Furthemore, it allows the researcher to be responsive to the research situation by 

providing the freedom to develop questions and make decisions about which information to 

explore in greater depth with the participant as the interview unfolds. 

Tnistworthiness Through Trianaulation. In qualitative research, we can ensure that our 

findings and conclusions are tnistwarthy by attempting to gather multiple sources of data 

(triangulation). Eisner (1 991 ) suggests that we attempt to secure st nictural corroboration or the 

"confluence of multiple sources of evidence or the recurrence of instances that support a 

conclusion" (p. 55). By putting together a "constellation of bits and pieces of evidence," we can 

ensure that our conclusions are genuinely based on the data, rather than Our precanceptions. in 

this investigation four sources of data were gathered: (1 ) a series of in-depth interviews with four 

participants, (2) interviews with two individuals who work within the participant's work setting, (3) 

interviews with two individuals who work outside the participant's organization, and (4) document 

analysis of the organization's brochures and literature. 

The participant interview was the major source of data in this investigation. Using the 

interview guide, I conducted t hree in-depth interviews wit h each participant. Each interview 

lasted between one- and one-half hours to two hours in length. The purpose of the first interview 

was to establish rappoR with the participant and begin the process of gathering data and 

exploring the details of the participant's experience using the interview guide (Seidman, 1991 ). 

In the second and third interviews, I continued to explore the issues in the interview guide. I also 

provided the participant the opportunity to reflect on the meaning of his or her experiences 

(Seidman, 1991). The second source of data came from interviews with two individuals who 

worked along side the participant on a daily basis in the same work setting. The third source of 



data came from interviews with two individuals who were colleagues outside the participant's 

work setting. These colleagues were individuals who knew the participant well enough to be able 

to comment on the participarrt's work expefiences. The final source of data was documents 

created by each organization which included brochures, Iiterature, and reports. Patton (1 990) 

states that documents are a nch source of information that researchers should utilize in the 

research process. Memam (1 990) agrees, stating the document analysis heIps a researcher 

understand the context of the situation. Furthemore, the documents serve as a stimulus for 

generating interview questions (Patton, 1990). In this particular study, I read al1 the documents 

given to me by the participants as a way to better understand and appreciate the context of each 

organization. 

The Interview Process. Patton (1990) has stated that Yhe quality of the information 

obtained during an interview is largely dependent on the intewiewer" (p. 279). Since this study 

will use interviews as the central method of data collection and since 1 was the sole interviewer 

in my study, I felt strongly that it was important to ensure that the interviews were conducted in 

an effective manner. To achieve this, I adopted some of the guidelines described in the 

literature on the qualities of good interviewing (Patton, 1990; Taylor & Bogdan, 1984). 

[ l ]  Building a Relationship: Taylor and Bogdan (1984) state that good interviewing in 

qualitative research is a matter of building a relationship with one's participants: getting to know 

the participant and allowing the participant to get to know the researcher. Thus, I made every 

effort to build an effective relationship with my participants. 

[2] Explaining Researcher Motives and Intentions: It is important for the researcher to 

begin the interview process by telling each participant his or her research motives and intentions. 

This is important because it will put the participant at ease and begin the process of building 

trust. Patton (1990) states that the researcher has an obligation to the participant to provide this 

information. Patton çuggests that a researcher address the following questions with each 

participant: W hat is going to be asked in the interview? Who is the information for and how will 

the information be handled? What about confidentiality? W hat is the purpose of collecting the 

information? How will it be used? To address these important issues, I created a study 



information shee? (see Appendix B) which 1 explained in detail to each participant. This sheet 

outlined the research question under investigation, as well as my own personal reasons for 

expioring it. 

[3] Ensuring Participant Anonymity: Taylor and Bogdan (1984) suggest that if 

participants are assured of their anonyrnity they will be more willing to disclose valuable 

information. l then informed participants that their participation in the study was completely 

voluntary and that their anonyrnity would always be respectecl. I informed thern that in the final 

paper, each participant would be given a pseudonym to maintain their confidentiality. Once the 

participant read the sheet and agreed with its content, I then provided a copy of the consent 

form (see Appendix C). Once the participants were cornfortable with the terrns of the consent 

fom, I asked them ?O sign it. A similar process was used with the two co-workers and two 

colleagues interviewed for each participant. 

[4] Logistics: I carefully explained the dates and tirnes for al1 interviews with each 

participant and any other details as they unfolded throughout the research process. I also 

contacted participants from time to time to keep them abreast of rny progres dun'ng the 

investigation. 

Mv Persunal Journal. In addition to the three sources of data described above, I also 

kept a personal journal t hroughout the research process. Spradley (1 979) suggests that 

"researchers should always keep a journal" (p. 76). He feels that a joumal plays hivo important 

roles in the research process. First, the joumal allows a researcher the opportunity to record "a 

record of experiences, ideas, fears, rnistakes, confusions, breakthroughs and problems that 

arise" (p. 76). This record of experiences is important because qualitative research is often "an 

ongoing iterative process requiring self-reflectionn (Ergi & Frost, 1994, p. 3). Keeping a journal is 

an excellent way to capture this iterative process of self-reflection. 

Second, the joumal also allows a researcher to Take into account personal biases and 

feelings, [and] to understand their influence of the research" (p. 76). My persona1 joumal played 

both of these roles in this research process. It kept al1 of my thoughts, feelings, and reflections 

about the research process. i found when l had difficulty with a part of the research process, I 



wwld write it down in my journal and aftewards, I found I feit better. As I reread rny journal, I 

was also able to see how my own feelings and biases influenced the research process. This 

point will be discussed in more detail in the next section. 

Mv Role As Researcher 

In addition to understanding the nature of qualitative inquiry, researchers rnust also 

understand how their own beliefs, values, and Iife experiences impact the act of research (Dana 

& Dana, 1994). After all, it is through the "researchef s interpretative ienses that data are 

collecteci and analyzed" (Dana & Dana, 1994, p.2). 

When I reflect on my own beliefs, values, and Iife experiences, I realize that the topic 

under investigation in this study is a persona1 one. i have been interested in the topic of holisrn 

for many, many years. I have been particularly interested in how the philoçophy of holism is 

manifesting itself within the worid of work. In both my undergraduate and graduate academic 

course work, I have spent considerable time learning about holisrn. In my professional wark, I 

have attempted to bring holistic values into the work I do with rny clients. I have had many work 

experiences, which have shaped my understanding of work, and how it relates to holisrn. At a 

more personal level, 1 attempt to bnng my holistic values into my Iife as a whole. This interest 

and passion drive me to leam more about holism at work. This same interest and passion 

provide me with the creative energy to carry out this investigation. However as a researcher, I 

must be Mare that this interest and passion rnay affect every aspect of this research process. 

Smith (1983) states that how we corne to know our world is inevitably based on our 

interests, values, and disposition. These interests and values are seen as an integral and vital 

part of the entire research process from the selection of what is to be investigated, to how the 

investigation is to proceed, 10 the meaning of the terms encountered in the investigation. The 

danger can anse when a researcher does not recognize how his or her own interests and values 

or subjectivity impact the research process. Peshkin (1 988) believes that subjectivity exists and 

operates throughout the research process. He states that most researchers may daim that 



subjectivity is present in their research, but they are still not actually conscious or aware of it. 

Peshkin states that when researchers' subjectivrty "remains unconscious, they insinuate rather 

than knowingIy clarify their personal stakes" (p. 17). In other words, they rnay say they are 

subjective, but they do not know specifically in what ways they are subjective. Therefore, 

Peshkin believes it is not merely enough for a researcher to daim, "1 am subjective" because he 

or she is still not addressing the issue of subjectivity in a "meaningful way." 

The reason we must systematically identify ouf subjectivrty in a rneaningful way is that it 

has '7he capacity to filter, skew, shape, block, transform, construe, and misconstrue what 

transpires from the outset of a research project to its culmination in a written statement" 

(Peshkin, 1988, p. 17). It exists in al1 aspects of our life, both the research and non-research 

parts. If we are aware of our own subjectivity then we can disclose it openly to our readers. This 

awareness can be gained from a "formal and systematic monitoring of oneself" (p. 20). Peshkin 

states that our goal is not to eliminate or deny one's subjectivity; rather, it is to "enable (oneself) 

to manage it and to preclude it from being unwittingly burdensorne as one progresses through 

collecting, analyzing and writing up (one's) data" (p. 21). Hunt (1992) further stresses if we are to 

be authentic and relevant as researchers, we must accept and embrace our own personhood. 

Therefore the idea of "eliminating persona1 bias is a rnisguided illusion whose effect is to 

guarantee the ivelevance of the research" (p. 1 16). Eisner (1 991 ) states that one's subjectivity is 

not a liability, but rather it is one's "unique signature" that provides an individual's unique insight 

into a situation. 

In my particular case, 1 must recognize that my keen interest and passion in the area of 

holism at work can impact the research process both positively and negatively. On the positive 

side, rny passion provides me with the drive to carry out the research. On the negative side, my 

passion rnay filter or skew how I ultimately corne to see the data. As a researcher, I must temper 

my passion so as to rninimize the negative impact on the research process. To achieve this goal 

in this present investigation, I used my personal journal as a process of forrnally and 

systernatically identifying my own subjectivity . 



Limitations 

Every investigation has within its design inherent limitations which may affect the results. 

This investigation is no exception. At this point, the limitations in this study include the 

generalizability of fincfings and my skills as a researcher. 

Generalizabilih, of fin di na^. One of the limitations of this investigation which must be 

considered involves the generalizability of the findings. In this study only four participants were 

interviewed. As a result, the findings can only reafly be generalized to these four individuals and 

only during the period of time when the data were collected. Despite this issue of 

generalizability, which is typical in most qualitative research studies, Ergi and Frost (1994) state 

that in some cases it is important to broaden the findings of the study. This study is to be one of 

those cases. The findings of this study have a broader relevance because Iittle research has 

been conducted in this area. The findings of this study will add a great deal to our understanding 

of holism and holistic theory and of the experiences of individuals creating a holistic story of 

work. 

Mv Skills as a Researcher. My skills as a researcher are another possible limitation of 

this study. One can assume that throughout the research process I made rnistakes or decisions 

which may have affected the quality of the research. Though I have had research experience 

through working as a research assistant and completing my Master's thesis, I must recognize my 

own limitations as a researcher. Researchers are people too and thus do make mistakes. 

Data Analysis 

The literature on data analysis reveals some very consistent themes. For exarnple, 

Bogdan and Biklen (1992) state that qualitative data analysis is the "process of systematically 

scaling and arranging the interview transcripts, field notes, and other material that accumulate to 

increase one's own understanding of them and to enable one to present what one has discovered 

to others" (p. t 53). So the vast array of data must be reduced to what is most important and 



relevant to the study in question (Seidman, 1988). The real tfick, according to Seidman, is to 

reduce the volume of data without losing its essential characteristics and meaning. Patton 

(1990) suggests that the central challenge in qualitative data analysis is "to rnake sense of the 

massive arnounts of data, reduce the volume of information, idenîify significant patterns and 

constnrct a frarnework for communicating the essence of what the data revealw (pp. 371- 372). 

Based on the above we can set? that data analysis cunsists of several phases. First, we 

must reduce the data to what is most important and relevant without losing their essential 

characteristics and meaning. Second we must be able to create a frarnework frorn which we can 

communicate the data to others. 

Beainnina to Analyse the Data 

A researcher has several options in analysing data. It can be cornpleted in the field, 

after data collection, or both (Bodgan & Biklen, 1992). The decision as to which approach to 

utilize depends largely on the nature of the study and the question under investigation. In the 

case of this study, 1 used a blended strategy of data analysis. 1 found it useful to begin a 

preliminary analysis after my first two interviews with each participant because it served to shape 

rny questions for the third interview. I carried out the bulk of rny analysis after al1 the data were 

gathered. Taking this blended approach enabled me to remain flexible to the ernerging 

condit ions of the study. 

Before I camed out the complete data analysis, 1 had to ensure that the data were 

complete and accurate. Patton (1990) suggests that the most desirable data to gather in full are 

the transcriptions of the interviews. As a result, I retained the services of a professional 

transcriptionist to transcribe al1 the interview data. Once 1 had al1 the interviews transcribed, I 

then reviewed each of the interview transcripts by listening to the tapes and making corrections. 

Once al1 the corrections were made to the data, I was then ready to begin to analyse the data. 

Before I began canying out the analysis, I followed the advice of Bogdan and Biklen (1992) and 

t w k  some rime off from the data." 1 distanced myself from it for about three weeks. Seidman 



(1991) has recomrnended that to take full advantage of what the data offer researchers must 

give themselves ample time to study the information gathered. 1 prepared rnyself for this by 

devoting most of the summer and early fafl months to analysing the data. 

My first step was to rame the chaos" (Ely, Ansul, Garner, & McConack-Steinmetz, 

1991 ) because as Patton (1990) States, it is *net possible to report everything one has observed." 

So i began to reacquaint myself with the data by listening to the tapes and reading the transcripts 

twice more. Ounng this period I did not make any notes; 1 just focusseci on listening to the tapes 

and trying to appreciate the data as a whole. On my third reading of the data, 1 began the 

process of scribbling notes, thoughts, and possible codes and categories. I actively searched the 

data for patterns, themes, and regulanties (Bogdan & Biklen, 1992). Over the next several 

weeks 1 continued to work the data. 1 used the advice of Ely et al. (1990) who have suggested 

many different approaches to dealing with the data such as working a little bit each day or in 

larger chunks over extended periods of time. 1 found myself using both strategies. lnitially I 

found it useful to take extended periods of time to read each transcript and then do some coding. 

1 also found it useful to target smaller sections and focus solely on specific themes or patterns. 

Throughout this process, I found that I used rny journal to help me reflect on many aspects of the 

analysis process and integrate my thinking on the findings. 

Discovenna a Framewrk to Present the Dm 

Once I had gone through al1 the data, 1 began to try to figure out a framework that I could 

use to present the data. At this point I felt a little overwhelmed because there seemed to be so 

much data. 1 also found that 1 began to question myself on the many thernes that I felt had 

emerged from the data. One idea helped me through this period of doubt and confusion. 

Seidrnan (1988) stated that while working with data, one can typically lose confidence in one's 

abiiity to sort out what is meaningfut and important. One may begin to feel doubt about what one 

is doing. These words really spoke to me. The answer Seidrnan suggested was to trust oneself 

and focus on letting the data "breathe" for itself. This idea of Ietting the data breathe seemed an 



important idea, but I did not really know wtiat it meant. I got some clarification from Patton 

(1990) who stated that the process of inquiry must include a balance between description of the 

data and direct quotations. so as to 'allow the reader into the situations and ttiougMs of the 

participantn (p. 430). Seidman (1991) echoed these ideas, suggesting that presenting the actual 

words of the participants themselves is a very powerful way of reporting the data. What Patton 

and Seidman are refemng to is the importance of staying true to the participants' own words, or 

voice of the participants. "1 cannot stress too much how important it is to use the first person, the 

voice of the participant, rather than that third-person transformation of that voice" (Seidman, 

1991, p. 93). The idea of ietting the data breathe for itself means striking a balance between 

describing the data and presenting the data in the participants' own words. Striking this balance 

is important because it allows readers to "understand and draw their own interpretations" 

(Patton, 1990, p. 375) from the data. 

All of these ideas were extremely helpful to me during this phase of the study. As I 

began to think of a framework in which to describe and present the data, l came across another 

very useful idea. Patton (1990) suggests that when an interview guide approach is used to 

gather data, it can alço be used as a "descriptive analytical frarnework for analysis" (p. 376). So 

I began grouping the participants' words and themes together based on the five broad thernes 

which I explored through the questions in the interviews. These themes included conceptions of 

holism, factors which influenced the participants, examples of how holism was manifested in 

their work, the challenges ta working holistically and the findings gathered from co-workers and 

colleagues. As smn as I arrangeci the data under these five themes, I found that the analysis 

process really began to take shape. The next section presents the findings of the study under 

these five major themes. 



CHAPTER FOUR: THE FINDINGS 

This section will present the findings from this investigation. The first part of this section 

inciudes the participants' profiles which summarize their background. The second part presents 

the findings of this study under the five themes (1 ) conceptions of holisrn; (2) influencing factors; 

(3) how holism is manifesteci in work and Iife; (4) challenges to working holistically; and (5) 

findings f rom the CO-workers and ~Ileagues. 

The Participant's Background 

Hollv's Backaround - 

Holly, 48, was bom and raised in Montreal, Quebec. She is the chief executive officer of 

a non-for-profit. community-based organization which acts as a resource to business. industry 

groups, unions, various levels of government , and educational institutions by researching , 

developing and brokering skill-building prograrns. The organization is retained by organizations 

to develop and coordinate skiil-building training programs ta upgrade the skills of their 

employees. Holly's organization al% plays a leading role in conducting extensive research in the 

areas of future labour market trends, skill-building, and training issues and has also published 

rnany books and manuals based on their research. The organization has a complement of five 

staff members, and this increases to about 25, depending on the organization's various projects. 

Holly said that she came from a very interesting and eclectic farnily background. Her 

parents and her god-mother were very influential figures while Holly was growing up. During her 

high school yean. Holly was selected to participate in a national youth leadership forum. During 

that week. she learned about global issues and how they impact leadership. This experience 

really shaped her as a teenager. After high school, Holly attended university. "While I was at 

university I managed a resort." After some time, she left Quebec and moved to Alberta with her 

husband, who was attending university in Alberta. 



She then obtained a job with a retail company and worked hard to becorne its youngest 

and first female executive. She worked there for four years, and then rnoved to Manitoba and 

began working as a senior executive in a family-owned business. After a few years, Holly moved 

to Ontario and established a small construction business with a partner. She ran this business 

for a period and eventually sold it. She then joined her present organization as the chief 

executive ofiicer. She has been in this position for almost ten years. 

The past few years have k e n  particularly challenging for Holly's organization. Four 

years ago. the organization was entirely dependent upon govemment funding. Holly began to 

realize that "given the way the governrnent was going, with al1 the cutbacks and what not, I felt 

we had to do something to ensure our future viability." Holly initiated a three-year process to 

transfomi her organization. Over the three years, the organization becarne less dependent on 

government funding by securing more contracts from private sector firms. Today, most of the 

organization's funding cornes from the private sector- In addition to this change, the organization 

also restructured itself. Three years ago staff members, including Holly, were employees of the 

organization; now everyone is a self-employed contractor. Each staff person maintains his or 

her role but does so on a contract basis. The organization was restructurecl in this manner 

because it represented the most effective way of ensuring the viability of the organization and its 

staff members. This transition was not easy for Holly and her staff. However, Holly's vision and 

courage guided the organization through this important pen'od in its evolution. 

Huah's Backaround 

Hugh, 61, was bom in British Columbia. He is the president and chaiman of his own 

consulting company. with offices across Canada and the United States. His company has 65 

employees and specializes in providing career transition and career renewal products and 

services. Hugh says that he graduated "from high school with Wat I considered a perfect 

mark- 50°h; it was just enough to get through. My high school guidance counsellor told me 'to 

not to go to university, stay in the saw miIl and, you know, be a rabble rouser like your father.' I 

was president of the student council and I was clearly seen as a rebel rouser and when I was in 



high schwl 1 just wanted to get out." Hugh was to go to the University of British Columbia, in the 

pharmacy program, but at the Iast moment decided against Ï t  and took a job at the saw miIl 

where his father had worked and was a union leader. For the first six rnonths, he worked the 

"graveyard shift"; then he was offered a pùsition as office boy. Though his father was not happy 

with Hugh's decision not go to university, he did advise hirn to take the office boy's job, even 

though it rneant a substantial pay cut. From there, Hugh progressed quickly within the Company. 

Within a short pend of time, he advanced to the position of personnel officer. This was an 

extrernely invaluable leaming experience for him: "1 learned to grow up very fast." After 

spending three years as a personnel officer, Hugh realized what he really wanted to do with his 

Iife and decided to go back to university. He attended the Universrty of British Columbia and 

campleteci a Bachelors of Commerce degree with a major in Industrial Relations. A significant 

part of his university experience was the completion of his graduating thesis which lmked at the 

workings of a union in a large Canadian company. 

Upon graduation, Hugh was offered a position with a large resource-based company in 

Ontario. From there he becarne invotved in a variety of innovations related to human resources 

and industrial relations. Hugh's career from that point on was filled with rnany opportunities in 

which he made an impressive contribution to the cornpanies he worked for. He held a nurnber of 

progressive positions from industrial relations manager to general manager of a refinery. He 

then became vice-president of administration and engineering and was involved in intensive 

labour negotiations on the part of his company. He was also involved in initiating a variety of 

plant closures and company downsizing. Through these experiences he became aware of an 

American consulting cornpany which was using radically different approaches to downsizing. 

This firm used a caring approach to downsizing which factored in the needs of the Company, the 

employees who were k i n g  downsized, and the local comrnunity. In the course of dealing with 

this fimi, an opportunity presented itself for Hugh to head up the company's Canadian division. 

So in April of 1987, Hugh assumed the role of president of the Canadian a m  of this career 

transition f i n .  In 1989, the Amencan firm filed for bankruptcy. Hugh purchased the Canadian 

company outright from bankruptcy court and has been operating the firm ever since. 



Hannah's Backaround - 

Hannah, 52, is a nurse in independent practice. She owns and operates a business 

which provides clinical counselling services to individuals with chronic pain. Hannah's company 

also provides many courses and educational programs to companies and the public in a variety 

of areas, including assertiveness training, stress management, and meditation. The organization 

has 12 staff members and associates. 

Hannah was bom in England, and her family came to Canada shortly after she was bon. 

Hannah recalls that she never really liked high school much. "1 was rotten in schcml. 1 really did 

not fit the regimented way they did things." After high school, she decided to follow a fnend and 

attended a local school of nursing. Through her time in the program she realized she wasn't that 

"crazy about nursing" and during most of the program, she said she felt 'like a round peg in a 

square hole." She graduated from the nursing prograrn in 1967 and took a job in the emergency 

room at a local hospital. She worked for a while to save money, then quit her job and went 

travelling by herself for about four and half months in England and Denmark, because she 

'tvanted to see the places where rny parents lived." 

When she returned from her trip, she mamed and held a variety of nursing jobs for 

several years. Then she began to raise her family. In 1971, her family went to England to live 

for about four years. They returned to Canada in 1975. She and her husband decided to live in 

the "country" so they rnoved to a farm. They bought two goats and some chickens. The goats 

had kids, and they ended up with 14 in total. While her husband worked, Hannah raised her 

children and kept the farm animals. Hannah stayed at home for about 11 years before returning 

to nursing. In 1981 , she went back into nursing at another local hospital. She left this job and 

joined another hospital, working for its new behavioural rnedicine unit. This was an innovative 

unit which t w k  a cognitive-behavioural approach to long-term problems such as chronic pain. 

While there, Hannah remained self-employed. She not only worked with individuals one-on-one 

but also began teaching eating-control programs and offering other courses to the public. While 

at the unit, Hannah met another woman who was also a nurse, and the two of them eventually 



decided to become partners and start their own business. Their business focussed on a 

cog nit ive-behavioural approach to areas suc h as chronic pain, stress management, and 

assertive communications. The business thrived for several years, then in 1994, the partners 

decided to pursue different directions. Hannah started her own Company, which she continues to 

operate today. 

Hannah describes herself as being "untraditional in many ways; I am a nurse in 

independent practice." This is very important to her. She has been one of the pioneers of this 

growing field within Canada. Hannah reflected on her work as a nurse in independent practice 

by saying: 

I'd like to really make a difference. I would like nurses to think of themselves differently, 

1 would like the community to think of nurses differently. lt's so bizarre; al1 through my 

schooling, nursing, I hated nurses and I hated the job. But I would like them to see 

themselves more in a more complete picture. I would Iike you, if you didn't feel very 

well, to think, "1 need a nurse. 1 don't need a surgeon or someone with 500 years 

experience. I would need a nurse." 

Howard's Backaroung 

Howard, 52, is the director of education for a Roman Catholic separate school board in 

Ontario. The board is made up of over 15 elementary schools and two high çchools. The entire 

organization has a total of 526 employees. Howard has been an educator for his entire career. 

He was bom and raised in the Toronto area. After he completed Grade 13, he decided to enter 

teachers' college and become a teacher. He decided to become a teacher because he had not 

enjoyed his own educational experience. He wanted to make sure that others would not go 

through what he went through in school." Ironically, Howard states that he always liked to leam 

but he hated school. "1 have always had a passion for Iearning and I hated school with an equal 

passion." After he completed teachers' college, he taught elementary school for four years. 

During this time, he began his university studies on a part-time basis. He taught elementary 



school in two different schcnls in a four-year period. He then taught secondary school for the 

next six years. "1 taugM secondary school using primary methods, which I migh? add were well 

received by the students and by ministry officials." During this tirne, Howard also completed a 

Bachelor of Education degree and then a Master's of Education degree on a part-tirne basis. 

From there, Howard went to becorne an elernentary school vice-principal, principal, and 

then became assistant superintendent for the school b a r d  where he worked. Howard then took 

a sabbatical to cornplete his doctoral degree, after wtiich he returned to be an elementary school 

principal at the same board for an additional three years. Then Howard took a position as 

superintendent of education in a srnail school board east of Toronto. When he started the 

position, he was the only superintendent and, therefore, was responsible for a wide variety of 

areas. 

After five years, Howard took a position as director of education for a board in mral 

Ontario where he has been ever since. 

When I came to this çchool system, I came here on the underçtanding that we were 

going to move this system to a rnuch higher degree of collegiality and a much higher 

degree of cornrnunity participation. That's what we have been working at over the last 

number of years, with varying degrees of success depending on the area within the 

system. 

Howard said that there were several things that I needed to know about hirn to tnily understand 

who he is as a person. The first is that he is a father of four children, al1 of whom were adopted 

by him and his wife. The second is that Howard is extremely cornmitted to his faith as a Roman 

Catholic. The other thing Howard said that I needed to know about hirn is that his wife says 

about hirn, he's not strange, he's unique. This refers ?O Howard's unconventionality. 



For the vast majority of my life, 1 haven't followed the paths most people do. I'm not the 

wide-eyed rebel by any means, but a lot of the things 1 think and do don't fit the mold. 

Most people would say I'm preîty good at working the edges. 

The Participants' Conceptions of Holism 

Holly's Conce~tions of Holism 

Holly began to speak about holism by saying, 

I feel deeply that holism is accepting the interdependency of everything and the 

connectedness of everything- I mean everything- from how we're treating our bodies, to 

how, emotionally, we're feeling, to the environment we work in. It has to do with the 

street the building is located on and the cornrnunity that we're in. It has to do with the 

environment and understanding that we are one of the species on this earth. 

Holly stated that she gains an appreciation of interdependence and connectedness by continually 

increasing her awareness of the world around her. She defines this as "a growing awareness al1 

the time, of myself, the people l work with and everything around us. It's really paying attention 

and practising paying attention." Holly States that by increasing her awareness of the 

interdependency and interconnectedness of al1 things, she also leams to accept paradox as a 

part of hotism. "Paradox is part of being holistic and that's sornething 1 didnY know a few years 

ago." 

Another element of Holly's conception of holism involves appreciating the spiritual 

dimension in every person. "Holisrn means recognizing there's a whole component of ourselves 

that we don7 even have the words to articulate. It's not religious but it's definitely very spiritual." 

One way Holly goes about appreciating the spintual is by looking for metaphors in her life. "1 look 

for the metaphots in everything that's going, paying attention to those metaphors that we're 

seeing around us and then determining what they teach us about something that's far deeper 



inside us." Holly also said she has a deep respect for 'quiet tirne or rneditative time" because 

this is when she a n  reflect on deeper spiritual issues. So Holly regularly takes time to be quiet 

and reflecî on important issues in her life. 

Holly also believes that holism is based on Vnconditional love.' Several years ago, 

Holly studied a course in miracles where she learned that there are two things in life: fear and 

love. Holly has come to believe that taking a holistic approach means seeing that relationships 

are based on unconditional love. According to Holly, this means mat when people come into 

your sphere, what you see first is their potential-you see the ôest of who they are." In other 

words, we do not operate from fear but from love. We look at the potential and the best of who 

people are. Holly says that this basic holistic idea deeply affects how she approaches her 

relationships in life and at work. 

A final and important elernent of Holly's conception of holism is the idea of self- 

sustainability. She defined this idea by saying that an important part of holism is the recognition 

that "security cornes from within and your sense of self comes from within." Holly believes that 

this idea of self-sustainability is critical in today's workplace. She explained that in order for 

individuals to thnve in the future, they rnust understand and accept this holistic idea of self- 

sustainability. "You have to be self-sustaining first, that means in ternis of your own finances you 

need to be self-sustaining, in ternis of your own relationships, your health. That's a core 

operating principle of holism-being self-sustaining. This means each of us must accept a high 

degree of self responsibility." This self-responsibility must take place at a personal level, but 

HoIly also believes we must becorne more responsible for Society's problems. She further 

explained this point by linking self-sustainability with the notion of interdependency. "If you 

believe that things are intenelated and very cornpiex in the world, it means that you can't then 

point fingers or look to sornebody else to %Ive your problems. Each of us is connected to the 

world; we are therefore responsible for it." 

In reflecting on her understanding of holism, Holly feels that "working at things 

holistically is as profound and as deep as possible as life gets." Although Holly has been living 



her life based on a holistic worldview for many years, she says she still only understands "te 

surfacen of holisrn and that her understanding of holisrn is still growing and developing. 

m h ' s  ConcePtions of Holism 

Hugh began describing his conception of holism by saying, "holisrn to me means 

bringing al1 aspects of me and my people to work." This means that Hugh sees hirnself and 

others as whole people consisting of many dimensions including mental, physical, emotional, 

and spiritual. An important element of this concept is that Hugh feels it is very important that al1 

these dimensions are valued in the workplace. At a persanal level, Hugh brings these 

dimensions to his work, "t bring my physical side to work; I show up ready to work. I bring al1 the 

mental capabiiities that I have. l bring my emotional, I don? try to leave my emotions at home. 

And I really bring rny spiritual. So I bring al1 of me to my work." 

Hugh continued bis discussion by saying that one dimension that is often ignored at work 

is the spiritual dimension. ln raising the idea of spirituality, Hugh distinguished spirituality from 

religion. According to Hugh, religion deals with "ail the institutions, and al1 their fables, hierarchy 

and dogma," while spirituality means recognizing we al1 have a spiritual dimension that makes us 

human. "Spirituality is a rneans of drawing upon rny inner strength and calling upon the extemal 

powers of the universe to support me and my people. i don? need to get this through religion. I 

get it through my meditation." 

Another element in Hugh's conception of holisrn relates to the idea of balance. Hugh 

explained that it is not enough to rnerely recognize al1 of these human qualities, we must also 

bring them to work in a "balanced and whole way." "Bringing balance to this whole process is 

reat ly important to me." It is important not to deny or ignore any one of these qualities. Hugh 

said that balance is al% an issue which needs to be addressed in the business world. He feels 

the business world has been unbalanced because Where has been a split or distinction between 

one's personal and professional life." Hugh stated that this split is wrong and denies the 

fundamental connection between work and home. He does not deny his personal life at work; in 



fact, he is very open about it. He stressed t hat it is impossible to separate one's personal life 

from one's professional life. So he tries not to deny this connection. In so duing, Hugh bflngs his 

personal life and ernotional dimensions to work in a balanced way. 

A final element of Hugh's conception of holism relates to the environment. He said that 

this environmental element is more ment  in his thinking about holism. "Now it seems 

everywhere I tum, everything I read, it is in rny face." According to Hugh, this environmental 

element of holism is a "significant part of what 1 think we have to move to in business." Hugh 

provided an example of how this environmental element has begun to change how he views his 

own work in helping organizations re-engineer and restructure: 

There's a quote I just read that said, "are we re-engineering companies to be better able 

to continue to destroy the world? Are we making them more efficient in destroying the 

world?" For me I'm becoming more cognizant of it al1 and it is affecting everything we 

do in this business. 

Hugh now approaches his work with a greater awareness of the environmental elements of 

holism. He does so by bringing an awareness of how his actions and the actions of his 

organization affect the environment. Since this is a newer elernent of his understanding of 

holism, it is still unfolding and developing within him. 

Hannah's Conce~tions of Holism 

Hannah began to descnbe her conception of holism by saying "holism means the whole 

and this means appreciating the whole cycle of life." Hannah sees this cycle of life as 

fundamentally a pattern that is evident in al1 aspects of life. She believes this cycle is especially 

evident in our personal lives. For example, Hannah said, "Your patch in life is not really a wtiole 

lot different than mine; we are just experiencing slightly different things." In other words, every 

one goes through a common cycle of experiences in life and, though the expenences may be 



somewhat different, there is a common path we each experience. Hannah feels we are 

therefore, connected to each other, because our life path and journey is similar. In addition to 

this concept of the cycle of Iife, Hannah also said that another part of her conception of holism is 

the recognition that there is "a life force that evolves and exists in everything." Hannah said she 

believes deeply that this force connects al1 Iife. Hannah continued by saying that a key part of 

leaming to appreciate deeply this cycle of life and life force is to listen and wait for things to 

unfold in life. Hannah explained this idea of waiting for things to unfold by relating the following 

story of a time she lived on a farm. 

When I lived on the farm, we had an electric fence around a fairiy big patch of the fam, 

located on top of the hill. We had a lot of goats and they would never be in the enclosed 

areas. I would sit at the top of the hiIl, on a log, and wait. The goats would be like these 

Iittle dots because the fam was 85 acres. Kush, one of the original two, would 

eventually look towards the house and see me sitting there and wouldn't race over like a 

dog, but she would look. Then they'd start. The whole herd would just gradually start to 

move towards me. What an exquisite pleasure that was, and the whole bunch would 

corne and then they would be standing al1 around me. One of the goats had the habit of 

standing behind me and she'd stand there with her chin on my shoulder and just look al1 

around. I felt they appreciated the sarne thing that I did. I think they appreciated taking 

the time to get there and the surrounding, they were like intelligent animals like us. with 

souk and beings. So that's what I meant by cycle and life force; 1 don? think it just 

includes people, but it includes everything. 

She said this story illustrates that by just sitting and waiting, one can have some tmly 'exquisiten 

experiences in life. In other words, life has its own cycle and we must leam to appreciate it by 

learning to sit and wait. We cannot rush the cycle nor make it move faster; we wait for things to 

unfold. Hannah explained this idea further by relating how she works with clients. She said that 

most of the clients that are referred to her have been through the medical system and it hasn't 



been able to help them. So she finds that the clients that corne to her are often in pain and %el 

abused, victirnized and hurt." Hannah said that she and her associates begin to work with these 

individuals by just sitting and waiting. 

They think we're crazy because it seems we don? know what we're doing. In fact, at first, 

we are not doing anything at all. Sometimes they get quite hostile. But we just sit there. 

So there's a period of just listening and waiting. Waiting for things to unfold and waiting 

for things to show themselves and waiting for al1 of this big mess of problems they have 

to kind of fall down in the areas where they can start working with it. So working with 

people with chronic pain has that same feeling of waiting for the goats in that field. 

You're waiting for things to unfold. 

Another element of Hannah's conception of holism involves her connection to nature: 

"My relationship to nature is an important piece of holism." Hannah believes that part of working 

holistically involves having a deep respect and reverence for nature. It also means recognizing 

that we are connecteci to nature and that we cannot deny this fundamental fact. She related a 

story of how as a child she came to have this respect and reverence for nature. 

My father had been a merchant manne before he was mamed. He had a love of the 

power of nature. If there were a big crashing storrn, we'd go out there in the rain and 

watch it. He'd also go the window and Say, "corne on Moses, send it down." So as a 

little kid it was pretty powerful, it was exciting, it was grand and a good thing. 

A final element of Hannah's conception of holisrn deals with valuing the spiritua1 energy 

within every person. 

I'm not a religious pemn-l don7 go to church or pray-but I do believe there is a 

spiritual dimension. I think working with people, that l am wotking with now, I am sort of 



learning to find the words for whatwer this is. So now I'm thinking more about energy 

and forces and that kind of stuff, I always thougM of it before, but 1 see it now-what 

energy is and what it is not. I'm getting more and more into energy and being able to 

feel it. 

Hannah explained that part of the reason for this better understanding of the spiritual dimension 

or energy is probably the result of one of her associates, a Reiki master wtio has taught Hannah 

more about appreciating energy. "Until I met Eleanor 1 didn't really know about energy; 1 didnY 

understand what it was." Through her relationship with Eleanor, and by leaming more about 

Reiki, she has been able to leam more about the spintual energy which exists in every person. 

Hannah said that understanding this idea of spiritual energy also involves recognizing the need 

to go inside herself on a regular basis to "feed her soul." Hannah must do this often to re- 

energize herself or she will feel a sense of "inner fatigue." She finds her connection to nature to 

be a very important way in which she feeds her soul. Just by being close to nature, Hannah says 

she can feel the energy corne from the ground and renourish her soul. 

As Hannah reflected on her conception of holism, she related the metaphor of a puule 

to represent her understanding of holism. "It's like a puule to me, and there's always pieces 

missing and you'll probably die before you get them all and you forget which pieces you already 

got. it feels a Iittle bit like that. It takes a while before you understand and recognize, "Oh, that's 

a piece of the puzzle." 

Howard's Conce~tion of Holism 

Howard's conception of holism involves acknowledging that people are wtiole people, 

consisting of many dimensions. 



Holism to me means when l'm dealing with yw,  I'rn dealing with a whole person. So 

there are a vanety of dimensions of you-the physical k i ng  and the physical condition 

y w  are in. There is an intellectual dimension: there is also an emotional side to you. 

Another important dimension that Howard spoke about at great length dealt with the spiritual 

dimension. "One of the dimensions of holism that most people don? deal with is the spiritual. I 

believe that there is a spiritual dimension to rny life and there is one in yours, even if you try to 

deny it." Howard emphasized it is important to distinguish spirituality from religion and that the 

two are very different. "Don7 misunderstand me, I happen to be Roman Catholic, but even if I 

weren't, that's inelevant; what is relevant is that religion and spirituality are different." He defines 

religion as the rules, customs, and practices that one follows in a particular belief. As a Roman 

Catholic, Howard finds "cornfort* in the rituals of his religion; spirituality for him is something 

different and something inherent in everyone despite one's religious beliefs. Howard believes 

that people are influenced and transformed spiritually. Furthemore, he also believes that the 

development of our spiritual dimension is crucial because it "contributes to the whole rounded 

persan." He continued by saying that the spiritual dimension is "always in a proces of being 

and becoming and influences our life because it represents the bottorn-line values that we bring 

to any decisions we make." 

Although the spiritual is a very important element of his conception of holism, Howard 

emphasized that it is still only one dimension of many human qualities. 

The person you are going to be when you are my age, the person both of us will be 

whatever number of years from now, will be a product of al1 those factors. It's not only 

going to be the physical being, whether you are in great physical condition or not. It's not 

the intellectual development that you've gone through. It's not only the social side of 

you, and how well you relate to other people. It's not only the emotional side of you in 

your sympathy, empathy, and sensitivity. It includes al1 of those things and the spifitual 

side as well. 



Another important element of holisrn for Howard is his growing understanding of his connection 

to other people and with the natural wofld. 

It's fine for me to talk about myself as a holistic individual, but I'm leaving out my 

relationships with other people and with the physical world. If I'rn tmIy to view the world 

in a holistic fashion, I have to recognize the impact of everything l do on people, the 

physical world and the spiritual world around me. The things I do one way or another 

impact on the people and on our world around us and impact on the relationships that 

exist among those things. I don? have this well refined; I am not pretending that I do. 

But I am more conscious of the fact that if you are thinking in these holistic ternis, you 

are not thinking about this from an individualistic point of view, but [you are also thinking 

of] the impact to other people and the worid around [you]. 

He explained that this broader awareness has enabled hirn to become more cognizant of his 

relationship to the environment. He made an interesting link between this element of holism and 

his understanding of Genesis and the creation of the worid. 

If God created the world in six days and on the seventh day he rested, I would argue he 

tumed the world over to us. Now understand I'm not talking about a creationist view 

about the world. What I'm really saying is that we are coçreators and we continue to 

create and the world continues to be created. When you begin to look at things this way, 

then you start saying, What are we doing to our streams? What are we doing to our 

water and air? Are we oveftilling the soil? 

Howard believes that when we begin to see the world this way, we "begin to see the world 

differently." If we see that the world is still being created, then we must accept this idea and that 

we have "a role to playn in this continued creation. Howard believes, this is not only a rote, it is 



essentially the "mission in life." Howard reiterates that he doesn't have this well thought out. "1 

would say it is more recent in my thinking and it is not well thought out yet: though, 1 do have a 

much bigger understanding of w r  world." 

As Howard reflected on his words, he realized that his conception of holism has changed 

over the years. "My conception of holism has evolved in me and continues to evolve: if you 

talk to me five years from now it will be different then again. It's coming together and to different 

understandings as my life changes." The most important way in which his conception of holism 

has changed relates to his expanding awareness of his connection to environment. "Where I 

would have seen it [holism] as an end to itself, 1 see now how it's related to the environment, to 

our ecology, and our social system." 

Inf luencing Factors 

Each participant provided many examples of factors that influenced them in the 

development of their holistic wortdview. 

Factors W hich Inf luenced Hollv 

Holly provided several examples of factors that influenced her to deveiop her holistic 

worldview. These factors included several people in her life, two serious heaith problems, and 

an insight that enabled her to be a holistic leader. 

Holly stated that many individuals influenced her in her early life, eqecially both sets of 

her grandparents, her parents, her brother and sister, and "some wonderful teachers," starting in 

preschaal. Probably the most influential figure in her early years was her godrnother. "She was 

very spiritual and kind of new age in her thinking. She was the one who introduceâ to me as 

many times as there's why, there should be wows, which was her way of telling me to be aware 



of the interconnections of things." Holly's godmother helped her begin to see the interconnection 

among things. Holly's son was another person who helped her leam about holism. When her 

son was a child, he was diagnosed as hyperactive. The school system and the doctors 

suggested he receive medication to control his hyperactivity. This advice didn't 'sit rigMm with 

Holly. She said she found herself having to look at her son in a more holistic way. "1 leamed 

more about holism by having to deal with him. I had to look at everything about his Iife to try and 

decipher how do I keep him healthy and balanced." She said she took this approach because at 

the tirne, "there wasnY a lot of stuff to help hirn beyond the medication." In helping her son, Holly 

became more aware of rnany things about her son. She began to appreciate the many qualities 

and strengths that he possessed and started to see him as a whole person. 

Dealina With Senous Health Problems 

Holly shared two expenences which she said helped her leam about holism. 60th 

experiences forced Holly to deal with serious health problems that she had at different points in 

her life. The first occurred when she worked as a senior executive of a large retail company. 

I ended up in a Montreal neurological hospital and being treated by Hans Selye. I had 

Iost about 30 percent of the feeling in my left side and I had very bad migraine 

headaches. After they had done al1 the neurological studies, they found out that al1 the 

arteries on the tigM side of rny brain were starting to detenorate and I wasnY even quite 

30 years otd- 

Dr. Selye told her quite candidly that she had to change her lifestyle and get out of the corporate 

world. "He said the reason rny healt h had gotten to that point was because there was a great 

conflict between the values of the company and rny own values and lifestyle." To carnplicate 

rnatters, Holly was also dealing with a Separation from her husband. "Selye told me that if I 

changed rny lifestyle, in six months I'd be fine; if I didnl, I'd be dead." Holly reflected on the 



importance of that experience. "For a number of years I was in achiever mode. I had been 

dnven by an achievement rnodel, ver '  centred in work and my career." Unfortunately living her 

life in achievement mode almost killed her. This expenence "forcedw her to change jobs and to 

begin to look at her life more holistically. 

Several years later, Holly again had to deal with serious heatth problem. Despite the job 

changes she had made years earlier, she found herself again in the business world and was also 

in "another personal relationship thal wasn't healthy." This time, however, she was diagnoseci 

with cervical cancer. Holly said she had surgery and was treated by both her family doctor and a 

naturopathie doctor. Holly spoke about the impact of these two heaith challenges. The health- 

related stuff was so important because it was so personal and so definitive that it causes you to 

have to stop and look at your life." This marked a tuming point in Holly's Iife for it began a period 

of growing spirituai awareness. "1 was reading a lot and doing a lot of group stuff and exploring 

rny spiritual side." Although the first health challenge made her make changes in her life, it 

wasnY until the second challenge surfaced that she really made significant changes. 

It was essentially a major leap. It was the second time in my life [when] 1 focussed on 

only one part of Iife-my work. I was being very successful there, but obviously not in my 

personal life. So l sat down at that time and made a firm cornmitment to myself that I 

would look at my prosperity differently, as in relationships that were healthy, my physical 

health, and a number of other things, more than just work. 

Holly also decided to seek work that was meaningful and allowed her "to stay a whole person." 

After some deep reflection, she realized that her work needed to be in a setting where she could 

make a difference and be "the person who could make decisions and be able to lead." This 

decision Ied Holly to leave the business world and take the job in the not-for-profit sector as 

leader of a comrnunity-based organization. 



Becornina a Holistic Leader 

The final influential expen'ence that Holly spoke about deait with her perceptions of 

herself as a leader. This occuned two years ago when she "broke some kind of banief inside 

herself. 

1 was a most reluctant leader most of rny career. I did not want to be the leader, and my 

training said that being a leader had to do with power, control, manipulation, and al1 of 

those things, and I was always uncornfortable with those things. When I was in 

organizations, 1 was criticized on my evaluations because of the fact that I was tcro 

gentle, too kind of a leader. 

HoIly said although she had also managed to be a good perfonner, her approach to leadership 

was never really understood nor accepted by the organizations where she worked. This is why 

she described herself as reluctant to be a leader. She was reluctant to lead because she thought 

teading dealt with the control and manipulation of others. Deep down inside, however, Holly felt 

quite differently about what leadership should be like. The key insigM occuned while attending a 

conference. At one point during the conference, Holly came to the realization that she was 

reluctant about being a traditional leader. She realized that she was not a traditional business 

leader but instead she was a "holistic leader." The insight gave Holly a sense of freedom. As 

she spoke about that experience, Holly said, "1 think being a more holistic, more organic, more 

spiritual leader can be done, once you know how onerous it is and once yw get the courage to 

do it. So that was the big switch." 

Factors W hich lnfluenced Huah 

There have been many factors in Hugh's Iife which he attributes to helping hirn 

understand holism and begin to work in more holistic ways. 



His Father's Influence 

Hugh's father played a large influence in his life and in the developrnent of his personal 

work mission and vision. 

The holistic aspect of me and rny work, if you want to go back to the beginning, goes 

back to the tremendous influence my father had on me and how that irnpacted my whole 

life. The whole thing around creating an environment where people can be the very best 

they can be, goes back to my dad. 

Hugh explained that his father was the head of the union in the cornpany where he worked. His 

father always worked hard to create environments so employees could be their best. Hugh said, 

that his father made many contributions to the company, many of which were completely ignored 

by the company. Since his dad was so heavily involved with unions, Hugh came to understand 

"union people." Hugh said that unlike many of his coileagues in management, who distrusted 

and even hated union leaders, he did not. "1 tnisted union people and t didn't see them as bad. I 

had faith and trust and that enabled me to see some things differently." 

Leamina about the Power Within 

Hugh al% talked about two specific experiences that helped him to understand the 

power within each person. The first expenence occurred very early in his career. Throughout 

this penod of his life, Hugh said that he often experienced severe migraine headaches when he 

was under stress. in 1963, he recalled that he was involved in some "particulariy bad labour 

negotiations" and that his migraines were "particularly bad" du ring those negotiations. W hen the 

negotiations were over, Hugh attended a two-week management development program. At the 

end of this program he was given the opportunity to learn biofeedback. The first tirne I 



experienced biofeedback, I could hdd a themorneter in my hands and based on the power 

within my own body, I could raise or lower the temperature in the thermorneter." This experience 

affected Hugh a great deal. He was amazed at the power that was within him. From that 

experience, he committed to developing this power within, through constant and "disciplined" 

practice. "1 learned to make the skill part of my autonomie systern so whenever I got a twinge in 

my head, my system autornatically kicked in." Hugh has never experienced a migraine 

headache since. Yhat experience began to teach me of the power of the rnind and 1 used what I 

leamed for the next 20 years." With practice he developed this abiiity to the point that he could 

increase the speed at which his body healed itself of cuts and wunds. Hugh told the following 

story: 

One time, my wife and I were horsing around in our pool. I was lifting her in the water, 

when her foot came up and hit me underneath my chin. This caused me to cut rny lip. It 

started to bleed quite heavily. The cut was pretty severe, my wife said we should go to 

the hospital. I decided to use biofeedback to heal my Iip. I got out of the pool and began 

walking around the pool focussing on the cells, and I irnagined the cells being healed. 

Within 20 minutes, my Iip was completely healed. My wife couldnr believe it. 

ln the eariy 1980s, Hugh had another experience that enabled him to learn about the 

power within. He attended a Leadership and Mastery Prograrn with Innovation Associates at the 

Massachusetts lnstitute of Technology. During the program, he took part in an exercise with a 

partner. "We were asked to imagine white light flowing over our bodies. I sat there imagining 

this white ligM flowing over my body, and so did my partner." Then something quite rernarkable 

took place. Hugh and his partner were instnicted to try to describe each other's home. "1 had 

never met my partner before and yet I was able to describe to the finest detail, almost every 

aspect of his home. This experience made me once again understand the power we each have 

within us." These expenences had a profound effect on Hugh. He learned to appreciate and 

develop a 'tery strong belief of power capability that we have in ourselves." Hugh said he also 



began to cuitivate the power of his mind through meditation. "1 began every moming and every 

night to meditate and visualize what 1 really wanted in my Iife." From then his practice evolved 

to the present when he meditates for an hour every morning. These expriemes enabled Hugh 

to leam about dimensions of himself he never knew existed. He began to see himself as a 

whole person. He also began to appreciate the value of developing his inner Iife through 

meditat ion. 

1 nf luential Work Ex~eriences 

Hugh related several examples of work-related expenences that influenced him a great 

deal. The first occurred in 1965 when he obtained a position as an industrial relations manager 

for a brand-new potash mine. He was hired to build the human resources function as the 

company buift the mine. It was a tremendous leaming period in his career. 

I got to spend the next year travelling the worid, looking at better ways of working. 1 went 

to Tavistock Institute in London, England and [sawj the things they were doing there in 

coal mines. I went to Volvo in Sweden. 1 visited a tremendous number of places in the 

United States. The most significant ones were Procter and Gamble and Texas 

Instruments. I spent a year looking around at what companies were doing differently, at 

what was catled then Behavioural Science. 

Based on his experiences, he set up many innovative approaches to stnicturing the work at the 

potash mine. "We started right off with teams of people. We had the same benefits package for 

everyone in the plant and we put everyone on salary. We al1 used the same parking lot; there 

were no privileges. There were only three levels between the general manager and the people 

doing the work. We had no time clocks. We treated our employees like they were adults. It was 

ail revolutionary and it really worked." He said other companies produced potash at $15 to $18 a 

ton. Hugh's company produced potash at $7 a ton. Hugh reflected on this time: "the only 



difference was people. The only difference was the way people were treated and organized." In 

tum, employees displayed tremendous comrnitment to their work. 

Hugh related another example that remains with him to this day. 

One Sunday a f t e m n  I was in the plant and I saw this employee. I said, M a t  are you 

doing here on a Sunday?" He said, "1 changed the bearing on the number six drying 

machine and I just came in to put rny hand on it to rnake sure it was ninning cool." Now 

in a traditional plant, he couldnr get in the place because it wasnY his shift, and he was 

dressed Iike I was dressed. But that was his comrnitment, he didn? charge us for that. 

He wanted to make sure the equipment was running. 

This expenence showed Hugh the kind of comrnitrnent that individuals will give to an 

organization if they are treated right. Hugh spent the next five years at the potash mine, and 

they were very valuable and memorable years. Hugh said that he leamed about the value of 

creating work and work structures that were holistic. He also saw the trernendous results that 

could exist when such approaches are used in organizations. 

Hugh related another powerful experience. In the mid-seventies Hugh was asked to be 

the general manager of a large nickel refinery. He agreed and was the first non-engineer to 

head the refinery in the company's history. When he assumed the position, he found out the 

refinery had a huge excess of nickel. He quickly realized that he had been brought in to 

downsize the number of employees at the refinery. 

I had to take this refinery frorn 1400 people dom ta 700 people. But I did it in a very 

innovative and creative way. 1 involved the union in the process. I invoived the 

comrnunity. I involved the govemrnent in the process and created in 1976 a whole 

process for people to volunteer to ieave the company. You see if I used the traditional 

layoff process, al1 of the young people [wauld leave]. Ail of the skills were going to 

leave. I needed the longer service people to leave. Sa we put together a earîy- 



retirement package. We put together a voluntary leave package. Of the 700 

ernployees, we ended up only laying-off about 100. The people in the cornmunity raved, 

the govemment raved. I made three presentations to management cornmittees and one 

presentation to the board of directors, al1 with rave reviews. It worked; it really, really 

worked well. 

Hugh was proud of his accomplishrnent because he was able to reduce the number of 

ernployees in a hurnane and caring manner. 

However, in fall of 1977 his company laid off a ttiousand people in a plant in Northem 

Ontario. "With no notification to the union, no notification to the govemment, with nothing! A 

thousand people were notified Friday afternoon that their jobs were gone." He said the whole 

situation was a real mess. The provincial government set up a task force to investigate the 

company. Upon hearing the news of the layoffs, Hugh called the chainan of the company and 

said, "How could you do this? You heard, you saw m a t  we did." Hugh said that the chaiman 

told him, "yeah but it t w k  you six months and we couldn't wait six months to make this happen." 

Hugh ended up being caught in the miôdle. He had to address a provincial government's task 

force investigating the company. The task force asked him why the company took such a drastic 

approach when he had used a very different approach to downsizing the refinery. He replied, "1 

did not know about it; they did not tell me. If I [had known] about it, I would [have t r i 4  to stop it. 

I would [have tried] to do it a different way." 

While al1 of this was taking place, Hugh was also about to go into his next round of 

labour negotiations at the nickel refinery. This time, however, the company did not allow Hugh to 

be involved in the negotiations. Yhey said to me, we will put you as part of the team, but you 

will be at the back room and not at the table." Hugh said the negotiations did not go well. The 

union went on strike and it lasted for nine months. 

The strike was destroying families. Families were losing their homes. We finally got an 

agreement. Irnrnediately the head of the union and I formed a cornmittee. It was my 



initiative to help the employees. We went to banks and to the credÏÏ unions and 

everywhere else to do whatever we caild to help thern thrwgh this time. I tmly believed 

in my heart that the Company wanted the strike. They had a yeafs worth of inventory 

and this was a great way to get nd of it. 

This experience deepiy affected Hugh. He thought about what the cornpany had done and knew 

he could not longer stay with it. So he resigned. The cornpany did everything they could to keep 

him. %ut I didn't stay. The way they hancilecl the thousand layoffs, when they knew there was a 

better way. The way they handled the strike. I just couidn't stay." This was a tuming point for 

Hugh; he realized the uncan'ng nature of business. This experience left Hugh with a sense of 

pain for al1 those employees and their families affected by the layoffs and the stn'ke. 

A Tumina Point in His Life 

Hugh related another important expenence that influenced his Iife and influenced how he 

came to see holism. In 1984, he t w k  two weeks off at Christmas to spend with his wife, 

children, and grandchildren. During the holiday, his entire family thought there was something 

wrong with him because he was so introspective. He was wrestling internally with many issues in 

his Iife, issues dealing with his physical health, his career, and his relationship with his wife. 

On January 6th I didn't go to work. Now 1 always go to work, but this time I decided to 

stay home. I phoned rny boss and said I'm working at home. I then spent the whole day 

reflecting on what the hell I should do with my Iife. I was about 200 pounds; I had a gut 

on me that was hanging way over my belt, so I was in lousy physical shape and 1 wasn't 

happy about it. 1 was very upset with my career and where that was going. And 1 was 

unhappy with my marn'age. I spent that day developing objectives for what I was going 

to do. 



He decided he neeâed to take control of his heaith and went out thaî day and bought an exercise 

bike. He also telephoneci his boss and scheduied a meeting. 

I met with him the next day and said, This isn? working for me, it's riot working for you ... 

Here is a process that I recornmend to resolve the situation." One of the results of that 

meeting was that I began a career-review process to help me decide my next career 

move. By March I was about 160 pounds and in gaod shape; people thought I had 

cancer. Then in March 1 decided it was time to deal with the relationship issue. By July 

my wife and 1 agreed to begin the separation process. By September we were 

separated. 

His cornpany then came to hirn and offered hirn a plant to run, but he refused their offer. He 

decided instead to resign as vice-president in December. However, he stayed on with the 

cornpany on a reduced basis until July of the following year, helping his cornpany close a plant in 

Eastern Canada. Upon reflecting on this expetience, Hugh said it was influential pend in his life 

because he could see that life was no1 going in the direction he wanted it to go. He wanted to be 

leading a more holistic life. He decided to make the necessary changes to get his life back on 

track. He realized he had the courage and inner resolve to make change happen at a personal 

level. 

An O~mrtunitv Presents ltself 

In helping his cornpany oversee the plant closing in Eastern Canada, Hugh was faced 

with a difficult situation. There was a 25 percent unemployment rate in the comrnunity where the 

plant was located. Furthemore, when he toured the plant and tatked to the plant manager he 

realized that if the employees Iost their jobs, they would never w r k  again. The plant was 70 

yeais old, and so were al1 the people." Hugh read about the innovative work done by a 

consulting f inn that helped Bethlehem Steel in the United States go from 80,000 to 50,000 



employees. "It came to be known as the Johnstown Story, and this fimi did sorne things 

differently around supporting people to make successful transitions." Inspired by that story, 

Hugh approached the plant cfosing in an entirely different way. He set up a career centre and 

helped emp:oyees identify jobs and career opportunities. He involved the whole community- 

govemment, labour and educational institutions40 help support the employees. Hugh said: 

If you can have a successful plant dosure, we had a successful closure. Sixty-seven of 

the of the 70 people got jobs. An editorial in the local paper said they hated to see the 

plant go but they were very impressed with the way the plant was closed and gave 12 

examples of how people had found jobs. I'm accused of writing the last line of that article 

that said, "If the plant had been mn as well as the closure it never would have closed." 

Then Hugh got a telephone cal1 in mid-Decernber telling him that the consulting company 

responsible for the Johnstown story was expanding its operations into Canada and was looking 

for sorneone to run the Canadian branch. He telephoned the firm's president and said, "1 know 

about your company, and I'd like to head up your company in Canada." Hugh said the president 

was quiet, then said, "Well you sound like you know what you want to do and our experience is 

that people who know what they want to do are successful." Hugh was told that the company 

had already hired a search firm and had a short-list of potential candidates; however, the 

president said he çtiIl wanted to meet Hugh, so they arranged a breakfast meeting. 

So early that January 1987 1 met with hirn for breakfast at 7 o'clock. At 11 o'clock the 

waitress came and asked us if we could move to another table so she could reset the 

table. We finished the interview, got up, hugged each other and l went my way. In April 

I joined the company as president. 

The Johnstown story confimed for Hugh that his holistic approach to dealing with organizational 

transitions was indeed valuable. The experience was also influential because for the first time in 



his career, Hugh was going to be president of a mmpany and have the freedom to implement his 

holistic ideas. 

Learnina about the Power of the Heaq 

A final and more recent expefience that influenced Hugh's understanding of holism 

involved leaming about what he mlled "the power of the heart ." A few years ago he Ieamed 

about the institute of lieartMath in the United States. Thraigh this institute, Hugh leamed "that 

there is a whole other powerful electrical system in our body cailed heart intelligence." Hugh 

took the program and developed ways to access his "heart intelligence" through a process called 

freeze frame which enables him to deal with stress and negative emotions in a more positive and 

less harmful way. He said that this process hetped him really to manage his ernotions more 

effectively. "As people around here know, prior to HeartMath, l had a long fuse with a big 

explosion. I would just go along and then have an explosion over some issue and gel a lot of 

people really upset. Now I have leamed to manage it nght in the moment." This leaming 

experience has given Hugh a "whole inner strength and sense of inner balance." He says that al1 

of the stress we create at work and in life is "so destructive to ouf immune system and that when 

we are under stress we canY be productive and we canY be effective." So Hugh has learned to 

apply the power of the mind and of the heaR to help hirn manage stress and ernotions, to enable 

hirn to remain healthy while living a more balanced and whole Iife. 

Factors W hich lnf luenced Hannah 

Hannah cited rnany examples in her life that influenced her understanding of holism. 

Hannah spoke of two experiences that she described as "religiousn in nature. The first 

occuned when she was 16. She said that she could be described as a "mad and angry 



teenager." She did not Iike school and rarely attended. Hannah lod<ed at the worid around her 

and saw ail the problems and feft that the 'adufts had screwed up the world." Then something 

happened that caused her to change her perceptions. 

I was driving my fathets car along this road, along this river, and I had what l would cal1 

a religious experience- Suddenly I was overwhelmed with this beauty in nature. I'd been 

kind of going along thinking that Iife is the pits and it was kind of a difficuit time, you 

know not very much fun. I pulled the car over and I sat there and I thought: it simply is 

and I am. It was like a religious experience, without the religion. lt was very moving the 

idea that everything "simply is." This has continued to reverberate in my Iife. 

The second experience occurred Iater in ber Iife soon after her father had died. 

When rny father died we had a mernorial service two days after his death. I was sitting 

in the bath getting teady. My father came and visited me and didn't say anything other 

than the feeling-it's okay. I guess you could cal1 that rnaybe another religious 

expenence. It was important because before that I had no betief that there was any life 

after death; I always thought this is mat  there was. I don? know what that rneans . . . I 

just know it happened and so as far as holistic approach, then I think that's an important 

piece of the puzzle. 

WeCan Al1 Do It 

A powerful experience that served as another piece of Hannah's holistic puzzle twk  

place when Hannah first started her present business. This was a paflicularly difficult time in 

Hannah's life. A business partnership she had been in for several years had recently ended. 

She was also dealing with a divorce from her husband. She felt she was not emotionally ready 

ta *art a new business. She also was not set financially; so she went to the bank to get a 



business ban to %y to float us at first." But she ran into several problems. "1 went to the bank 

and applied for a new venture loan. The answer was that I'm not a new venture; lem an existing 

business. So I tned for a loan under 'business expansion' and the answer came back that I 

wasn't expanding; 1 was a new venture. It kept going amund like th& for a Hile. So one 

Tuesday I finally got the w r d  from the bank that my loan had been denied again." Hannah was 

devastated and really did not know what to do. She received the bad news just before a meeting 

with al1 her associates. "1 had been stniggling to keep it al1 together. I was struggling, because 

we were still a big team, and 1 was feeling responsible for people and responsible for everything. 

I went to the conference meeting and said to everyone, ' 1  canY do it, it's done, we're finished." 

Hannah then couldn't believe the response she received fmm her associates. "Immediately they 

said, 'but we haven't done such and such a thing, and we haven't tried this'." Hannah said just 

thinking about that moment still makes her shiver. She realized that she was thinking al1 that 

time that she was responsible and she had to solve the problem. "1 kept thinking 7 have gotta do 

it, I have gotta do it' and their language was instantly, 'but we have not done this.'" So when 

Hannah heard the "we," her thinking shifted. She said that expenence was not only a 

breakthrough for her, but it sewed as a rallying point for ail her associates. With the help of her 

associates Hannah resolved the problem. She reflected on the experience by saying: 

We al1 could have sunk; we ail could have been unemployed. This business was what 

these people were doing, this was their livelihood [and] they didnY have anything else. 

Yet, instead of saying "let me out, lem through the door first. Let me look after myself," 

that wasn't the response at ail. That moment speaks for the way the group had forrned 

and continues to support each other. 

The Influence of Her Parentg 

Another major influence on Hannah was her parents. Her parents raised her in a very 

non-judgmental way. "My parents' philosophy and views were influential." Her father, in 



particular, helped her realize she could accomplish anything in life. "He influenced me by always 

appearing to think that I was great and could do what I wanted to do. He was encouraging in a 

kind of a loving way that I could be what 1 wanted to be. You can do whatever you set ywr  minci 

to." 

Leamina to Celsbrate the Difference 

Hannah said that another important factor that influenced her understanding of holism 

was leaming about the Mvers-Bri- Personalitv Inventorv. A few years ago, she was trained to 

use the personality inventory and through the process leamed the value of celebrating the 

differences and diversity within people. "1 really came to leam and appreciate that we ail have 

strengths and we must learn to appreciate these strengths." 

Factors Which lnfluenced Howard 

Howard shared many different factors or as he temed "building blocks" which he 

beiieved affected his cuvent understanding of holism. 

Develoeina W hole Peo~le 

The first building block occurred while he was in the process of switching to a new high 

school for Grade 13. He called the principal of the high school he wanted to attend. 

When I talked to the principal about going to schwl there, the first question he asked 

me was, "Are you a good hockey player?" I said, "no, not particularly." "Are you a good 

musician?" And then he asked me a nurnber of questions of that nature, then he asked 

me am I good student, good academically. That experience rnarked me for Iife. The 

reason was that the principal was essentially saying "there is a lot more to you as a 



human being than just academics and there is a lot more at this school that you are 

going to develop than jusi academics- Our role here is not to tum out scholars but to 

tum out fully well-rwnded people." 

This theme was reinforced the day before Howard began his teaching career when he 

participatecl in a Teacher Orientation Day. The board's Coordinator of Religious Education 

spoke to the group about Catholic education, and that it lwked not only at the intellectual 

development of children, but [also at the] physical, emotional and spiritual." 

When Howard was completing his Bachelor's degree he took a course in European 

history and studied the renaissance period. "The only t hing in the whole course that stayed with 

me was the professor talking about virtue and that the Renaissance man had virtue. That was 

the developrnent of al1 the characteristics which rnakes us human." The idea of virlue influenced 

Howard and enabled him to understand the importance of developing al1 of one's "fculties and 

dimensions." Collectively, Howard said, these experiences taught hirn the value of developing 

the whole person in the education process. He said that these fundamental ideas have remained 

the cornerstone of his approach to teaching and education. 

Learnina about Holisni 

The next two building blocks occurred when Howard learned more formally about holism. 

The first time he ever heard about the concept was from a pastor who talked about creating a 

holistic centre at his pansh. "1 was part of a parish that had a lot of professional people. This 

priest talked about creating this holistic healing centre for the parishioners. This priest talked 

about this quite a bit, and just by listening to him, 1 gained a much better understanding of 

holism." Then in 1985, while Howard was a superintendent of a board of education, he initiated 

a refresher course for his principals. He worked with a university on the project. During the 

program, he met a professor &se research specialized in holism and holistic education. He 

leamed a great deal from this professor. What the professor did was begin to heip me put 



labels on things I had already discovered for myself." Subsequently, Howard had another 

opportunity to work with this professor and leamed more about holisrn while completing his 

doctoral degree. 

Leamina about the E motional Dimension of Holism 

Howard told of a work-related expenence that served as another building block and 

helped hirn to understand the ernotional dimension of holism. This experience occuned when 

Howard was a principal of an elementary school in a community that had several recent Polish 

immigrants. Yhese immigrants had few support systems. They were having real difficulty." He 

and his staff did many things to help support these individuals. First the school provided space 

so they could hold Polish scout meetings. Then they ran adult Engtish as a Second Language 

classes two nigMs a week. The Polish immigrants also used the schcml for heritage language 

classes on Saturdays and Polish rnass on Sundays. In addition, the parents' council created a 

welcorne wagon so that any new family that came into their cornrnunity would be welcomed. 

We created a place for the adults to corne together and build a support network. And 

that's part of holism to me. It isnY only the spiritual dimension; it's a whole senes of 

t hings people need like emotional support. This experience was anot her building block 

on part of this journey. 

About 15 years ago, Howard had another work experience that helped hirn understand 

the emotional dimension of holism. Howard was in a meeting with two other colleagues. 

Suddenly, one individual started to "decornpose in front of our eyes by crying and sobbing and 

become tremendously distraught." The other person in the meeting quickly and harshly 

responded by saying, "pull yourself together." This really affected Howard because it made him 

aware of how much expressing emotions is frowned upon at work. It was a powerful lesson for 

Howard. 



It made me realize if we are going to operate in a holistic way and value al1 human 

dimensions, then we must be willing to accept the emotional dimension as well. 

However, this doesnl happen in the workplace. We say we want to help, but we don? 

want to help at ail, we only want to deal with superficial stuff, "Don't show me those 

problems, I don? want to deal with them." 

Creatina the Statement of Direction 

A final building block that Howard shared occurred in his cunent capacity as director of 

education. When he came to the school board, he asked the superintendents what were the 

goals and vision of the board. They told him that they didn't have any. He asked the principals 

the same question, and they said that there werenY any for the system. 

I said, Well we have to build some kind of vision of where we are going." The next day 

a superintendent handed me a written vision. He wrote it that aftemoon, and he gave it 

to me the next moming ready for my signature and to send out to the systern. Well, 1 

didn't buy it all. 

While Howard was engaged in these discussions, he read a report conducted by the 

lnstitute for Catholic Education. The study found that the vast rnajority of Catholics believe in 

God, and Say that God is an important influence in their life, but the majonty do not attend 

church. 

Essentially what was happening was that people were separating spiritualtty from the 

practice of religion. They accept the concept of spirituality, but in a lot of ways have 

given up in the institutional religion. This isnY either good or bad; it's just an indication of 

what's going on. 



The report also found that the main stakeholders in Catholic education, mainly students, parent, 

teachers, school trustees and clergy didnY agree on the goals of Catholic eâucation. Yhat was 

important because it said to me if we don? know where we are going, if we arenY in agreement in 

where we are going, no matter what the teachers do in the classroom, we are going to be wrong." 

Based on this information, Howard, the board, and its key stakeholders embarked on a process 

of discovering their purpose and vision. 

We wen? to the whole cornmunity and said we wilt hold a series of meetings in every 

school and we will talk about what we want, m a t  Catholic education is about, what we 

should be trying to accomplish, and look at what are our goals. We'll wrestle with this 

and corne up with a mosaic vision. 

The outcome of this process was the board's current staternent of direction that identifies what 

the key stakeholders of the board want from education. It also spells out specific outcomes 

which students will have upon graduation. Reflecting on this proces, Howard said, "1 think it is a 

holistic document because different groups put in their input . . . I think it reflects quite a bit about 

the holism 1 have talked about." 

What was particularly influential about this experience he said was that he leamed about 

the importance of involving the cornmunity in the process. "1 didn't write one Iine of that 

staternent; it came from the community. The cornmunity said they wanted these things. It's no 

use for me saying we want these things. The community wanted these things for their children." 

Howard says that the whole process took more than two years to develop. "1 could have m e n  

it in my office in 1 0 minutesn but he realized that he had to engage the community in the 

process. "So we produced a vision that is a mosaic of many different visions. That statement of 

direction not only contains outcomes, it talks about how we're going to get there." Howard now 

uses that document on a daily basis. 'l do my job with that vision in mind. Now 1 repeat, that is 

not what I would have written. There are elements of what I would have m e n .  But that doesn't 



matter; it's not a question of what I would have written. It's a question of what we are going to 

m e .  It's a question of what we are going to become as a group." 

Manifestations of Holism 

Al1 participants provided many examples of how their holistic worldview is manifested in 

their work settings and in their lives. The section below will present the findings for each 

participant. 

How Holism 1s Manifested in Hollv's Life and Work 

Holly provided severaf exarnples of how holisrn is rnanifested in both her work and 

organization and in her life on a more persona1 level. 

I T r e u r e  Mv Private Timg. Holly believes that living holistically has helped her a great 

deal in her persona1 life. She commented on the many benefits she feels she has because of 

living a holistic life. 

I'm a very healthy person physically. I have a really full life and I altribute that to living 

holistically. l don7 have a lot of stress-related problems. I don? have a lot of issues that 

[other] people have in their life. I sleep well, 1 love to eat, al1 of those things that are 

good just basic indicators of health. 

An important part of living holistically means valuing her private tirne. 



I treasure my private time . . . It's becorne far more my reflecting time, my regeflerating 

time, my time where I interact with my mate in a way that we're supportive of one 

another. So that's where I can brirg out rny own fears; I can ref lect on anything that's 

happening to me; I can Iighten up. 

Holly elaborated by saying that there is a distinction between her private time and public tirne. "1 

think in practising holism, 1 find in my private time my activities are sornewhat regenerative, 

healing kinds of activities. In my public time, I seem to provide others with energy because 

people need hop; they're looking for leadership." By spending time privately, engaged in 

regenerative activities, Holly said that she is able to be more effective in her public time. She 

distinguishes between her public and private time by saying that her public tirne is about "acting 

on holistic principles." In contrast, her private time is more rneditative and reflective and is about 

"listening to what are holistic principles, or reminding myself what are they." Holly related details 

of her reflective practice that she engages in every day. 

When I f irst  get up, l have a quiet time of gratitude and appreciation. I walk through the 

things that I'm grateful for and appreciative of and then I do a prayer rneditation. I talk 

about, that whatever my joumey and day is supposed to be about, that I be guided for 

the highest good of others and myself. 

She then engages in a similar process in the late evening. 

At the end of the day, before I retire, I always go for a walk for about 45 minutes to an 

Mur. I don? consciously think about anything; it's a letting go. Then the same thing at 

the end of the day; I have another time of gratitude and appreciation of what that day 

brought me and t hen if I have a specif ic issue or something t hat's disconcerting me, then 

1'11 ask for guidance while I sleep for my highest gwd and the highest good of al1 

concerned. So that the cycle starts again. 



Besides these early moming and late evening practices, Holly also spends part of her pnvate 

time engaged in a variety of activities that she finds rneditative. These include listening to 

music, vigorous hiking, and working in her garden. The reasons these activities are rneditative 

for Holly is they allow her to let go and to practise "paying attention" to her inner and outer world. 

In reflecting on the importance of private time, Holly believes that people's "private and 

meditative tirne is becoming as important as the issue of balance between work and home." 

Holly believes valuing one's private time is a core way of working holistically. Another aspect of 

Holly's private time is what she calls "growing connectedness to family." Holly is now 

recognizing the importance of family relationships. So in her private time she is "spending more 

time with [her] family, paying attention to [her] family and their needs, making more phone calls, 

writing more letters, visiting more often." 

Relationshios Are the Cor?. Another way in which holism is manifested in Holly's life is 

through her fundamental valuing of relationships. Holly shared her basic belief about 

relationships. 'Relationships cannot be compartmentalized; you have to bring al1 of who you are 

to each relationship and in each moment. Relationships are the core of everything we are about. 

It's only through relationships that we really group or leam. For me, relationships have become 

it." As we can see, Holly works hard to build deep relationships in her life, bot h professionally 

and personally. 

Relationships are now so n'ch for me, even if they are momentary. It has emphasized 

for me how important everything you Say and do with the other person. Of course we 

are human, so we don? do it well al1 the time. But as I reflect-it is so humbling-this 

spirit or sou1 of this person has so rnuch to give to your Iife. I get emotional as 1 say this 

because 1 know how important it is now. 1 have no regrets that I was stupid and didnY 

know it before, but I feel that I have this huge gift now. To me that is true prosperity, I 

have al1 these people in my life. 



Work and Oraanitational Leva 

Holly mentions several areas in which holism is manifested in her work. She spoke 

about how holism is manifestecl within her organization, how it affects her work within her 

community, and how it affects how she has corne to see work and leadership. 

The Valuina Life of Balance. Holly says that within her organization there is a 

fundamental valuing of life balance. Whenever she sees a person struggling with balancing 

work and home, "1 give them some space and time so they can work it out themselves. We also 

try to be available as a collective to see how we can support the individual." Holly attempts to 

instill a culture within her organization in which work is seen as important but living a whole and 

balanced life is seen as just as important. Holly helps her staff lead more balanced lives by 

creating flexible work arrangements that help staff attend to personal issues when the need 

anses. 

Bio-Picture Meetinqs. Another way in which Holly believes holism manifests within her 

work is through weekly "big-pictute meetings." These big-picture meetings are not typical 

business meetings. The big-picture meeting can be a forum for leaming when the group takes 

an issue, such as the future of training, and discusses it at length. The meetings can also be a 

place where the group can discuss an issue that has surfaced within the organization and needs 

addressing. The dialogue is always open and people are free to speak their minds. V i e  discuss 

an issue or try and work it through, not necessarily to everybody's perfect satisfaction, but until 

there's a consensus that we've taken it collectively as far as we c m  go." Hally says the 

meetings are helpful to her as a leader because they enable her to continually review the 

mandate of the organization while reinforcing the "guidelines for pract ice and principles of 

operation" among her staff. Holly States that her staff cornes away frorn the big-picture meetings 

with a greater appreciation of the whole organization. 



Spmtaneous Celebrations. Holly has tried to create a very open organization that d e  

ernphasizes structure and titles and emphasizes people. One way she ernphasizes people is by 

having celebrations at work. Du ring these celebrations, the staff corne together to celebrate the 

succes of a project, someone's birthday, someone's leaving or joining, or just celebrating itself. 

We are having a lot of spontaneous celebrations. I think we're finally wrking ourselves 

out of the traditional work ethic. For instance when we had the launch of our new 

product we came back here about 11 o'clock and we said "let's go have a celebration 

breakfast." Sa we put everything on M d ,  locked up the building, and went out for a 

celebration breakfast. Then they said 'IveIl now it's lunch, why don? we have a 

ceIebration beer?" So we had a celebration beer and then they said, "why go back why 

don? we just go home now?" So we did- Well, we would never have been able to 

accept that without guilt before. That was a real watershed in the thinking of the group. 

As Holly reflected on this issue, she noticed that in the past she and her staff always has guilt 

about celebrating. "The traditional work ethic kept coming through, telling people, [that] we 

shouldn? be celebrating at work." Aiter many celebrations, Holly believes her staff has reached 

the point where they can celebrate at work, guilt free. In this regard, she feels they are free from 

the Wappings" of a traditional work ethic. 

Hollv's Comrnunitv Work. HolIy explained that the work of her organization is primarily 

project based, wtiich means they retain contracts from both private and public sector 

organizations. In the past, they found that when they worked with an organization whose "value 

base" was very different from their own, the project was not too successful. Furthemiore, these 

projects todc a great deal of personal energy on the part of her staff to complete them. 

Subsequently, Holly and her staff decided that they will work only with individuals and 

organizations who share their values. 



We decided one day we will only take on those contracts that we believe follow the 

values that we have, those that allow for equity, acceptability, respect, etcetera. if we 

have a potential client or custorner that is not in that "head space," then we will turn it 

down. We've decided if our organization can? sustain itself that way, then it's nat 

supposed to be here. 

By taking this approach, Holly believes her organization is mdelling to other organizations bow 

to do business in a holistic way. Though her organization may suffer financially from taking this 

approach, the staff believes iî is an important operating pfinciple. Holly stressed that this 

decision should not be interpreted as a judgment of other organizations. Their decision is merely 

a recognition that the nature of their organization is different from rnost organizations-not 

better, just different. Holly now f inds that she spends her community time talking to people ftom 

other organizations about values. She and her staff are open to talk with the community about 

their organization's values. 'At the cornrnunity level, we attempt to communicate what to us is 

being holistic. We do that by continually being inclusive in tems of inviting people in." By 

taking this approach, Holly hopes there will be a better mutual understanding about cure 

operating values between her organization and the many community groups. 

Workina in Sustainable W a v ~ .  Holly is also attempting to work more holistically within 

her community by talking about sustainable development. Sustainable development is an 

important issue for Holly and her staff. Not only do they talk about it in the comrnunity but they 

have taken the lead in working in sustainable ways. Holly and her staff are spearheading a 

community project to revitalize part of the core business area. 

I wanted to take an old building that was a mess and sad and unhappy and, using 

environmentally friendly products and whatever, fix it up. Even though we only needed 



about 4,000 square feet, we could go into collaboration with ather people so it could 

really be a leaming centre, so [we] could work out of the building in a collective sense. 

They have decided to take an old building and renovate it, in environrnentally-sensitive ways, 

and then make it a showcase to business and the community as a mode1 of sustainable 

development. It is an ambitious project, one that Holly and her staff are fully wmrnitted to 

making happen- 

Hollv's Views about Work and Lmership 

During our interviews, Holly spent some time talking about her views on work and 

leadership. 

Wotk as a Holistic Issue. According to Holly, work must become deeply meaningful: 'it 

canY be just labour or an exchange for money any more." For work to be meaningful, individuais 

must take a look at their "predispositions of interests and skills and knowledge" and look at how 

to apply them in a meaningful way. She sees work as a holistic issue, in that our society must 

begin to help people view work more holistically. "The more people start making holistic 

connections between what they find meaningful in life and how they can sustain themselves 

financially, the better off we will al1 be." The challenge, as Holly sees it, is that ïwe need more 

models of people trying to do that." 

As she continued to reflect on the topic of work, she began to talk about her own work. 

Holly sees her present work not necessarily as a job but sornething rnuch more meaningful-she 

sees it as a calling. 

My calling is my responsibility to become more aware and share my holistic 

understanding with others. I've created an environment where I am able to do that here 



in this organization. But my real calling is not tied to this place or this job. but rather in 

my ability to leam and share my holistic perspective with others. 

Holly's idea of a calling goes beyond her present job and organization. It is something deeper, 

çornething that involves helping others understand her holistic perspective. As Holly continued 

this discussion, she said that for her a calling and meaningful work must contain several 

elements. First. it has to be fun and filled with joy. Second, work must be done in an 

interconnected way with other people. '1 feel there is something that involves human interaction 

that makes work meaningful. I think interdependence is a critical element in meaningful work." 

Hollv'ç Views on Leade rshi- Q . Throughout our interviews, HoHy raised the issue of holistic 

leadership. She believes that to be a holistic leader. one mus- be both courageous and humble. 

This is very different from traditional view of leadership which promotes the view of leader as 

"boss." 

Now leadership is much more spiritual in that I think real leadership is entrusted. People 

we cal1 leaders, such as a political leader, religious leader, and wrporate leader, aren't 

real leaders. They may have positions but aren't necessarily real leaders. 

instead. leadership is when "a group of people has said that your wisdom, your knowledge, your 

approach is something we wish to wnnect ourselves with." Holly believes deeply that her role 

as a leader is to "create an environment such that other people can leam holism." A new 

leadership standard that HolIy has set for herself is ensuring that in every project, her staff have 

a chance to learn about holism and how to work more holistically. "This is very much more 

important to me now." 



How Holism Is Manifesw in Huah's - Life and Work 

Hugh also provided several examples of how holism is manifested in both his work and 

his personal life. 

Personal Level 

Takina Care of the Whole Huah, An important part of holism for Hugh is develuping and 

strengthening al1 the qualities that make him human. Hugh engages in several practices that 

enable him to remain a whole person. First, he meditates for about an hour each morning. This 

is a period when he spends time alone sitting and reflecting on his life. During this time, Hugh 

also repeats rnany affirmations that help him connect to his purpose and core operating values. 

Some of the affirmations he shared with me include, "1 chwse to be a creative dynamic force in 

rny life. I choose to be true to myself. I choose to be healthy, to be physically, mentally, 

emotionally and spiritually healthy. i choose to be completely open to a higher being to provide 

guidance and support." Hugh also exercises for an hour. The physical is also really important. 

I work out an hour every moming. You canY neglect anything. You got to have balance." The 

two hours spent rneditating and exercising have provided many benefits for Hugh. "1 find I have 

a rnuch much better balance of the emotions in running the company. So that's where I see the 

power of meditation." Also at a physical level, Hugh has said that from 1965 to the present he 

has only been sick once, mat  goes with everything, colds, flu. I don1 take any aspinns. I take 

lots of vitamins." Hugh takes great pride in his health and knows it cornes from consistently 

engaging in meditation and exercise, as he says, "1 do it religiously." 

Pavina Attention to Relationshigs. Another way that holism is manifested on a personal 

level for Hugh is through paying attention to relationships. "1 always used to believe that it was 

important to do a good job [sighs] forget it! I had my head d o m  working like hell, woficing 16, 18 

hours a day, for many years, while the world around me wuld be crurnbling, because I wasn't 



paying attention to the relationships, because 1 believed al1 that really mattered was doing a good 

job." He has corne to learn that "relationships are everything." He stresses this point to many of 

the senior executives he mentors on a daily basis. He has found that many problems these 

individuals face %il down to paying attention to relationships." He tells thern, "You gotta pay 

attention to relationships or you're nowhere. It's al1 about relationships-family, outside the 

organizations, inside, al1 of them. [They're] the only things that matter." Valuing relationships is 

an integral part of Hugh's life. He spends a great deal of time building relationships with al1 the 

people in his Iife and those with whom he works-his clients, custorners, co-workers, and 

colleagues. 

Work and Oraanizational Leva 

Hugh provided several examples of how holism is manifested in his work; these include 

how holism is manifested within his organization and how it affects how he has corne to see work 

and leadership. 

Ern~hasizina Balance. A key way in which Hugh has tned to introduce holisrn in his 

organization is by emphasizing and valuing a sense of Iife balance. W e  strive for balance in 

this organization. Some people do better than others. There's lots of people in this organization 

who work four days a week because it gives them the balance they want in their lives." As a 

result, Hugh has created a very flexible organization, where people have the freedom to decide 

how much they want to work. Many individuals work three or four days a week because it allows 

them to balance their lives better, and Hugh is very supportive of these individuals. 

Holistic Produ- and Services. Hugh also said that his holistic values are evident in the 

services his organization provides to clients. 'We take a holistic approach to our products and 

senrices." In the process of working more holistically, Hugh believes his cornpany has been an 

innovator in the industry. For exarnple, "taditional outplacernent f ims tend to repackage the 

exterior of the individual. They focus on helping the individual put together a résumé and 



irnprove their job search and job interviewing skills. We focus on the intemal. We really believe 

in repackaging the inside of the person." 

Hugh's company also encourages their clients to be self-responsible for their own career 

and job search. Hugh makes the point that in traditional f ims al1 the work is done for the client. 

The client stays at home and the organization tries to find the client work. Hugh believes this 

fosters a sense of dependency. Instead, he wants his clients to be self-responsible, by taking 

charge of their own job search, while getting support from Hugh's staff. 

Hugh said that traditional f ims also believe that the only way to work with a client is 

through a one-on-one process. Hugh has clients work together in groups- His experience in 

using this approach goes against the conventional wisdorn of the industry. The myth is that you 

can? do this work in groups because the people are going to compete for jobs, that's bullshit." 

Hugh has found when clients work together they do not compete; rather they will 'support each 

other in finding jobs." In one-on-one sessions, individuals do not get a chance to build a feeling 

of rapport and camaraderie with others. In Hugh's situation, a collaborative spirit exists which 

says, "Hey, we're al1 in this together, so let's support each other." 

Probably the most important way in which Hugh's company has worked more holisticafly 

is by introducing the concept of "restructuring without destructing." Hugh said that traditional 

outplacement services begin by "firing people and marching them out the door on the day of 

termination." He said this conventional approach is destructive to the person and to the whole 

organization. So Hugh and his staff developed the concept of restructuring without destructing. 

"This approach helps organizations reach their manpower reductions al1 the while maintaining 

employee cornmitment." They have done this by emphasizing voluntary Ieaves and supporting 

ernployees in making such decisions. Hugh feels this is a much more humane way of helping 

organizations and their employees deal with organizational transitions. 

The Com~anv's Mission. Hugh said that his company is founded upon four values: "(1) 

to provide quality work and service to our clients and sponsors; (2) ta create an environment 

where people can be the best they can be; (3) do these in a way in wtiich we can be financially 



and developmentally successful; and (4) retum to the community." Hugh stresses that the first 

two statements are vital to the operation of his organization; 'wr service to our clients is 

paramouni, so that we value creating a workplace that fosters human potential and creativity." 

Furthemore, unlike most businesses where profit and bottom-line issues are at the forefront, "It 

is only number three for us; it is important, but we believe the first two are much more important. 

We recognize we are not in this just for profit, although k i n g  financially and fiscally successful is 

important. You know, profit is like oxygen to the body. We don? live to breathe, but if we don? 

breathe, we don7 live." A final çornponent involves a return to the community. This recognizes 

that we are part of a comrnunity and we rnust give back to the community." Hugh and his staff 

hold accomplishment meetings on a quarteriy basis to review these four goals and determine 

how well they have met them in their work. 

Greater Focus on the Environment. Over the past several years, Hugh has increased 

his focus on broader social and environmental issues. One of the ways Hugh has done this is 

through his rnembership in an international organization called the World Business Academy. 

This organization is responsibte for helping business leaders understand the growing role they 

can play in addressing larger social and environmental issues. One of the key founding 

principles of the Worid Business Academy is that business needs to begin to take responsibiltty 

for the whole. Hugh says that his involvement with the Academy helps him to expand his 

thinking about social issues. It alço helps hirn gain a whole different way of looking at the 

sustainability of organizations and what that rneans to the rest of society and the planet. Hugh 

stated as he has gained a greater environmental focus, so too has his organization. Hugh says, 

W e  have begun to take actions intemally within the organization to become more 

environmentally sensitive. So here we've done some little things like elirninating Styrofoam cups 

and using mugs instead, and cuntinuing to do more and more recycling." This is a growing 

awareness throughout Hugh's Company, and it is a focus that, according to Hugh, will expand in 

the future. 



Huah's Views About Work and leaders hi^ 

Work Can Be Intearata. Hugh's views regarding work are influenced largely by his 

holistic woridview. In reflecting on his work over his career, Hugh said: 

My calling is around making work human and making institutions human, finding ways of 

returning spirituality and heart to the workplace. My vision has always been abut 

creating a work environment where people c m  really do the best that they can do and 

truly excel. 

Hugh States that over his career he has leamed that "work can be fun and that it can be 

integrated into your whole life." He has also come to learn that ÿou don1 have to spend your 

whole life working." He found through personal experience that when one spends one's whole 

life working, other parts of one's life suffer particulariy one's family Iife. He said with sorne 

regret, "When you spend your whole life working it can be tembly destructive to the farnily. 

Putting work into a balance is vital to your whole Iife." 

Hugh values balance a great deal, but this wasn't always the case. For a large part of 

his early career Hugh said he was entrenched in the corporate culture of trying to becorne 

successful by clirnbing the corporate ladder. As Hugh continued to speak on this topic, he made 

this sudden realization: 

Something just stnick me. Nine years ago you would not find any famiiy pictures in my 

office, none. I was battling up that corporate ladder. I did not sunound myself with 

family. I was so focussed on my career, and I believed I was doing it for them, I really, 

really believed that. It was such a lie. I was doing it for me. They couid see through 

that, but I really couldnY see it. 



As Hugh qmke, I could feeI a sense of regret of the effect that his focus on his career had on his 

family. Based on his own experiences, Hugh has created an organization wtiich values balance. 

Hugh supports his staff in their efforts to balance work and home. 

Corn~assiogB Leadership. Hugh alço çpoke about his views on leadership. He noted 

that earlier in his career "there seemed to be more hype around leadership. Leadership today is 

far more about care and compassion, and balance." Hugh believes that his holistic values are 

manifestecl in his approach to leadership. His approach to leadership revolves around the 

following factors. First, he believes he leads by vision. "We are very clear about where we want 

to go and what we want to do, and it takes in a lot of factors, so the vision is broad and 

holistic ... l'm always working and looking how I can best support my people to be more effective." 

Second, Hugh beiieves in giving staff the freedorn to do things. He works hard to eliminate 

obstacles that get in the way of people doing good work. He also is very inclusive and provides 

opportunity for input. The final factor is communication within the organization. "We spend a lot 

of time communicating openly with everyone in the organization." 

How Hofisrn Is Manifested in Hannah's Life and Work 

Hannah related several examples of how holism is rnanifested in her personal life and in 

both her work and organization. 

Personal Level 

Feedina Her Soul. An important part of Hannah's holistic worldview is "the need to sort 

of go into rnyself and to find sornewhere quiet and to not necessarily meâitate but to energize. l 

don? have a ritual or anything really I mean I don? meditate. But I do a lot of relaxation." 

Hannah said her connection to nature is a central way in which she feeds her sout. "In my back 

garden there are hedges and trees and a fence and a pond. It's fairiy isolated and green, [as] 



unpeopled as I can rnake it living in suburbia. On stressed out days I go for a ride in the country, 

y w  know, to feed my soul. Or I sit there and rock and 1 look at fish and I count them. I also walk 

rny dog on this trail; it's really thick, you're virtually in the country. I talk to my dog and I sit and 

stare." Hannah said that the need to spend quiet time with herself is very important and she 

suffers if she is not able to spend this time by herself. 

Well if I don? get tirne to myself then it gets to be like a desperate feeling; a's sort of like 

an inner fatigue. But I know lying down to sleep isnY the answer. I have a need to 

rejuvenate my soul. So just sitting alone, usually outside, is what I do. It was easier 

when I was on the fann, because 1 knew where to get it. So it's the inner core that's 

important and where you have to come back to regulafly. 

Relatimshi~s Are Verv Imoortanf. Hannah stressed the importance of relationships. 

"Relationships are very important and if I want them, I am responsible for them. Everyboây's 

relationships begin with thernselves." Hannah said that she has difficuity distinguishing between 

business and personal relationships. 

Basic business thinking is you don'? rnix business and pleasure, business and the 

personal. This is an old truisrn. This is the way it is, but there's a voice in me that 

defies custom or the old truisrn. To me there's no basic change between work, home, 

and the personal. There isn't that distinction that we typically find in the workplace. 

There isnY a distinct Iine between business and home or business and personal. There 

isn't a distinct line between working relationships and personal relationships. 

Hannah relatecl an interesting example of how she mixed the business and the personal. Her 

Company recently held an open house. W e  invited business people, clients, Aunt Matilda, the 

kids. So it was an open house of people, whoever they were. Everyone put in names of the 



people they wanted to attend." It was not an open house just for business purposes but rather for 

people important in her life and the lives of the associates. 

Work and Oraariizational Level 

Hannah provided several examples of how holism is manifested in her work and 

organization. 

Seeina People as Whole P w .  Hannah said the first way in which her holistic values 

are evident in her work is through the fundamental prernise of her business. "Our obligation is 

to see people as whole people. Seeing people as wb le  is the nature of our business." Hannah 

made this point by contrasting the traditional medical model with her approach to health. 

The rnedical rnodel is based on disease. It's an illnes model, really, and it assumes 

there's some sort of disease process or whatever. We aren7 açsurning illness at all; in 

fact, we're assuming health. So the person is doing health and will believe health. It's 

why we try to get them out of a physiotherapist or out of a chiropractor or somebody who 

is passively gettitq them to do something. We say you could do these things on your 

own. So we take them to the Y to exercise, or start them walking, or whatever. So the 

model here is health and wholeness and we just do it, do it with them. So the basic 

assumption is diff erent ; the basic premise is different. 

Hannah said that even though her staff rnembers corne from a variety of heatth disciplines they 

al1 take the sarne approach with clients. "Our approach is [a] more teaching, guiding, facilitating 

kind of thing, rather than medicine which is orders-'You take this or you do this three tirnes a 

day.' You know, "1 have the answer, you need the answer. You corne because I have the 

anmer.' It's not Iike that at all. We don7 have the answers; we just kind of facilitate the proces. 

So it's a shift in locus of control." Hannah continued the discussion by saying since they view 



people as wtiole their approach se& to maintain the dignity of the client by giving them control 

over the healing proces. In companng her therapies to other health-related therapies, Hannah 

States: 

For al1 health care intewentions, nobody is worse for ours. I bet you there isnY another 

health care provider who can say that. The doctors can't, surgeons cm?, chiropractors 

canY. When we're teaching people huw to be self-sufficient, we're like giving them the 

tools and whatever. I don? see how anybody w l d  be wrse for it. The worse thing that 

could happen is that they are the same, and in heaIth care, that's considered a success. 

The Wav We Are Orgainized. Hannah said another prominent way in which holism is 

reflected in her work is in the way her business is organized. 

I f  there is anything that symbolizes our philosophy, it is the way we are organized. We're 

organized as a grwp of independent people and that brings a different mindset. Cases 

that corne in are off ered to people. I give a t humbnail sketch of what the client is like, 

where they live, and why I think that client would be good working with a certain person 

and they decide whether they want to accept the case or not. They decide what their 

rates are, so they al1 are a vanety of different rates. They negutiate changes, if 

sornething happens, they in turn develop skills more valuable to the organization. 

She said that this approach creates a feeling that " we're al1 helping each other and that we are 

quai, that we are interdependent and that none of us can do without the others." 

Incopratina Reiki into the Com~anv Services. Hannah said that another way in which 

she has tried to apply her holistic values at work is by incorporating a holistic therapy into the 

company's core services. One of Hannah's associates, Eleartor, is a holistic health practitioner 

and a Reiki Master. Through Reiki, Eleanor teaches clients to understand how their energy 



affects their health. When Hannah started the business, she wanted to include Reiki as part of 

her company's services. "1 wanted the Reiki to be included as part of ou? programs because 

people can do it for themselves, so it didnY sort of go against the belief that we're trying to help 

people be independent." However, Eleanor thought that marketing such services could min or 

damage the reputation of the company because it was considered "airy-fairy by the insurance 

companies and the medical community." Hannah brought the issue to her associates at one of 

their conference meetings. After several discussions, the group decided that Reiki sbuld be 

marketed and offered as a core service of the company. 

Choosina a New Office Location. Hannah stated that another example of working in a 

holistic way was the recent decision for their new office location. What was central to the 

decision was not financial but human issues. Hannah and her associates wanted a location W h  

lots of Iight, with plants growing, a comfortable environment for people to be in, sort of friendly, 

open scene. We lwked at a lot of places, places that were cheaper and adequate, but they 

weren? right." Now that they are rnoved in their "cornfortable" office, their plan is to make the 

front window of their office a "green wall." "1 donT want drapes or blinds, but we will have plants 

covering the window." Hannah believes strongly that to work holistically, one must also have an 

appropriate environment which is sensitive to hurnan needs. 

Hannah's Views of leaders hi^ 

Hannah's views about leadership also demonstrate how she brings her holistic values to 

work. '1 make the assumption that people are able to do things." This assumption was put to the 

test the past two summers. Hannah took some vacation time and left an associate in "chargen of 

the entire company's operations. She wanted to give her associates experience at managing 

the business. "1 thought everybody can do it, anybody can do it! And so they do. They make 

the clinical decisions, look after the emergencies, talk to the lawyers." The associates managed 

the business in her absence with great results. The fundamental reason she believes they were 



successful is trust- '1 trust them. I have leamed that trust is an essential part of leadership. 

Trust in people." 

Another point that Hannah raised was that while running her business, she has corne to 

realize that she is a leader but not a traditional leader. T m  one who does not necessarily lead 

from the front; 1 lead from the back." Hannah explained that leading from the back means taking 

an approach which emphasizes listening and waiting. This is similar to her approach to 

counselling. An approach in which she quietly introduces ideas and waits to see which ones 

associates take responsibility for. "You lead by presenting a picture or idea or philoçophy. Then 

wait and see what happens." 

In speaking of leadership, Hannah afso said that giving people the opportunity to engage 

in meaningful work is fundamental for the leader. Hannah's notion of work is that "work has to be 

challenging and it must be connected to a bigger picture or purpose." Another important aspect 

is that "tere has to be a collaborative element to it, because we al1 have different strengths and 

we have to be working together." So as a leader, Hannah attempts to create an environment 

where work is challenging, connected to a strong purpose, and done collaboratively with others. 

How Holism 1s Manifested in Howard's Life and Work 

Howard related several examples of how holism is rnanifested in his personal life and 

both his work and organization. 

Personal Level 

Cultivatina a Rich S~iritual Lifg. Since Howard believes deeply in the spiritual dimension 

of his life, he also believes that developing and cultivating this spiritual dimension is important. 



All of us need to do it. Whether you cal1 it meditation, or introspection, or personal 

analysis, or whatever, we are talking about the same thing. i h e  only thing is that some 

of us don? have the same opportunity; we don? practice it as much. That's how you get 

in touch with this mo le  other part of you. If you don?, you are not only dealing with 

some of your dimensions; you are not dealing with al1 of them. I believe it is valuable for 

us. 1 think we are better people when we get in touch with al1 of these things. We are 

certainIy more understanding of the people we deal with. 

The central way in which Howard cuitivates his spiritual life is through prayer and inner reflection 

that is "an integral part of his life." W hen Howard talks about his prayer life, he calls it a "ninning 

dialogue with Gd." He says there are tirnes when he engages in forma1 prayer, but most of the 

time he engages in this "dialogue with God." 

When 1 am by rnyself, or even if I am talking to you, 1 will be carrying a dialogue and 

talking to God and I understand it. For example, i drove in this moming, and said, "God 

l have an interesting day today. I have this interview. I want this to go well for his 

sake and for the sake of the school and this system. I want this interview to go well, 

because it reflects on this school system." I have a friend who has had a series of 

medical tests yesterday who will get results today, [sol I prayed for this person. So it's a 

dialogue, and I do get answers, but it's not formal, it's a conversation, and I carry it on al1 

day. I don? mean every minute of the day, but I cany it on an ongoing basis dun'ng the 

day. 

Work and Oraanizational Level 

Howard provided many examples of how his holistic worîdview is evident in his work, 

approach to education, and in his organization. 



A S~iritual Apcmach to Education. Howard is deeply committed to holistic education. 

This comrnitment is rooted in a spiiitual approach to education. Howard believes that humans 

are influenced and transformed spiritually. 

I believe we give children information but, more importantly, we give them 

transformation or formation. I believe in the Skinnerian line that says that education 

remains after what has been Ieamed has been forgotten. If you believe that, then your 

approach to education is entirely different from having kids simply review and mernorize 

and so on. You believe that people are transfomed by the things that take place in their 

Iives, that is who they becorne, and that gays with them forever. 

So Howard encourages al1 staff in the organization to operate from a spiritual base. He believes 

this is important because children are transformed more by how they Iive than by what they 

merely learn for a test or an exam. Everything and everyone in the organization "is both 

influenced by and influences al1 aspects of the organization." Operating from a spiritual base 

means everybody in the systern must be "walking the talk and living the vision." He explained 

that the business department, for example, must relate to teachers the same way teachers are 

expected to relate to students. "It's useless for teachers in a school to be telling students, Yhis is 

what we value and this is the way you should live your Iife', if in tum, anybody working in this 

office doesn't treat teachers the same way." According to Howard, walking the talk is "al1 a 

question of living what we profess to be. So I expect the schwls to operate from a spiritual 

base. The key question for me is how can they do that if the rest of us in the system dont" 

Another exarnple Howard provided demonstrates how he attempts to operate from a 

spiritual base. 

If we believe we are a religiously based school system, then we believe that when God 

told us, "Whenever you do this to the least of my brothers, you do it to me." Then if we 



believe that, then when I see you, i see Christ. I pmhbly see the only Jesus 1 will ever 

see. Then if that's the case, how will I deal with you? 

This fundamental belief in seeing "C;hrist in others" pervades every aspect of Howard's dealings 

with people. He continues by saying that if he and others in his school system approach 

relationships frorn this fundamental belief, then it "doesn't mean I canY get angry, it doesn? mean 

I can't get exasperated, it doesnY mean I can't tell you if you aren't doing ywr job properly, it 

doesn't mean any of those things, but it changes how we do those things." He and his staff try to 

carry out their duties with care, compassion, and respect for individuais. 

God Catis Us. Howard continueci to related spirituality to his work. "1 believe 

unquestionably that God has things for us to do, and he calls us to do those things. If we commit 

ourselves to follow, then we go where we are ied. That's why I'm here." He stated he never 

really had any ambition to be a direcior, superintendent, or even a principal, but as his life 

evolved, ço did his sense of vocation. "1 was ted into those types of situations and I knew they 

were the rigM things to do because I prayed about [that]. I know inside if this is right or not right. 

I have faith that if I continue to try to do things that are nght, rigM things will happen to me. I 

haven't gone wrong so far." Howard sees his role as a director of education not as a career or 

job but rather as a calling. This is a calling which he was able to hear because of his prayer Iife. 

"This is not a job for me, this is not a career for me, it is my vocation. I believe I was called to do 

this." Howard related a story of when he was k i n g  interviewed for the position. He was asked 

by the interview panel, "How are you going to feel if we don? hire you?" He said, "My vanity will 

be upset, but 1 prayed about this, and if it's right, l'Il do this, and if it's not, I won?. After a few 

days, my ego will be darnaged, but after I get past that, l'II know i wasn't meant to be here.* 

Encouraaina His Staff to Be Intropctive. Howard encourages his staff to be 

introspective. "1 talk to them about meditation. I don? think anyone at this point has taken me up 

on that, but I do talk to them about it. I do talk to them about the value of retreats. Ali of which 



are valuable and give you a chance to be introspective and give y w  a chance to think about 

what you are doing and do some analysis abut  what we are al1 about as an organization." 

Howard also helps his staff become more introspective by helping them reflect on their work. He 

does this by asking his staff if they are having any fun at work. This "blows their mind when I 

ask, Are you having fun? Many think I've gone off the deep end. But it is a serious question, I 

feel, because if you're not having any fun, we better stop and look at what we're doing here." He 

believes if individuals are not having fun in their work, then things about the work need to change 

to offer the individual a greater sense of self-fulfillment. A central element of work for Howard is 

a sense of fun. joy, and fulfillment because as he says, "It would be tragic ... to write-off eigM 

hours, one-third of your life m e n  off every day, because it has no meaning or value to you." 

Encouraaina the Develo~ment of All Human Dimensions. A key way in which Howard 

Iives his holistic values is by creating an organization of educators t hat values the development 

of the whole person. "If we don? work and develop al1 of those dimensions, we are short- 

changing ourselves, short-changing the people that we work with, and we are short changing the 

Company. So if I don? draw on those capabilities of my staff, in the long run, the business, in my 

case the school system, will be poorer for it." Howard tries to provide people "with opportunities 

to develop those dimensions by providing them with a valuing of those things." So he 

encourages people to express their emotions at work. He says it's fine for people to be able to 

cry. to get angry without being violent, to express al1 of their human emotions. 'There are al1 

kinds of things that it is okay for people to do. As a consequence, the organization will be better; 

our children will be more well-rounded, more valued." 

Beina Real. Howard is not afraid to let others see the real Howard. When Howard 

started in his present position, the first thing he did was spend a lot of time in the schools visiting 

and talking with students and teachers. He also talked to the parish community, spoke after 

mass, and visited 26 parishes. 



I needed to get a sense of the community and 1 needed them to get srne sense of me. 

So I went around and I visited every school. I visited every classrwrn, talked to 

children, I talked to teachers, talked to parents, anybody wtio would listen to me. 

He has continued to do this on an ongoing basis. He believes it is important for al1 the system's 

stakeholders to understand wbo he is as a person because he wants his relationships to be as 

whole and as human as possible. "1 have to be open to tell you who I am. I canY be af raid to tell 

you who I am. I canY be afraid that you may use this against me, or that yw're going to hurt me 

with it. You have to be prepared to take the lumps, because there are those who will use it 

against you. So I'm prepared to try to operate on that basis." 

Howard provided several examples of how he tries to be real at work. Whenever he 

does talk to a group he introduces hirnself "as a husband, father of five children, grandfather of 

four. I introduce myself as sorneone who Iived in the Toronto area, east of Toronto, and in urban 

Ontario. I'm a lifelong learner, and prayer is an important part of my life, I don? mind telling 

people that because that is who I am. I can't be somebody else." So he shares with others rnany 

personal aspects about hirnself beyond his title and position with the board. In another example, 

if anybody in the systern dies, or has a relative that dies, there is a board policy to send flowers 

or a card. Howard also sends a personal letter with a m a s  offering for the repose of the sou1 of 

the person. "1 send a personal letter to everyone. i have done that for six years. I didn't expect 

that to have an effect immediately, but over a several year pen'od, a lot of people muid have 

been touched." He has done this because he wants people working in his system to understand, 

"that's who I am and that I feel your pain." 

Buildinu a Sense of Cornmunitv. Howard has a strong belief in engaging the cornmunrty 

in his work. He says he has shown this in several ways. He explained that he and the 

chairperson of the board "visit every school, and every work site, and we invite members of the 

cornmunity and al1 stakeholders to corne. We dialogue with them, and encourage them to ask 

questions and make comments. We do that every single year, every single year. It's tembly 



tirne consurning, but we do it because it's necessary for al1 of us to corne to an understanding of 

who we are, what we are about, and how we are evolving and changing." W hen he began these 

discussions six years ago, the focus was on financial issues- "We began to talk about how bad 

the budget was, and it has evolved now to the point where we talk about what we believe 

Catholic education should be in our school system. We now talk about çomething 

philosophically and fundarnentally very diff erent, we now talk about spirituality." Howard says 

that this point links directly to mat he believes is the fundamental purpose of his job: Wo help 

the systern reflect on and analyse what it is we are and wtiat we want to becorne-" So Howard 

engages the school community and al1 its stakeholders in discussing these important issues. 

Howard stated that another way he tries to instill a sense of communrty within his 

organization is to help his staff understand the "interdependent contributions of everyone in the 

systern." He believes that because of the nature of the work ,there may be a tendency for staff 

to often work in isolation. For exarnple, teachers rnay teach in closed classrwms or principals 

lead their schools in isolation frorn others. Howard attempts to instill a broad view of cornrnunity 

by reinforcing the following point: 

Anything that looks good on any one of us, looks good on al1 of us. So if anybody in the 

organization looks good, we al1 look good. So we need to take great pride and joy in the 

successful achievernents of our colleagues. If we're in this ail together, if you look good 

we al1 look good. If you look bad, we al1 look bad. 

Howard's Views about Leadership. During rny interviews with Howard, the topic of 

leadership surfaced frequently. As Howard's views of holisrn have evolved and changed over 

the years, so too has his view of leadership. Yhere was a day when 1 said a leader is someone 

with a vision. A leader is able to articulate that vision, is able to build consensus around that 

vision, and has a plan for how to do it and can do it, and cames it out." Howard now believes 

that the reaI work of a leader is to free people. "People have far more capabilities than they ever 

use, but they can't use them because the structure doesn't allow them to." 



My job is to build the capacity in people in rny leadership team and in the teachers, the 

skills and abilities they are going to need to deal with the challenges of the future. What 

will 1 leave behind when 1 go? HopefuIly, I wiIl leave behind a grwp of capable people 

who will have skills, abilities, and values to help children achieve their dreams: a school 

system wtiere people ~ Î l l  be re-enabled. 

According to Howard, an important part of freeing people is not irnposing a vision on them. 

Howard believes a leader must be able to 'tvork with people ta build a mosaic vision that people 

will own." He believes if a leader can help people build this vision then you don? have to share it 

with them, "they will share it with you." 

If people are comrnitted to what they are doing, you can? hold thern back. They'll leam 

what they need to learn; they'll develop the skills they need to develop. They'll put in 

any nurnber of hours if they are cornmitted to it. 1 have believed for a long, long tirne if 

there is sornething you really want to do, most people can't stop you from doing it 

because you really want to do it. So if you have that passion and cornmitment for 

producing Satum cars, or Generai Electric televisions, or teaching children, then you 

really do get meaning, joy, and woRh from what you are doing. 

This has been an important shift in Howard's approach to leadership. He describes this shift 

from moving to a point of saying "here's my vision" to "let's build a vision together." Taking this 

approach has changed his leadership style. Ironically, others in the system have not always 

responded favourably to his approach. 

Some people in this organization have a lot of trouble with me. They think I don? make 

decisions or I don? kiss as .  I don7 because I don7 think that's how you do it. Others will 

say I'm not leading I'm not telling thern mat to da. They will say change here is slow. I 



would Say change is real here; people here are being transformed. It's not a superficial 

change; it's real. 

Challenges to Working Holistically 

Holly identified several challenges to working in a more holistic way. These challenges 

c m  be grouped as internat challenges within the organization and extemal challenges in dealing 

with others and the community. 

Dealina With Paradox 

One challenge that Holly faces in trying to work holistically is dealing with paradox. By 

paradox, she refers to the conflicting issues that anse as she tries to work more holistically. 

Holly provided an example to illustrate her point. "For instance, when you say to sorneone that 

we're a team and we're working together and mi le at the same time you expect the person to be 

absolutely self-responsible." This is an issue which "sounds so basic but I find that in ternis of 

practicing holism, it makes it difficult." Holly believes deeply in the value of working 

collaboratively, yet she also values self-responsibility and self-sustainability among her staff. 

Both are deeply held values, but they seem to be cornpletely opposite and conflicting. Holly has 

yet to feel cornpletely cornfortable with this particular paradox, but feels it is an issue that will 

affect al1 organizations as they try to wok more holistically. 

m i n a  Our Behaviour UD to a Mirror 

Holly believes that by working holistically, she is "constantly putting up a rnirror" to 

herself and other people in ternis of their values and behaviours. She is constantly checking the 

rnirror to see if her actions and the actions of the staff are congruent with their holistic values. 



"You assess your own behaviour, the wording of letters, the way that you interact on the 

telephone with someone, your response to change, the concept of having an environmentally 

friendly sustainable bu i ld iwa l l  those things." The challenge as Holly sees it is in "walking the 

talk" which she defines as living and working on a consistent basis according to holistic values. 

This has been especially challenging wtien working with new contractors. Holly says individuals 

who want to work with her organization often approach her. "Sorne people outside our 

organization seem to think our workplace is a utopia. They see it frorn the outside and they're so 

excited to b m m e  part of our organization probably because I think there's a lot of unconditional 

love, a lot of acceptance." However, with tirne, they recognize that this clirnate comes with a 

price-a lot of hard, conscious work on the part of everyone to "walk the talk." At times, some 

new contractors find this too demanding. Holly related a recent example. 

One value we have is that we do not discuss any of our clients or any of our suppliers 

outside the building. You're allowed to corne back in here in confidence and vent but 

you're not allowed to do that outside the organization. In order for this organization to 

really work, there are some very heavy duty principles that are expected to be followed, 

alrnost like the laws of the organization, and so people are always stunned when I Say, "1 

heard you were out and you were talking about so and so." 

People are stunned because they are being held accountable for their actions. Holly reiterates "if 

you look at everything holistically, that means you actually have to walk that talk. So rny 

greatest disappointment is that people from the outside think this is a wonderful place, but very 

few can appreciate the work that's involved to make it that way and very few can stick it out." 

Revertina to Old Behaviou~ 

Despite al1 the work that Holly has done to build a more holistic organization, there are 

times when she and her staff revert to old behaviours that represent traditional ways of working. 



She provided a recent example when she and her staff were working on a very iinprtant proiect. 

"Everybody was really task oriented and stressed out. Quickly we reverted right away to where 

we were the most cumfortable and 1 was awful. People were blaming each other and getting al1 

uptight and getting emotionaf, losing their temper with one another." Upon seeing this, Holly 

decided ta intervene. So she and her staff met for about an hour and, during the meeting, Holly 

had the group reflect on what was happening. She reinforced the holistic values that are at the 

a r e  of the organization. and this helped the group realize that they had slipped into old 

behaviours. 

There Are A Few Like-Minded Individuals 

Another challenge which Holly faces is ihat rnost of the people she deals within her 

cornmunity do not share the same holistic perspective. 'The majority of people I interact with are 

still very Iinear for the most part." This is especially true arnong other leaders. She has 

difficulty "finding other CEO's and leaders that also are thinking holistically, and there's still not a 

lot of literature written about it. There are some people who talk about it, again philosophically, 

but not very many people are actually trying to implement it in the workplace. So it's a lot b u u  

words and "flavour of the month" stuff b~rt not genuinely trying to do that." She copes with this by 

nuituring relationships with a few like-minded individuals. Furthemore, she takes it upon herself 

to leam to translate holistic ideas in ways that other people can understand. 

We Don? Have the Lanauaae to Ex~lain Holism 

Holly also believes another factor that makes working holistically a challenge is that 

there isn't the Ianguage to explain to others the aspects of holism. 

We don7 have the language to explain [holism] in a context of work without it sounding 

like you are kind of being psychologist or philosopher or whatever. We don7 have the 



work laquage; we also don? have very many models of where that's already happening 

or wuorking. I've only been able to find one or two people in my network who can even 

begin to understand. 

This is why Holly believes that to work holistically one requires a great degree of courage and 

risk taking. Much of what she is trying to do is new and not part of the mainstream. Holly still 

struggles with the fact that despite her efforts over the years, people still do not understand her 

and what she is trying to accornplish. 

We don? know a lot about how holisrn woks, and my biggest disappointment is the fact 

that a lot of people have no idea what I'm talking about, or canY seem 10 recognize the 

importance or I obviously canY seem to communicate it. I just get this look, Iike, *What 

are you talking about?" 

Huah's Challenaes 

Hugh discussed two challenges he faces and has faced in trying to work in more holistic 

ways. 

Dealina With Oraanizational ri tu al^ 

Throughout our intenriews, Hugh related many exarnples of the successes he has had in 

trying to create more holistic workplaces. Despite his success, one of the challenges he has 

always faced in organizations has been 'organizational rituals." Hugh explained by saying: 

The tragic part of ail of this, you know, is that we know how to do this stuff. We know 

how to create an environment where people can be the best they can be. We know how 

we can go about it, but we have these bloody rituals in organizations-This is the way 

it's donen-and we get locked into them and have great difficuity breaking out of them. 



Hugh says that these Auals prevem organizations frorn creating tnily holistic workplaces. Hugh 

feels that now that he mns his own company, it is easier to create the kind of workplace he has 

always envisioned. 

Livina Holisticallv Dav Bv Dav 

Hugh believes that another challenge he finds in working holistically is "living it day by 

day." Much of what he tries to do is so contrary to how business generally operates that it is a 

real persona1 stmggle to work differently. Hugh provided a few examples. For instance, 

maintaining a balance between work and farnily life is a challenge because the business world 

çtill does not value that holistic principle. Another example is building and nurturing whole 

relationships with staff and clients. He finds that a challenge because the marketplace has 

become so cold and cornpetitive, that it does not value relationships. "It's a challenge doing this 

in today's marketplace." Despite the challenge, Hugh continues to devote time to relationship 

building. Overall, Hugh finds that his practice of meditation really helps him cope with the 

challenges of living holist ical ly on a day-today basis. 

Hannah's Chaflmae~ 

Hannah cited three main challenges that she faces in trying to work in more holistic 

ways. 

The Nature of Busines 

Hannah said that one challenge she faces on a daily basis is the nature of doing 

business. She explained this by saying "if you go into business, and if you're going to climb up 

the ladder or whatever, you have to have al1 these qualities. You can't let people walk al1 over 



you; you've gotta be strong and you've gotfa be aggressive. Basically you put away that caring 

stuff way." This poses a problem for Hannah. She said, "as a nurse the words '1 care' are a 

ver&-a definition of things that we do . . . It actually defines the practice . . . These are al1 things 

in history that nurses have traditionally brought and they are mainly what we think of as 

traditional ferninine things." She fin& that with in the business world, these "caringn qualities are 

not valued nor desired. 

The Unfeelina Nature of Health Care 

Over the past few yearç, Hannah has noticed that the heafth care field has began to 

change a great deal. She said that the govemment's changes to the field are "getting so 

dependent on the details and the concrete stuff and looking to how we can process more people 

within a shorter period of tirne, through on sorne kind of conveyor belt, that it is creating an 

unfeeling industry." This unfeeling nature of health care is affecting bath patients and health 

care professionals. "There are so many changes, so many walking wounded corning out of 

institutions that are crumbling. I only hope that out of this chaos something new will come out; 

hopefully, it will be better." Hannah helps nurses who have been in traditional health care 

institutions deal with the transitions taking place within the industry. She finds that the transition 

is difficult for many. "We hang on to the old stuff for so long, the old stuff should have been 

shipped out a long tirne ago. I talk to nurses who are getting petrified because of their fear of 

change. They are spending their energy rnoaning al1 the bad stuff happening to them and their 

hospitals. But they've got to get on with it." Hannah also copes by having a very positive 

approach to change. She recagnizes that change is sornething that has to be accepted. "It's 

nothing new and if you figM it or becorne too rigid, you will break. Change to me is kind of like a 

roller coaster- yw get a peak, it builds mornentum, then things settle down and if you adapt 

and leam, you make it through." 



The Challenae of La- 

Hannah also said that language is another challenge that she faces on a daily basis. 

She finds herself constantly speaking with insurance companies, doctors, and other heaith care 

professionals trying to help them understand the approach that she and her associates use in 

working with their clients. She finds that she doesn? have the language to help them understand 

the holistic approach. 

Language sometimes is hard. We lose money because the insurance companies we 

work with tend to be sort of black-and-white thinkers. So explaining is often mat I do so 

that the associate can work with the client in a different way. 

Hannah related an example of one of her clients who enjoyed gardening. Since Hannah's 

organization sees people as whole people, Hannah's associate feh gardening wuld be an 

excellent therapy for the client. It was an activity that he would do, and that wwld help hirn 

regain his health. However, when Hannah approached the insurance companies and asked 

them to pay for the client's seeds and gardening supplies, they refused because it wasn't a 

mainstream therapy. She said, Yhey would pay a Iot of money to send hirn to a back clinic, but 

wouldn't consider spending a few dollars on seeds and tools." She says the real issue is that the 

thinking of the insurance companies is essentially black and white. However, Hannah finds that 

in working with her clients in a holistic way, the world is many shades of gray. Hannah attempts 

to deal with this challenge by helping the black-and-white thinkers understand a gray world. 

Howard's Challenaes - 

Howard related many challenges in attempting to work in more holistic ways. 



Wokina within a Traditional Educational Svstem 

A daily challenge Howard faces in warking more holistically is being in educational 

system which is still dominatecl by traditional approaches to leaming. One of the specific 

challenges Howard described is the dominance of a subject orientation to education. Howard 

explained that teachers define themselves as science teachers, math teachers and so on. This 

subject orientation gets in the way of seeing students, teachers, and cumculum in a whole way. 

Another specific challenge is that the provincial govemment's approach to education is 

not holistic. Howard provided the exarnple of the implementation of standardized testing by the 

govemment. "There wiIl be standardized testing in this province and it won? be holistic; it will be 

fragmented. Teachers who feel an obligation to prepare their students for the tests will have 

diff iculty believing that it could be done in a holistic manner." 

Another challenge related to working in a traditional systern is that the Catholic system 

hasn't addressed the issue of religion versus spirituaMy. In fact, Howard believes many 

"Cattiolics havenY dealt with the issue of spirituality but rather have only deait with the issue of 

religion." In other words, the system has emphasized religion as mainly a subject area to be 

leamed by students. Howard points out, however, that "knowledge about religion and spirituality 

aren't the same thing at ail." The focus on religion means, "there is an ernphasis on teaching 

kids knowiedge about religion. Though this is important, l feel we are still not addressing the 

larger issue of spirituality which is central to holisrn." Therefore, he finds that as he attempts to 

work in more holistic ways, he must help others begin to understand the differences between 

religion and spirituality. 

A final challenge that Howard finds is that holism is not completely understood nor 

appreciated. For exarnple, one of the key issues of holistic education for Howard is the 

importance of valuing and developing al1 dimensions within students; unfortunately this is not a 

view shared by most school systems. 



If you go into most high çchools, even in this school system, and you go into the front 

door the first thing you see is the trophy case which gtorif ies athletics and then you look 

down the hall and see the honour role students, and that's it folks. If you're not an 

athlete or on the honour rolI, you're nobody. If you werenY b m  gifted athletically or 

gifted academically, you're not a factor in these schools. The messages are clear. 

Howard finds that students who may not be able to excel at athletics or academics find their 

school experience somewhat negative. This situation drives Howard to work towards making his 

school board value the development of alt dimensions of children. 

Heloina Otherç Understand Holism 

Howard said that another challenge that he also faces is helping others understand 

holism. He has tned over the years to help staff members "corne to a better understanding of 

holism," especially by relating the importance of prayer and rneditation. In spite of his efforts, 

however, he doesn? believe he has had rnuch success. 

ln al1 of our schools teachers pray with the students, by that I mean they will say prayers. 

It would be interesting to find out in how many of our schools the staff corne together in 

the moming and pray together. I would suggest that it doesnY happen. Sa al1 you can 

do is try. 

Howard provides this example because it illustrates a key point of holism which, according to 

him, is Vualking the talk." "If prayer is a real part of our lives and we have the children do it 

throughout the day, why are we so uncornfortable doing it in other realms? So I see my 

challenge is to help people integrate their beliefs more in m a t  they are doing, and that's difficult 

to do because we havenY traditionally done it." He has begun to tackle this challenge by 

beginning a more open dialogue about holism with a few selected individuals. Ylou don? try to 



transfomi the whole worid, you impact on a few people who corne thrwgh your sphere of 

influence." 

Howard believes that the fundamental problem with helping people to try to understand 

holism is that he does net have the language to communicate elements of holism to others. "A 

lot of people have difficulty with it, because a lot of people think when you taIk about holisrn, you 

are in never-never land. We don7 have the language to describe what we want to describe 

about holism." For Howard, language is an important challenge to trying to work more 

holistically. 

Co-warkers and Colleagues 

Some of the most interesting findings of this research study came from my interviews 

with the 16 CO-workers and colleagues. The findings from these interviews gave me a much 

greater understanding of the experiences of the four participants. The interviews provided a 

more indepth examination of how each participant workç on a day-today ba i s  and a deeper 

understanding of the four organizations. This section presents the findings from the 16 CO- 

workers and colleagues interviewed on behalf of Holly, Hugh, Hannah, and Howard. 

Hollv's Co-workers and Collea- 

Donna and Louis were the two ca-workers I interviewed in Holly's organization. Donna is 

a technical services support person. She says she uloves" her job and is especially grateful to 

Holly because she helped her %elieven in herself. Louis is responsible for the marketing function 

of the organization. He was the first employee hired by Holly when the organization started 

operations. In refemng to his job, he says "it's great-l really enjoy it." 

Cameron is one of Holly's colleagues. He is a partner of an accounting firm. He has 

also b e n  a volunteer on Holly's strategic team for several years. Cameron describes Holly as 

being a ucommunitydrivenn individual who has "a vision of where she wants to go and where she 



wants her organization ta go." Jane is the other colleague and is an administrative assistant for 

a small business. She first met Holly soon after she immigrated to Canada from South America. 

She ended up helping Holly and her staff prepare for a business trip to Mexico by assisting with 

the translation of documents and by providing language instruction. Jane comrnented on when 

she firçt began working with Holly and her staff: "1 was surpriseci to leam that their goals and 

philosophy were exactly what I thought would make the world go dght." 

After interviewing these four individuals, I found that several common themes emerged. 

The Freedom to Work and Leam 

Donna stated that Holly is a person with "very strong values; she believes strongly in the 

individual being able to grow and learn." This belief in individuals being able to grow and leam is 

evident in the freedom Holly provides her staff. Donna cornrnented on this point by saying that 

she often gets the "the chance to explore and create." 

I've worked in other offices, and there's not much of a cornparison. I get to use my 

mind; I get to come in here and kind of go off on my own. For example, once they came 

and asked me that they wanted a database, and I just went in and started playing 

around, and that's the freedom that I get here is that I get to play. 

Focus on the Personal 

Louis states that Hotly makes a conscious effort to get to know her staff on a personal 

level. 

She's a walk-around style manager. RigM now we've got five people in the building, 

we've had as many as 25, and each morning that she's in she rnakes sure to talk to 



everybody on the floor, and not just How's your work going? How are you today? She's 

very concerned with everybody on a personal level. 

Donna stated that Holly is very aware of how her staff members are 'doing inside" and "she's 

concerneci about w r  outside life also." Donna said that Holly helped her a great deal on a 

personal level when she was having some trouble with her son. Holly fin& "te time to try and 

get to know the person as a wtiole. She really likes to get involved with the people that she 

works with. It feels Iike more than a job." 

Louis said that another way that Holly focusses on the personal is by helping her staff 

"lead balanced fives." He said "if you've got a personal issue, you take the time you need to sort 

it out. You know, she thinks people are more effective when they're here in mind and body." 

Holly also supports her staff by "picking up the slack when you want a day off-she's willing to 

cover for you. That's the kind of person she is." Louis fin& it ver '  unique and rare within the 

workplace to have a leader support her staff to that degree. 

Hollv De-em~hasizes Titles and Positions 

The culture of the organization is one that de-ernphasizes titles and positions. Donna 

said: 

Holly is the president and CE0 of this organization but we service each other as peers. 

We try to get n'd of that hierarchy-you know she's the president and everybody etse is 

below her. Yet we're al1 pe rs  inside and out. I've never seen anything Iike it. A lot of 

people look down on people, especially in my kind of position. She doesn't believe in 

t hat. 



Jane commented that as an outsider one of the first things she noticed about Hofly is that she is 

"a veFy trusting person . . . shems admirable in the sense that I would Say, she sees her people as 

persans." For example, Jane noticed when she was in the office that the relationships among 

staff were very casual. Holly 'tvasn't the CE0 but she was the service person who would just 

walk into the office and do whatever had 10 be &ne. She would talk to anyone regardless of the 

type of position they held." 

Fosterina Ownness and Honesty 

Holly encourages everyone to be open and frank about issues going on in the 

organization. Donna believes that Holly "figures that everybody should have a say in something, 

you know, if you have something on your mind, you should say it." As a result. Donna believes 

there is a good sense of tearnwork within the organization. 

I think we've got a good team and we go through our stages, you know, where we're not 

perfect but there's a lot of communication and we try to keep up the communication. We 

do our big picture meetings. If we have a beef, it's known throughout the building. 

Holly's deep belief in openness and honesty is also reflected especially in how the organization 

operates within the community. Louis elaborated by saying: 

She's a strong believer in what goes around comes around. We are very clear, and it is 

strongly put, that if we've got a problern we diçcuss it here within the office but never in 

public, never in the cornmunrty. ûonr bad mouth anyone. It's unacceptable to her. 

Promotina Sustainabilitv Within the Cornrnunity 

Carneron said that Holly has been a leader in the local communîty, raising the issue of 

sustainability in the business sector. "t didn't even understand what she was talking about at first 



. . .she was like 'out there' and it takes a h i le ,  y w  have to hear something time and again to 

really start to grasp some of the concepts." W hen Holly speaks about sustainability "she has a 

far greater view because she [has] just thought about it much longer than I have, in tenns of 

what it means and how it's achieved. She believes sustainability is about material, water, 

people, buildings. I mean she doesn7 have, you know, narrow definitions of things; she's very 

broad about that." Carneron concluded that Holly has an important role to play in the community 

in talking about sustainability. He feels that even "if she can raise the awareness of the business 

communrty by 1 or 2 percent of those types of things, talking to knuckleheads Iike me to try and 

improve our understanding of this kind of thing. She showed me the differencel think it's what 

it's al1 about." 

Hollv's leaders hi^ Qualitia 

All four individuals spoke at length about Holly's leadership qualities. Donna states that 

Holly is "a great person to work for, she's an excellent speaker, she's got very strong beliefs and 

she lets people know what are those beliefs." Donna also feels that Holly believes strongly in the 

purpose of the organization. "She's got a strong belief in everything we do and she feels that we 

have a real need in the comrnunity and she wants to make sure that we're known." In the 

process, Holly helps her staff believe in themselves, Donna said, "She helped me believe in 

myself to go off and venture on rny own." 

Louis states that the staff draws a great deal of energy from Holly because she is a Very 

up-beat individual." As a result, Louis says, "It's fun to work here." Louis attributes much of the 

success of the organization to Holly. He states that people work harder than they migM 

normally because she leads by example." Holly lives her philosophy on a day-to-day basis, and 

that encourages the staff to do the same. 

Louis believes that one of Holly's key characteristics, as a leader is that she builds on 

people's strengths. "She's a strong leader in building up on strengths, rather than on focussing 

on weaknesses. If we do something well, she makes sure e ~ e q h d y  knows about it." One way 



Holly recognizes everyone's contributions is by taking the time to celebrate with al1 her staff. 

Louis states that Wether it's a project that's finished or if we get a contract or there's çomebody 

joining us or leaving us, you know, we always take the time to sort of reflect on what we just did 

and celebrate." 

Cameron also stated that Holly is a very good team builder and leader. Yhere's no 

question that she has the capability to make people believe: she is very convincing, and very 

compelling. She has a vision of what needs to be done and a willingness to commit resources to 

it and a willingness to drive people towards it." She is also a very flexible leader because "she 

can run with a lot of people or she can fun with very few people." From his perspective, 

Cameron believes that "Holly would probably be a very, very difficuft person to work for because 

she's willing to pay the price. She's willing to work hard towards a goal and do what it takes to 

achieve sornething she believes in deeply, like holism. The people that work for Holly also would 

get to pay the price . . . somebody would have to be pretty resilient to be able to work with that 

Whole' approach." 

Huah's Co-workers and Colleaaues 

Judith and Peter are the two CO-workers who work within Hugh's company. Judith is the 

comptroller for Hugh's company and has been with the company for four years. Peter is a senior 

consultant with Hugh's company and is involved in creating and delivering many of the products 

and services of the organization. He has been with company for 10 years. Eaii and Gloria are 

two colleagues who have known Hugh for several years. Earl is a vice-president of 

compensation for a large petroleum company. He met Hugh in 199û, when his firm retained the 

services of Hugh's company. Hugh helped the petroleum cornpany introduce a voluntary 

downsizing program which was a large success because it was camed out in a hurnane way. 

Gloria works as a consultant for a consulting fim. She first met Hugh several years ago. She 

worked with him on a part-time basis on an employment equity and manpower planning project 

when Hugh was vice-president of human resources at a large company. Later, wtien Gloria 



worked for another cornpany, she retained the services of Hugh's company. Gloria has also 

used the services of Hugh's Company herself recently as she was undergoing her own career 

transition. 

Huah 1s Verv lnterested in Wholenew 

Al1 four participants spoke about how Hugh values wholeness at work. Gloria said that 

Hugh is "very interested in wholeness and so you don7 meet people like Hugh in business. He 

doesnY f i t  the nom in business. In business, I meet many people who can talk a good Une, but 

in my relationship with Hugh, he has many concrete examples of how he has done it in his own 

Iife. So he daesn't just talk, he lives his bdiefs." According to Gloria, Hugh is an individual 'tvtiO 

is very authentic and whole. What you see is what you get. Hugh has strengths and 

weaknesses as a person, and he also has dilemmas in his life like everyone else, but he does 

not ignore them or deny them. He is open with the persona1 side of his life." Hugh is also 

interested in people at a personal level. Gloria stated he always expressed a genuine interest in 

her family life. her children, and interests outside of work. Since she has known him she has 

found he is always concerned with the whole Iife of the people he works with. 

One tirne when I worked with him, he had dealt with a family therapist to deal with some 

personal issues. He then turned arund and offered the services of this person to the 

rest of his staff and consultants. He did not imply we had problems, but said, Whis is how 

this person heiped me, and if you want to spend some time with this person, 1 will 

support you." So I went to this person, and only spent a halfday, but l found it extremely 

helpful, personally. 

Gloria said that Hugh is also a person who is constantly striving to be a better person and 70 live 

a whole and balanced life." "He's constantly searching for things that will make hirn a more 

holistic being. Self actualization is really important to him." So she believes that Hugh has a 



strongly values searching and leaming and he shares a great deal of what he leams with his staff 

and colleagues. 

Eari commented that Hugh's holistic values set him apart from his cornpetitors. "Hugh 

always ernphasized to us an appmach to organkational restructunng which was more humane 

and included al1 aspects of the employee, their emotional, health, and farnily situation." 

Throughout Hugh's work with Earl's cornpany, Hugh often reminded Earl of the importance of 

acknowledging and seeing employees as whole people and designing programs with this in mind. 

Peter concuned, saying that Hugh cleariy values people's social, emotional, spiritual and 

intellectual dimensions. "He sees al1 of these as being important" and allows them to be 

expressed in the workplace. 

Judith said that one of the ways that Hugh values wholeness is through "his strong focus 

on life balance." She cited several examples of employees who work only on part-time basis, 

either three or four days a week. Yhese people value their home iife and so we allow them to 

do whatever they think they need to do maintain a sense of baIance, and Hugh encourages it. 

You know, even in the case of sabbaticals, some people want a total of four rnonths off a year. 

Hugh has no problem with that." Judith says that Hugh strongly believes that the only perçon 

who can work well is one wtio feels good about himself or herself. "You can feel g w d  about 

yourself if  you have a balanced life. If you are stressed on one side of your life and you corne to 

work. you canY give your best." 

A Trust and Care for Peo~le 

According to Judith, Hugh is a person who really "trusts and cares for people." What's 

really interesting about him is that he is a business man, yet in my opinion he's not ver '  much 

like a traditional business man, because he cares a lot for his people. . . . Really the entire way 

we do business here is quite different from a normal business." As an example, Judith stated 

that if someone is going through a difficult pen'od in his or her life, everyone tries to help, "We try 

to resolve it if we can." Judith States that another way in which Hugh demonstrates his care for 



people is through the many celebrations that take place within the company. Whenever we 

finish a big project or we get a big project, we celebrate. I think this is important because it 

increases the spirit of the team. Since people here rely on each othef sa much, they need a 

celebration to increase the spirit of the team and to rernind themselves that they have &ne 

something good." 

Earl also observed that Hugh cares for people. "Hugh brings a lot of care for the person, 

he's very sensitive to the needs of the people." Earl saw this throughout his working relationship 

with Hugh. Hugh would constantly reinforce with the senior executives of Earl's company the 

importance of "properly treating the ernployees who were going to take voluntary leaves." 

Hugh's sense of caring cornes through in the exceptional service he and his people provided to 

Earl's company. "1 also know that he also cares an awful lot for his own people and he looks 

aiter his own organization very well." 

Gloria believes that Hugh's caring for people is also evident in his fundamental value of 

building "strong, intimate, and loving relationshipsn with the people he works with. Therefore, he 

is able to attract around him a group of group of individuals who are 'extemally diverse and 

internally diverse." Even though he's a very busy person, Hugh takes tirne to build and rnaintain 

relationships because he cares about people. 

The Freedom to Work 

Judith said that she enjoys working in Hugh's cornpany because it is a "very free 

organization" where everyone is given the "freedom to work." "You are given flexibility to work 

and you can tailor the way you work in a way that's a benefit for the company." Judith says there 

are no constraints, obstacles, niles, or strict guidelines imposed on employees. The central key 

to working in this organization, according to Judith, is that ernployees must know M a t  they want 

to do because people will not give you a lot of guidance, Iike, they will not tell you what to do, 

you have to do it yourself. You have to really explore your own path." Hugh encourages and 

provides his people with a lot of freedom to do their work. Another reason that there is a good 



warking environment is that people are quite open to sharing information with each another. "If 

you want any information, y w  can find if from someone. . . . There won? be any blocks between 

people; they would never tell you no '1 won7 tell you.'" 

D e - e r n ~ m n a  Tiiles and Structure 

Judith commented that in other companies where she has warked, ernpioyees were seen 

"just as a positionn while Hugh "sees people as people." To illustrate her point, Judith provided 

the following example: 

In this company, on everyone's business cards there are no positions or titles listed, just 

the person's narne. This is also the case with Hugh. Aithough he is the president and 

chairman of the company, only his name appears on the business card. When 1 first 

came here I had trouble with that, you know, if you don? show titles how do people know 

what you're doing here? But I know it's al1 right now; it's the person that matters not the 

position. 

Peter made a sirnilar point. He says that Hugh has "had a lot of experience in terms of what 

works and what doesn't. He has seen workplaces where a hierarchical structure has its 

limitations and gets in the way." Peter sees the organization as a "community of professional 

consultants." "Whenever there is a project, people came together very quickly. There is a de- 

emphasis on tale and structure. It's the expertise that's important. That's how things get done 

here." Peter believes Hugh has created a very flexible organization. "It's an open climate here 

and if there is any structure, it is hidden. The structure exists here to help us do good work." 

Service and Peo~le Above Profit 

Peter commented that Hugh has a strong focus on service and people. Keeping an "eye 

on the financial bottom-line" is important but not the be-al1 and end-al1 of Hugh's company. Peter 



states that the f inancial bottom-fine "is nat the first thing for us; it's doing the work that needs to 

be done which is more important. The financial stuff is probably in the third or fourth position for 

Hugh." Earf stated that one of the reasons his Company retained Hugh was because he focussed 

on service and not money. "Hugh always appeared to be a step or two ahead of his wmpetitors 

and he has been leading in the area of how organizations can best cope wÏth change. I've met a 

lot of others in his line of business and none of the others are a step ahead. They are dealing 

with the status quo, in fact they are tightening up on the status quo-a lot of focus only on the 

dollar cost of the service. Hugh focusses on the individual and the dollar issues are secondary." 

Huah's Views About Work 

Peter states that Hugh works hard both within his company and for his clients to create 

workplaces where people can be their best. "Hugh deeply believes in helping people connect to 

work they do best and [finding] new innovative strategies that can support that." At a persona1 

level, Peter feels that sense of cunnection to his own work within the company. "1 enjoy it a lot. 

It very much has the feeling of a vocation. It calls for incredible cornmitment." 

Gloria said that Hugh is driven by the belief that each person must find work that is 

"Iinked to something deeper within them, and we mu3 try to do what we love doing, and 

everything flows from that." Hugh believes that we must not be trapped by our work, rather we 

must do work which is deeply rneaningful. She believes Hugh has leamed this lesson through 

personal experience. "He worked for a long time in organizations that did not support his own 

values, though he was quite successful in these organizations in btinging about positive change. 

He eventually found a business that was very aligned with his personal values." 

Hannah's Co-workers and Colle- 

Bonnie and Eleanor are the hNo cu-workers that I interviewed from Hannah's 

organization. &mie has been the company's business administrator since the business first 



began its operations. Her duties are quite varied and include 'everything from clencal support to 

office administration to clinical administrative work. I'm not a clinician but I do administration 

work on the files, public relations, wstomer relations, marketing." In cornmenting on working for 

this organization, Bonnie states, "1 love it. I cannot deny it's a great place to work. I can't 

imagine another place to work." Eleanor is an associate of the organization and has worked with 

and known Hannah for several years. She is a pain management consultant and a holistic health 

practitioner with the organization. Overall she feels it is "really wonderful" to work with Hannah 

and be açsociated with the business. 

Natalie and Josie are two of Hannah's colleagues. Natalie owns and operates her own 

cornputer-training company. She met Hannah four years ago at a business meeting, and since 

then their companies have worked together to deliver training programs to individuals on social 

assistance and unemployrnent insurance. Josie has b e n  Hannah's bookkeeper for the past few 

years- She is also a friend who has known Hannah for about 20 years. As a result, Josie 

provided many important insights about Hannah's business and personal sides. 

Eleanor said that one of the things that makes Hannah unconventional is her holistic 

philosophy-a philosophy that Hannah "lives, though she does not necessarily speak it." This 

philosophy is evident in her work with clients. "I would cal1 what we do to be quite holistic. We 

take in as rnuch of our client's life as possible. We look at as many pieces as we can which may 

be impacted by, let's say, a car accident." There is an emphasis throughout the organization on 

seeing a client holistically and considering many aspects of a client's life during the counselling 

process. 

Josie comrnented that Hannah's holistic philosophy is especially evident in the way 

Hannah approaches her life. "She's very good at concentrating at working toward a sort of a 

well-rounded, comptete lifestyle. It's a wb le  way of living. . . . Her job is a reflection of that 

certain conduct or approach. I think that she works hard to make sure that she includes 



everything." Josie believes Hannah works hard to Iive a whole life, to Iive in a "naturai way 

where she sees everything as part of the W l e  and that we should be enjoying ail of it." She 

strives to rnake time for everything, and she realizes that "Hiorking is not al1 there is to life and 

she tries to bring that idea into work." As a result, the financial aspects of her business are 

important, but she views her business as just a place to do her work. "She knows that she has to 

work to make some money and she's created a nice way to work." 

Creatina a Clirnate of Re- 

Bonnie says that she feels very cornfortable approaching Hannah about any issue. "1 

know I can approach her and that my opinion, even if it's not necessarily agreed with, certainly 

will be valued and respected. It actually relieves a lot of stress that could otherwise perhaps be 

there. I know 1 can approach whether it is a work problem or personal problem." This sense of 

respect extends to the other associates. "1 feei we al1 respect each other and we are ail able to 

be our~elves.~ This is especially evident in team meetings when the group is discussing "hotn 

issues. "We've been able to walk away from them and let it go, no hard feelings, you know. We 

just express our opinions." As a result, Bonnie feels very confident in speaking her mind. '1 

would never feel afraid of expressing an opinion that was different to everybody else's." Eleanor 

states that this climate of respect stems from Hannah's belief that "assumes that people are 

individuals and thus you have the right to your own ideas, opinions, and your autonomy." As a 

result, Eleanor knows that if one of the associates found %omet hing more interesting to don with 

his or her life, Hannah would encourage the move and respect it because it would lead to that 

person's growth. Natalie also agreed with both Bonnie and Eleanor. She says that Hannah is a 

Very sensitive individuai" who respects people. 

When she's dealing with people, for example staff and associates, she does not believe 

in a hands-on management type of style. She lets individuals evolve and figure out 



ways to do things. She's always willing to Iisten, and if they've got a good idea, shell go 

with it. 

This sensitivity and respect are also evident in Hannah's personal relationship with Natalie. 

When I deaI with Hannah, you know, I can be friendly, I can be business-like, and I can be very 

forthright without fear, because she would take that in a gocd way. I feel very, very comfortable 

in my business dealings with her." 

Providina - O~portunities - for Staff lnvolvemenf 

Bonnie States that Hannah involves her staff a great deal in the operation of the 

business. Hannah 'does not sit in her office and just simply dictate policy." Any and every 

policy or issue is always "brought to the group and their opinions are asked for." As a result, 

most of the policies corne about after grwp discussion. ûonnie feels this is important because it 

helps "everybody buy into the company on perhaps a more persona1 level than they would 

ot herwise." Natalie also remarked on the opportunities Hannah provides for staff involvement. 

"For example, she'll let Bonnie nin something, and I think that's admirable because a lot of 

people with their own business want things done in a certain way, but not Hannah. So I think she 

gives thern a lot of independence and latitude and freedorn and I think that helps her grow in the 

process." 

Eleanor believes this involvement of al1 staff contributes to a collaborative spirit within 

the organization. All the associates help one another. "1 havenY found one team member that 

doesnY work with you." Part of the reason is that associates feel more like partners in the 

business than employees. According to Josie, Hannah does not bring the attitude, "this is her 

business, and she is the boss" and the others "are just wrkers." Hannah makes her staff and 

associates feel as if the business belongs to them. 

Another reason Eleanor cites for the high level of collaboration is that "there is a lot of 

honesty throughout the company." There is a lot of information sharing and openness within the 



organization. Eleanor thinks that this may be in part due to the la& of power structure within the 

company. 

There's sornething about not having the power structure that encourages people to grow. 

We al1 know Hannah owns the company-so I guess there's power ther- when she 

needs to be the head of the company, she is. Or if she needs to point out something 

moral, she does. But mostly there's a feeling there's no head. I can't explain it in words, 

but I know what it feels Iike; if feels safe. It's safe here. 

Josie agrees with Eleanor. She has had several opportunities to work with Hannah's associates 

and, based on those expenences she has noticed that there is a very "positive climaten within the 

organization. Hannah is "always encouraging people to grow thernselves. Her associates are 

interested in teaching each other and Ieaming from each other. They are constantly growing and 

leaming." As a result, the relationships in Hannah's organization are "caring relationships." Al1 

staff are extremely dedicated and cornmitted. 

Hannah Is an Unconventional Business Person 

Natalie cornmenteci that from the first time she met Hannah, she knew Hannah was not a 

"typical business person." She related a story of the time she first met her. "1 first met her at this 

meeting. YOU have to understand my background because, I corne from IBM. Well Hannah is 

very laid back and natural. At this business meeting-we were around a table in a board m m -  

Hannah kicked off her shoes, you know, actually kicked off her shoes." She betieves Hannah is 

a genuine person who is not afraid to be herself and to "speak her mind." Even though this is 

very different from how Natalie operates, she admires the quality in Hannah. Josie raised a 

similar point about Hannah by stating that Hannah is a "non-industrial" business person. "I've 

worked in industry for many years, and Hannah is definitely non-industrial. Her approach is so 

much more personal. In industry yw're often a number, and they don7 really have any interest 



in y w r  personal life at all. You know you are there to do a job. You just are so anonymous, and 

1 don? think that promotes loyafty." 

Howard's Co-workers and Colle- 

Gordon and Martha are Howard's CO-workers who were intetviewed for this study. 

Gordon is a superintendent of education and responsible for operating special education 

programs and overseeing the elementary feeder schools. When asked how he felt about 

working at this school board Gordon said, "1 love it. It's been great having Howard as director 

because he is in the true sense of the word an educator. He has a good business sense and he 

respects people; therefore, it's a joyful place to work." Martha is a secretary at the board office. 

Throughout the interview Martha too, spoke highly of her experience working with this board. 

Reid and Donald were two of Howard's colleagues whom I intewiewed. Reid is a 

principal of a new high school within the school board. Reid stated that he has Ieamed a great 

deal about education and leadership from Howard since he joined the board. Donald is an 

elementary school principal and has worked for the board for 24 years. 

Creatina a Canna Oraanization 

Gordon stated that Howard has worked hard to create a caring system. He klieves that 

people are very important. He's a Wery empathetic man in the sense that he is concerned about 

the individual. If there is an individuai going through a personal crisis [Howard] really cornes 

through. Red tape and things like that don? get in the way. 'Let's take care of the individual.'" 

Howard's presence has brought a "strong sense of working together and people know we care." 

"it's hard to describe what we've got here because so much is the human dimension. The terrn 

that cornes to mind is a caring system-a system that respects people, a system that not only 

talks about doing things, we do things." Martha agrees with Gordon and related a personal 

example of how Howard's caring approach. 



My mother had been sick since January; then she passed away around Easter tirne. 

Shortly after that, my son went into heart surgery. Just rigM after the funeral, we got this 

cal1 he needed surgery. It was very hard coping, you know, with the death and with this 

at the same time. Yet everybody here was there for me. One girl came down from 

maternity leave a bit early to help me out. It was really nice to see how much everyone 

pulled together. When 1 came back my work was al1 caugM up. So that really made a 

difference, you know. Everyone just kind of pulled together; they were there for me. It 

was just unbelievable-the mass cards, the baking, plants, the support and it really 

makes you feel loved. 

This canng approach typifies the climate at this organization for Martha. Everyone genuinely 

cares for one another and everyone is willing to help one other. "Let's say you've got a full day 

and you need extra help. You would never hesitate to ask anyone in the building to corne and 

help you because they would be there in a minute. Mind you, it would be the same thing if they'd 

come and asked me for help. You [would] put your other work aside and you would be there for 

them." 

Martha says that Howard cares for his staff. "When my mom was ill, he would corne to 

me quite often and say, you know, "How is she feeling and how are you coping?'" i don7 know if 

you'd get that in every workplace. One thing he said that really stuck with me was 'You always 

have to remember that you have to be there for your family because family is first and family is 

very important and that's what Catholic education is al1 about.'" 

Donald talked about this family theme as well. He feels that he and many of his 

colleagues believe that this board "operates more Iike a farnily than it does a corporation." 

Donald provided a pemnal example which to him illustrates the family atmosphere at the board. 

Five years ago, I was going thrwgh a difficuit time. I was basically bumt out. 1 had 

been diagnosed as severely depressed. And I was sort of at the bottom of the pit, so to 



speak, and my professional self-esteem was at the lowest possible point it could have 

been. Now I suppose I could've been just cut loose. However, I wasn't; I received 

tremendws support from Howard and the superintendents. They helped me through a 

difficuit situation. I left school in November and went into therapy around January. 1 

wanted to do something, and they welcomed me into the board office and gave me 

sorne responsibility. I spent the remainder of the year working for the board office. It 

was a good experience for me because I was seeing things from the system's point of 

view and I was seeing the inner operations of the board office. I saw how people in this 

office relate to each other, how they relate to the other ernployees in the system. 

They're very caring people. 1 mean they put people first here. There wasn't a day when 

Howard was here in the office when he wouldn? corne down to rny office downstairs to 

talk to me. He'd ask me how 1 was doing, how I was feeling, and he was aIways there 

providing support and al1 through it building my self-esteem which I neeckd to have buiit 

back up again. 

Because of this experience, Donald "loves working for this board." In fact, he said laughingly, 

"I'd do it for nothing." He believes his experience is only one of many other personal stories 

which other staff mernbers could also share. The common element in all the stories would be 

that Howard and the superintendents "really do mean what they say and they practice that in 

their relationships with other people." 

Creatino Deeo and Authentic Relationshi~~ 

All four individuals credit Howard with helping the board's staff create an atmosphere 

that values deep relationships. Gordon cornmented that since Howard has been with the 

organization, he has noticed that relationships have deepened. In discussing his working 

relationship with Howard, Gordon said, "1 don? have to second guess what Howard wants. I feel 

very confident in how we would respond on any issue, so l feel we operate as one." Gordon's 



relationship with Howard has grown to the point at which Gordon claims, "1 can tell hirn exactly 

what 1 think. If I don't agree with sornething, you know, l'm not diplomatic. Howard can respect 

that. We are not enemies because of if. l know if I were working for other people, 1 would regret 

it for the rest of rny life. He can take criticism because he knows where it is coming from. It's 

not because 1 dislike him, or [am] trying to undemine hirn. It's because I'rn very concemeci 

about an issue." Martha agreed by saying that the relationships she has at work are "very, very 

close and positive." She believes part of the reason for this is that Howard isnl afraid to show 

his staff who he really is as a person. "A prime example is at Christmas time, we always have a 

party ourselves but always that moming he has a rnass here and he plays his guitar and that, you 

know, means a lot. He involves everybody." Reid has observed that Howard's relationship W h  

the teachers has really increased for the better over the years: anybody who's ever had to deal 

with him walks away so irnpressed with the way they've been treated. He's really believes that 

you treat everybody with respect and compassiot+that's part of ywr  faith and you should live 

your faith." Donald commented that Howard continually stresses the importance of canng, 

compassion, and authenticity in his relationships with staff and students. "Howard lives by gooâ 

principles which are basicalIy Christian pnncipies, and we try to instill them in our students and 

we find the best way to do that is by example." A critical component of maintaining authentic 

relationships is to operate from spiritual values. W e  try to infuse or integrate into the CUMCUIU~ 

our spiritual values so the curriculum isnY fragmented." 

A Strona Cornmitment to Holistic Education 

Donald stated that Howard believes deeply in holistic education because he stresses the 

importance of developing the whole child. "Gandhi said 'the developrnent of the mind and the 

body go hand in hand.'" Howard has said many times that the development of a person is 

lopsided unless aii dimensions of a person are addressed. i think, therefore, that the education 

is the development of the total and whole person, the development of the cognitive, the spiritual 

dimension, and other dimensions." Reid also said that Howard is a very genuine person-"very 



honest, very cornpassionate, really believes in the quality of education and he really believes 

you [have] got the total being." He has heard Howard çpeak many times to principals and 

teachers, and one of Howard's fundamental beliefs is that "yw look at the child as if the child is 

Christ and you treat the chi1d as if he or she were Christ." Reid stated that Howard has 

influenced him a great deal, and as a result, he has corne to see his lole as a principal much 

more differently than in the past. He understands now that everything he and his staff do is 

connected to the lives of the students and in tum impacts on their future. "If I can affect anything 

in rny time here rit] is that we have to instill in ail of us that this is life and everything we do is 

connecteci to what the students are going to do after they graduate f rom here." 

The Immrtance of Ref lection 

Donald related that Howard has brought to the board a recognition of the importance of 

reflection time. Howard regularly reinforces the importance of reflection time with the principals 

and teachers. Donald has integrated this value into his work with both his staff and colleagues. 

With his staff, "we take time to reflect on our teaching practices, to take time to reflect on 

change, to take time to talk about change." This helps his staff make sense of the changes 

taking place in the system and the field of education. Donald has also found that other principals 

have begun valuing reflection. "As a group of principals we sit down and talk to each other about 

our problems and issues without fear of ridicule. We do that quite frequently, formally and 

infomally, and we work with Howard present or with the superintendents; we always feel free to 

do so." 

Howard Has a Positive A D D ~ O ~ C ~  to Chan= 

Donald believes that Howard has a very positive approach to change, both at a personal 

and at an organizational level. "He always talks about [how] we're al1 on a continuum of growth, 



that growth is positive, growth is good, but we're al1 on a continuum, . . . at different points." 

Donald believes that Howard sees it as his job to provide support for his staff no matter where 

they are on the continuum and to create an environment Were  iridividuals can take risks to 

change." Howard does so in a way that he makes change as non-threatening as possible. 

Donald believes Howard has been suçcessful in this because he encourages discussion among 

the staff about the board's vision. "Everyone knows where we want to go and what we want to 

be and where we want ouf students to be men they graduate." Gordon also said that Howard is 

a person who likes to have a vision but really "appreciates the value of a collective vision." 

Howard "exudes a sense of appreciation to what his staff are doing and what we are trying to do." 

In reflecting on Howard's overall approach to change, Donald stated that Howard "has 

been there like a steady rock, providing drive and support and saying 'look you know you're 

doing the best you can; I know that and I support you.'" Howard's high energy level, which stems 

from his passion for education. Gordon believes that Howard is an important role mode1 to other 

staff when it comes to dealing positively with change. 

Just because you did something this way today doesnY mean you will do it that way 

tomorrow-that describes Howard. If he were the same thing tomorrow as he is today, 

that wouldn't be Howard. He is a Iifelong leamer in the tnie sense of the word. He's 

constantly upgrading himself . 

Howard's approach to change impacts on the day-to-day running of the organization. Gordon 

says that there is a lot of change happening within the organization. In fact, he said that Howard 

at times needs to slow down because he "moves t w  quickly through change and the rest of us 

need time to catch up." Yet despite the constant change, "ironically there is also a lot of stability 

here." 



Howard's A~oroach to Leadership 

Donald stated that as a leader. "Howard has bmght to this system a vision and a 

direction and he's been the type of director that walks the talk very well and so is admired by his 

colleagues." Reid said that one of the qualities he has noticed in Howard is that "he never 

cornes to you and says this is the way it has to be." Reid explained that the schwl board just 

finished building a new high school. Reid is the principal of the school and says Howard gave 

him complete freedom and control over the entire project. "How many directors would give that 

rnuch control? Not many. I was responsible for the project and it was exciting." Reid says that 

Howard chaIlenges people by subtly planting the seed of an idea or asking a question. "He's 

always planting seeds." 

Martha related that most people in the system do not recognize Howard's commitrnent 

and the "many hours he puts in a day." She said "if a problern cmps up he's always there rigM 

away to try and figure the problem out and solve the problem but yet try to do it from a Christian 

point of view." 

Howard also is open to his cornrnunity. For example, he never hesitates to take a call. 

According to Martha: "He wants to take al! the calls and try and help people out or with their 

concerns. Like instead of putting them on hold or give them to his secretary, he wants the calls." 

Donald t w  stated that Howard is an accessible leader who makes an effort to go out to the 

schools ar;d talk to teachers and the students. We've had numerous meetings with Howard 

where he's talked to staff, he's talked to the PTA, he's talked to parents about the changes that 

are going on in education and he's always done it in a non-threatening way." 

Gordon added to the discussion by saying that as a leader, Howard has a "global 

perspective on things." In other words, Howard is able to see things broadly and often tries to 

share this global perspective with his staff. Gordon has often heard Howard state in meetings 

with staff, "if one person does good, it reflects good on al1 of us." So Gordon believes that 

Howard's ability to see things globally helps him appreciate the contribution everyone makes to 

the wb le  system. 



Reid credits Howard with bringing to the board a sense of openness among staff. 

We've been open, we've communicated and now wemre thinking in terms of the total picture and 

not just in isolation in terrns of our own schools. Wemre more aware of everybody's needs as 

oppsed ta fighting for our own needs. There's a more compassionate understanding of 

everyone as we have a better picture of the whole system." 



CHAPTER FIVE: INTEGRATING AND INTERPRETING THE FlNDlNGS 

This chapter is devoted to integrating and interpreting the findings. Patton (1990) states 

that a key part of interpreting the findings of a qualitative study is to "constnict a framework for 

cornmunicating the essence of what the data reveal" (p. 423). Patton also states it is a process 

of going beyond what the descriptive data says to understanding and rnaking sense of the 

participants' experiences. 

I considered Patton's words and began the interpretation process by returning to the 

data. As I began to think about a possible framework to help me communicate the essence of 

the findings of this study, I found myself reflecting on the data as a whole. This was a very 

different process from what I had used in the analysis, where t was concerned with specifics of 

the data. As I began to see the data more as a whole, two central ideas surfaced which helped 

me to develop a framework for interpreting essence of the data. 1 will discuss these two ideas in 

the section below. 

Oiscovenna the Term Holsense 

One of the discoveries I made as I lwked at the data as a whoIe was that al1 

participants, though very different from one other, did share one comrnon quality. As 1 thought 

about a word to describe this quality, the terrn "holsensew came to rnind. lntuitively, 1 knew that 

this tenn somehow conectly described these four participants. Even though 1 did not know what 

the terni meant, it "feltw right. So I went to a dictionary to attempt to define the term holsense. 

The first part was easy because "holu stems from the Greek word uholosn which means whole. 

Then I looked up the word "sensen and found that it had several definitions. First it was defined 

as meaning. Second, it was defined as having an acquired perspective. Third, it was defined as 

an abilrty to make sound choices and decisions. 

I then used these definitions as a guide and applied thern to the findings of this study. 

Surprisingly, 1 found that the definitions fit. For example, holsense could be broadly defined as 

having a sense of the whole. I believe that all participants did share this sense of the whole or 



this abiIity to appreciate and understand holism. Furthemore, holsense could also be more 

specifically defined in the following three ways: (1) the meaning of holism; (2) an aquired 

holistic perspective; and (3) an abiiity to make sound choices and decisions based on a holistic 

wofidview. When I appiied these definitions to the findings, I found a natural and remarkable 

connection. For exampie, the participants spoke about the meaning of holism by sharing their 

conceptions of holism. The padicipants also spoke about how they aquired their holistic 

perspective by relating the many factors which influcnced them in their life and work. Finally, the 

participants spoke about how they made choices and decisions in the lives based on their holistic 

worldview. These choices and decisions were especially evident when the participants spoke 

about their holistic woridview and how this was evident in their work and organizations. 

Discoverina the Levels of Holism 

The second important idea that came to me as I lcmked at the data as a wtiole was that 

whenever the participants spoke about holism they did so on many different levels. For 

example, the participants spoke about holism on a very personal level. They also spoke about 

holism on a more global level by talking about issues of the environment and sustainabil@. 

Holism was referred to on a organizational level as well, as participants explained how their 

organizations reflect their holistic woridview. As I thought about this idea of the levels of holism, 

I felt it was another important and useful framework for understanding the data. It was also an 

idea that was already discussed within the Merature. For example Miller (1991) states that the 

key to understanding holism and holistic theory is to describe the levels of wholeness. 

With this in mind, I began to consider this idea of the levels of holism in relationship to 

my data and I once again found a fit. As I reviewed the data, I found that rny participants spoke 

about holism on five different levels. The personal level dealt with individual aspects of holism 

specific to each participant. The relational levei of holism dealt with how participants spdce of 

and viewed relationships with others. The vocational level of holism dealt with how participants 

spoke about the holistic aspects of their work. The organizational level of holisrn deait with how 

holism surfaced within their organizations. Finally, the global level of holism deait with the 



environmental, ecological, or social issues which each participant disaissed in the study. Miller 

(1991) States if we are to use levels of holism to understand holistic theory "we must state up 

front that our classifications are arbitrary and fluid" (p. 25). Therefore, it will be important to 

understand that the five levels identified above do not represent the "only" levels of holism or 

holistic theory. Rather the five levels of holism in this study are specific to the experiences of 

the participants. Therefore, in the pages that follow, I will attempt to use the concepts of 

holsense and the levels of holism as a basic framework for integrating and interpreting the 

findings of this study. 

Holsense: Ex~lorina the Meaninu - of Holism 

The meaning of holisrn is somewhat different for each participant. Despite this 

difference, there were several common themes which emerged within the participants' 

conceptions of holism. These included the themes of wholeness, spirituality, and the 

environmen?. In addition, Holly spoke of unconditional love and self-sustainability as two 

additional themes important in her conception of holism. Each of these themes also relates to 

the several levels of holism. For example, vrithin the personal level of holism, the participant 

discussed the themes of wholeness and spirituality. Within the relational level of holism is 

Holly's theme of unconditional love. Holly's theme of self-sustainability seems to fit well in the 

vocational level of holisrn. Finaily, the environmental theme can be categorized under the global 

level of holisrn. In the section below, I will review the participants' conceptions of holism in 

relation to these thernes and levels. This will be followed by a chart summarizing the key points 

of the discussion. 

The Personal Level 

The Theme of Wholenea. An important theme in the conception of holism for each 

participant is the idea of wholeness. The conception of holism for both Howard and Hugh 

involves the recognition that they and others are whole people with many dimensions including 

the mental, physical, emotional, and spiritual. Both participants expressed that it is important for 



al1 these dimensions to be fully developed, especially in the workplace. Holly's conception of 

holism also demonstrates the element of wholeness because she sees it as recognizing and 

accepting the *interdependency and interconnectionœ of everything. This means acknowledging 

that "everything" we do is in some way dependent on everything else. Holiy sees this 

interdependency quite broadly because for her it means being aware of how we treat our bodies, 

other people and our environment. Hannah's understanding of wholeness is evident as she 

speaks of the "life force" and "cycle of life." This means recognizing that the whole wr ld  and Iife 

are connected by a life force which is continually involved in an unfolding and cyclicat process of 

change and evolution. Hannah further believes that we can appreciate this wtiole at an 

individual level by "waiting for things to unfold." This means taking the time to leam to see the 

cycle of life unfold within our own lives. 

The Theme of S~intualitv. A spiritual theme was another important part of the 

participants' conception of holism. Howard spoke at length about the spiritual dimension of 

holism. He believes that people are transformed and changed spiritually. It is Howard's 

viewpoint that the spiritual dimension is an important part in every person's life and is a 

dimension which must be cultivated. Hugh and Hannah also spoke of the importance of 

spirituality. Hannah provided an interesting conception of spirituality as valuing "unseen 

energies" within and among people. Holly refened to it as a process of searching for the 

metaphors in life. These metaphors enable her to understand the meaning of life at a deeper 

level. 

Another critical element of the spiritual theme of holism for each participant was the 

importance of cultivating one's own spintual life. For example, Howard spoke about the 

importance of his own prayer life and reflection time as a way in wtiich he cultivates his spiritual 

dimension. Holly, too, spoke of the importance of personal reflection or "quiet tirne" as a way of 

nurtunng her own spirituality. Hugh cuftivates his own spirituality through his daily practice of 

meditation. During this practice, Hugh is able Io draw upon "his inner strengths" and calls upon 

"te powers of the universe" to help hirn in his daily life. Hannah develops her spiritual 



dimension by taking the time to "feed her soul." She finds it necessary "t go inside herself" on a 

regular basis to re-energize her soul. If she cannot do this, then she gets a desperate feeling of 

inner fatigue. 

As the participants spoke about the importance of spirituality, they al1 felt it was critical to 

make the distinction between spirituality and religion. Holly and Hannah both said that when 

they refer to spirituality it is not in a religious sense. They see the two as being very different. 

Hugh and Howard explained this difference by saying that religion consists of the rules, dogmas, 

and institutions associated with a particular faith. In contrast, spirituality is the fundamental 

acceptance that as humans we are spiritual beings. Furthemore, they said that this element of 

spintualrty is central 10 holism and is often ignored. They continued by saying that the element 

of spirituality has also been ignored within workplace, and bath men have made a conscious 

effort to introduce spirituaiity in their work environments. 

The Relational Level 

The Theme of Unconditional Love. Holly stated that another important theme in her 

conception of holism is one of unconditional love. This idea first came to her when she studied 

the course in miracles several years ago. ln ttie course she leamed that in life there are only two 

things, love and fear. Since taking the course, she has recognized that the elernent of 

unconditional love is especially important in how she relates to others. Holly atternpts to interact 

with others using a basis of unconditional love. This means that she always sees the best in 

people and then acts accordingly. She essentially relates to others from a foundation of love, 

instead of fear. 

The Vocational Level 

The Theme of Self-Su-inability. Self-sustainability was also a an important therne in 

Holly's conception of holism. She believes that inherent within holisrn is an understanding that 



one's sense of security cornes from within. For Holly this means that as individuals, we must 

understand that we are responsible for w r  own sustainability in ternis of our own health, our 

relationships, and ouf livelihood. Holly said that this element of holism is more recent in her 

thinking but is becoming more important. She believes self-sustainability is an idea which must 

flourish if we are to help people becorne successful in today's workplace. What Holly means by 

this is that as the workplace becomes l e s  secure and more unstable, organizations are no 

longer sources of guaranteed wrk. People's sense of secunty is no longer tied to an 

organization or a job. Instead, people will increasingly need to be self-sustainable and begin to 

develop a sense of inner security. 

The Global tevel 

The Theme of the Environmenf. Ail participants also spoke about the importance of the 

environmental or ecological theme of holism. Hannah talked about how her deep cannection to 

nature was an important part of holism. She has a deep respect for nature, which was nurtured 

her father when Hannah was a child. It was later deepened in her life m e n  she lived on the farm 

with her family. For Hannah, the themes of the environment and spirituality are connected. She 

finds that spending time in nature to appreciate the beauty of it is an important way that she 

feeds her soul. Holly also çpd<e of the environmental theme of holism in ternis of discussing 

the recognition that we Iive in an interdependent worid and al1 our actions affect everything, 

including the environment. This environmental theme is reflected in Holly's interest in the area 

of sustainable development. Howard and Hugh spoke about the environmental theme as being 

a more recent part in their conception of holism. Both said that they are noticing that their 

awareness of environmental and ecological issues is increasing. Hugh said he can no longer 

read anything in the business literature without confronting the environmental issue. Howard 

talked about how he is beginning to understand how his own actions impact on the world. As 

Howard spoke, he related his cunent understanding of the environmental therne of holism in 

regards to the creation story found in book of Genesis within the Bible. Howard said that the 



Bible dates that God created the world in six days and rested on the seventh. Using the story of 

creation from the Bible as a metaphor, Howard contends thai on the seventh day God turned 

over the act of creation to humans. So Howard believes that humans are co-creators in the 

process of creation, and that this process continues to this very day. So Howard has corne to 

see himself as a CO-creator of the world and is now much more sensitive of the connection which 

exists between his daily actions and his environment. 

nceotions of Holism: An Evolvina Proce= 

As participants spoke about their conceptions of holism, a key issue began to emerge 

from the data. Ali four participants said that their understanding of the meaning of holism is not 

static. Rather, their rneanings and conceptions of holism are always evolving, changing, and 

deepening. For exarnple, Holly said that working holistically has been and continues to be very 

profound for her but that she still only understands the surface. This irnplies that she ôelieves 

she has rnuch more to leam about holisrn. In the case of Hugh and Howard, both said that the 

environment is a more ment therne in their conception of holism. They both admit that their 

thinking about this therne is still unfolding within them. 

Bath Hannah and Howard provided a couple of interesting metaphors when describing 

their evolving conceptions of holism. For example, Hannah saw her conception of holism as a 

jigsaw puzzle. AS Hannah's life unfolds, she gets new pieces to the puzzle which serve to 

deepen her understanding of holisrn. She sees the process of completing this holism puzzle as a 

Iifelong and never-ending endeavour. Howard referred to his conception of holism as being 

made up of many "building blocks" which he has acquired over the years. His conception of 

holisrn continues to evolve and change as he adds more building blocks. 

The following chart summarizes the above discussion on the meaning of holism. 
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Reflectina on the Mmnina of Holism 

When we examine the conceptions of holism held by these four participants, we can see 

both variability and similarity. For exarnple, within the theme of wholeness, participants had 

either a very specific view of wholeness or a very broad view of wtioleness. Howard and Hugh 

saw wholeness as essentially seeing themselves and others as whole people. Holly and Hannah 

had a rnuch more broader view of wholeness. Holly saw it as accepting the interconnectedness 

and interdependency of everything. Hannah saw it as a life force or cycle of life which pervades 

everything. 

Another source of variabilrty comes from Holly wtio described two additional themes in 

her conception of holism; these included the themes of unconditional love and of 

self-sustainability. There was also some variability when al1 four participants spoke of the 

environmental theme in their conception of holism. In discussing this theme, it seemed that for 



Howard and Hugh it was a more recent part of their understanding of holism. Holly saw the 

environmental theme quite broadly in regards to sustainability. Hannah expressed a more 

personal view of nature by relating her deep reverence and connection to it. 

There was a great degree of similarity among al1 participants when they spoke of the 

spiritual theme. For instance. when discussing spirituaMy, three common issues emerged. First, 

spirituality is a a r e  element of holisrn. Second, we must cuttivate this spintual dimension in ouf 

own lives. Third, there is a distinction between spirituality and religion. 

Another irrteresting pattern to emerge from the findings is that conception of holisrn for 

each participant is not static. Their conceptions are always evolving. Holly believes she has 

only scratched the surface in her understanding of holism. Hugh and Howard are both now 

beginning to integrate the environmental theme into their conception of holism. Howard's 

conception continues to change as his life experience adds different building blocks to his 

understanding of holism. Hannah's conception changes and evolves as she gets different pieces 

in her holistic puzzle. 

W hat the f indings from this study suggest is that conceptions of holism c m  be highly 

variable and unique. In other words, there seems to be no one way to understand holism; rather, 

there are many ways. Furthemore, it seems that individuals have different degrees of 

understanding of holism. This becomes extremely clear when we examine the participants' 

conceptions within the five levels of holisrn. For example, Holly appeared to have a broader 

conception of holism because she spoke about it from each of the five different levels. Howard, 

on the other hand, dernonstrated an extremely strong understanding of the personal level of 

holism (especially the spifitual theme). Yet, like Hugh, his understanding of the global level of 

holism was not as strong because it was just being formed. 

Holsense: Acauirina a Holistic Persoective 

Each participant related many factors which influenced them in acquiring their holistic 

perspective. As I reviewed these factors, I found once again that the participants qmke of many 



levels of influential experiences. In the section below we will review the many levels of 

experiences which influenced in how the participants acquired their holistic worldview. This will 

be followed by a chart surnmarizing the key points of this discussion, 

The Personal Level: lnfluential Personal Ex~erienc@ 

Several participants told çtories of personal experiences wtiich were responsible for 

helping thern acquire their holistic perspective. Holly related two specific health-related 

experiences which helped her leam about holism. The first occurred when she was diagnosed 

with having a neurological illness. This experience made her look seriously at her lifestyle. 

Holly described her lifestyle, up to that point, as one centred mainly on her career. She 

eventually recovered from her condition because she made a significant lifestyle change. The 

second health-related experience occurred years later when Holly leamed that she had cervical 

cancer. This tirne she was forced to lmk even more deeply into her life. She realized again that 

she had a lifestyle which focusseci almost entirely upon her career. She again made some 

significant changes in her lifestyle and recovered. Holly said these two experiences were 

influential because they affected her health and made her realize her own mortality. 

Hugh related three specific experiences which allowed him to appreciate what he called 

"the power within." The first experience occuned when he leamed biofeedback. This enabled 

him to leam how to control his body with his mind and thereby eliminate his migraine headaches. 

The second expenence took place in a leadership development program where Hugh leamed 

about the power of visualization. This experience led Hugh to acquire his daily practice of 

meditation. More recently, Hugh related the story of leaming about the "power of the heart" that 

allowed him to gain "inner strength" and "balance." Another infIuentia1 personal experience for 

Hugh occuned at a particularly challenging point in his life. He had reached a point where he 

was dissatisfied with his work, his relationship with his wife, and with his own heatth. This time it 

was a major turning point in Hugh's Iife, because he initiated many personal changes. He left his 



job, separatecl f rom his wif e, and got back into shape. He leamed t hrough t his expenence t hat 

he was able to initiate personal change and retum to living a more whole life. 

Hannah shared two influential personal expefiences which she descnbed as k i n g  

"religious in nature, but without the religion." The firçt occurred as a teenager, m e n  she was 

awest~ck and overwtielmed by the beauty of nature. Hannah said this experience allowed her 

gain an acceptance of the world. The second experience occurred soon after the death of her 

fattter when Hannah was visited by her fathefs spirit. This extraordinary experience allowed 

Hannah to understand that the life force continues because her father's spirit Iives. 

The Relational Level: lnfluential Peom 

AI1 four participants related examples of people who influenced them to acquire their 

holistic awareness. Holly cited the influence of her godmother who helped her becorne "aware of 

the inferconnectedness of things." Holly's son was also instrumental in helping her understand 

holism because she had to view her son holistically in order to help in deal with his hyperactivity. 

Hannah and Hugh both cited their fathers as being very influential. Hugh said that his father 

played a pivotal role in developing his holistic worldview. From his father, he leamed the 

importance of creating work environments where people can be their very best. This single idea 

has really been at the core of Hugh's approach to work. Hannah said her father was influential 

because he encouraged her in a loving way by expressing his belief that she could do whatever 

she put her mind to. He also created in her a deep respect for nature. Howard spoke about 

several influential people in his life. The first was a high schwi principal who demonstrated to 

him the importance of developing more than just academics. Another influential person was the 

religious coordinator who told Howard that Catholic education lodted at developing the whole 

child. This idea influenced how he came to view his role as a teacher. Howard also learned 

more fomally about the topic of holism from two individuals. He first heard the term used by a 

pastor who talked about holism in relationship to a holistic health centre. He then learned about 



holism and holistic educatbn from a universrty professor who helped him put labels on ideas he 

had already amved at for himself. 

The Oraanizational Level: lnfluential Work ExDeriences 

The four participants related rnany stories of how influential work experiences shaped 

their understanding of holism. Hannah told the story about the tirne she applied for a business 

loan. After several attempts, the bank turned down her loan application and, upon hearing the 

news, Hannah thought she would have to close her business. When she told her associates 

this, none of them thwght about closing d o m  the business. lnstead they rallied together and 

came up with strategies to secure financial support which kept the business going. Hannah was 

overwhelmed by the response of her associates. She quickly learned the importance of 

tearnwork and the interdependency of relationships. She in tum has made these m e  values for 

her business. 

Hugh told severaf stories of work experiences which helped hirn acquire his holistic 

perspective. The first experience at the potash mine taught Hugh how to create a highly 

productive and exciting workplace by concentrating on treating people right. He also leamed 

that business often doesn? treat people right. Hugh witnessed another Company he worked for 

eliminate a thousand jobs without concern for the welfare of the displaced employees. This 

experience was pivotal because Hugh began to realize that he could no longer work in 

organizations which treated people in this manner. This experience also led Hugh to leave the 

corporate world and create a organization based on his own holistic values. 

Holly's influential work experience occurred a couple of years ago while attending a 

seminar. She had what she describeci as a breakthrough in her thinking about leadership. Up to 

that point in fier career, Holly was always uncornfortable with being called a leader. The reason 

for this was that she associated leadership with negative concepts of çontrol and manipulation of 

others. She did not want to associate herself with these concepts. When Holly had her 

breakthrough, she realized that she was not a traditional leader but instead was a holistic leader. 



This breakthrough was an irnpoRant insight for her because she became much more cornfortable 

in seeing herçelf as a holistic leader. This insigM also gave HolIy the courage to not be afraid to 

be a holistic leader both within her organization and her cornmunity. 

Howard spke abart several work experiences which helped him acquire his holistic 

perspective. His experiences in helping Polish immigrants settle into his school cornrnunrty 

provided him with a greater understanding of the emotional aspects of holism. His more recent 

experience in helping his school board through the proces of creating their statement of 

direction was another influential work experience. Through this experience Howard leamed 

several things such as the importance of building a sense of comrnunity whife involving al1 

stakeholders in creating a ucollectiven vision for the future. 

The following chaR summarizes the above discussion on acquiring a holistic perspective. 
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Reflectina on Acauirina A Holistic PerSgective 

We can see that there is a wide variety of experiences which influence an individual in 

acquiring a holistic perspective. Most participants did not speak of one specific experience 

which completely transfoned their lives. Instead, they spoke of many influential experiences 

which occurred at a personal, relational, and organizational levels. The experiences which took 

place at the organizational level seem to have influenced the way the participants approach their 

work and their organizations. The most interesting experiences seem to be the ones that 

occurred at a personal or relational level. These experiences were the most instrumental in 

shaping the participants' conception of holisrn and thereby influencing them in acquiring a more 

holistic perspective. 

When we look more closely at the influential personal and relational experiences, we see 

that each participant came to acquire his or her holistic perspective through a different process. 

For example, Holly dealt with tM> life-threatening illnesses which forced her to stop and reassess 

her life. These two experiences made her very rnuch aware of her own rnortalrty. After each 

experience, she made changes to her life in order to try to live a more balanced and holistic 

Iifestyle. Holly's experience suggests that one can come to acquire a holistic perspective from 

dealing with serious life events which force a person to fundamentally reassess his or her way of 

living. 

Hugh's personal experiences enabled him to appreciate the hidden capabilities within his 

own body and helped him to see himself as a whole being. Based on these experiences, Hugh 

incorporated biofeedback, visualization, and heartmath into his daily life. Hugh's experience 

suggests that one can come to acquire a holistic perspective by learning about the extraordinary 

and often latent human capacities within each person. 

Hannah related two experiences that allowed her to enmunter the spiritual or 

transcendental realm of life. By experiencing the awe of nature, and by k ing  visited by her 

fathefs spirit, Hannah was put into a position in which she was confronted with very spiritual 



aspects of life. Hannah did not dismiss these events, but rather integrated them into her 

conception of holism. It is no surprise to see that central to Hannah's conception of holism is an 

appreciation of the cycle of life and the universal Iife force, as wefl as a deep reverence for 

nature. Hannah's experience suggests that one cm corne to acquire a holistic perspective by 

having experiences which put one in contact with the spiritual or transcendental realms of life. 

In cornparison with the other three participants, Howard could be regarded a student of 

holism. He was influenced a great deal &y teachers he had in his life. He was also influenced by 

several holistic concepts (e.g., virtue) which he learned in the many courses he took at an 

undergraduate and graduate level. During these courses, Howard was able to leam and study 

more forrnally about the philosophy of holism. Howard not only Iearned about holism but also 

integrated this learning into his role as an educator. Howard's experience suggests that one c m  

come to acquire a holistic perspective by learning about holisrn frorn teachers and thrwgh 

courses. 

Holsense: The Abilitv to Make Sound Choices and Reach Decisions Based on a Holistic 
Worldview 

Holsense can also be defined as the ability to rnake sound choices and reach decisions 

based on a holistic worldview. This is where same of this study's most interesting findings have 

emerged. Despite the vaflability in their conceptions of tiolisrn and influencing factors, there was 

a great deal of consistency in the ways the participants' holistic worldview was evident in their 

work and organizations. In this section we will review this by exploring how each participant and 

the 16 CO-workers and colleagues related the many examples at the personal, relational, 

vocational, organizational, and global fevels of holism. This will be followed by a chart 

surnrnarizing the key points of this discussion. 

The Personal Level 

Cultivatina the Sbiritual Dimension. As we have seen, al1 participants spoke at length 

about the importance of the spiritual dimension. Each participant also related specific examples 



of how they go abwt cultivating their own spirituality. Holly values her private tirne and spends 

it engaged in "regenerative kinds of activities." These allow her to reflect on the holistic 

principles that guide her life. When she awakes in the moming Holly spends same quiet time in 

prayer and meditat ion and expresses her gratitude and appreciation. She also t hinks about the 

day ahead and asks for guidance that her behaviour be directed for the highest goad. At the end 

of the day, Holly goes for a walk in which she contemplates on the day and just before going to 

sleep, she spends some quiet time again in a state of gratitude and appreciation. Hugh spoke 

abwt the importance of taking care of himself physically, rnentally, ernotionally, and spiritually. 

Each moming he exercises for an hour and then spends an hour meditating. During his 

meditation, Hugh repeats many positive affirmations to himself and reflects on the core values 

and purpose of his life. Hannah said she has a need to go inside herself and feed her soul. She 

accomplishes this by being close to nature and taking the time to stop, sit, and reflect. Howard 

believes we al1 must engage in a process of meditation or introspection because it allows us to 

"get in touch" with our spiritual dimension. He cultivates his spiritual life through prayer. He 

spends time every day in what he calls formal and informal prayer. During formal prayer, 

Howard meditates on Biblical scriptures and prayers. During informal prayer, Howard engages in 

an ongoing dialogue with God when he asks for support and guidance and prays for the people in 

his life. 

The Relational Level 

All participants said that personal relationships are critical in their lives. Hugh stated that 

'relationships are everything." He learned this lesson throughout his Iife and has corne to the 

conclusion that relationships are the only thing that matters to him. Hannah agrees with Hugh. 

She says that relationships are very important to her and so she takes responsibility for their 

success. Holly believes that relationships are the "core of everything we are about" and over 

the past few years she has become more aware of the importance of her relationships with her 

family. Howard has a deep reverence for relationships and approaches thern from a spiritual 



base. He tries to see and treat people as though they were Jesus Christ. A critical element for 

Howard in his relationships is authenticity. He rnakes a conscious effort to be real and authentic 

and he goes out of his way to let people in the school system get to know the "real" Howard. 

The Vocational Level 

The participants' holistic worldview was evident at the vocational level of holism. This 

was best seen by the participants' emphasis on the importance of meaningful work. Holly 

believes that meaningful work is a holistic issue. She feels that part of working holistically 

means recognizing that rneaningful work is very important to the individual. She states that as a 

Society, we must begin to seriously encourage and teach people to seek and to create 

meaningful work. Holly elaborated on her conception of meaningful work by reflecting on how 

she sees her own work. HolIy sees her work as a calling. This calling is not necessarily tied to 

her present job or organization. Instead, Holly feels that her calling is related to leaming and 

sharing her understanding of holism with others. Holly alsa states that work can become 

meaningful if it involves others in an interdependent way. 

Hannah agrees with Holly. Hannah feels that work becomes meaningful when it is done 

in collaboration with others. Therefore, she attempts to provide her staff with a great degree of 

freedom to engage in meaningfully challenging work. Furthemore, she provides al1 her staff the 

opportunity to work collaboratively with each other. Hannah also said that work is meaningful 

when it is challenging and "connected to something biggef beyond the individual. 

Hugh also sees his work is also a calling. His calling involves making wark in institutions 

more humane by finding ways of returning "spirituality and heart to the workplace." He has 

always tried to create workplaces where people can be their best. Hugh also believes that for 

work to be rneaningful, it must be balanced and integrated into one's Mole life. He has leamed 

through personal expen'ence that if one is absorbeci in one's work then one's family and personal 

Iif e suffer. 



Howard believes deeply that God calls each individual to do work which is rneaningful. 

He said that his current position is not just a job for him, but rather something he was called to 

do. Howard Iinked his concept of vocation and calling with his prayer life, for it is through his 

prayer Iife and meditations that he has been able to hear his calling. He explained, for example, 

that he never intended to be a director of education, but that he was led into the position through 

an inner knowing gained from his prayer life. Howard also believes that another way to 

determine one's calling, or see if work is personally rneaningful, is to determine if it is fun. He 

said he frequently asks his staff if they are having fun at wark. He feels wark is meaningful when 

it is fun and filled with joy. If it is not, then it is not rneaningful. Howard believes that the only 

way to discover meaningful work is by getting in touch with oneself, specifically thrwgh 

introspection. So by f requently asking his staff if t hey are having fun at work, Howard is 

atternpting to help them become more introspective. 

The Oraanizat ional Level 

The participants provided many examples of how their holistic woridview is reflected 

within their organizations. These findings represent some of the rnost fascinating resutts of the 

study. It was remarkable to see how many similarities existed in the four organizations where 

the participants worked. It was also very interesting to see the cornmon thernes that emerged 

from my discussions with the CO-workers and colleagues. Two broad thernes ernerged at the 

organizational level. These included creating a holistic organization and taking a holistic 

approach to leadership. 

Çreatina a Holistic Oraanization 

Many examples were provideâ which demonstrated how each participant has atternpted 

to create a holistic organization. Three specific themes were described: valuing wholeness at 



work, having a Gare and concem for people, and providing freedum and opportunity for 

involvement. 

Valuina - Wholeness at Work. Gloria said that Hugh is a peson who values wholeness, 

and that this makes him a very different kind of business person because he "doesn't fit the 

norm." Hugh's interest in wholeness is evident in both his personal Iife and in the way he deals 

with his staff and clients. E arl comrnerrted that when he wrked with Hugh, he observecl that 

Hugh always expressed a concem for "al1 aspects" of Earl's employees. Peter confirmed this by 

çtating that Hugh "clearly values" al1 dimensions of people and allows these dimensions to be 

expressed in the workplace. Hugh said that his holistic worldview is most clearly evident in his 

company's services. These services go against the conventional wisdom of the outplacement 

industry because they are human-centred. For example. Hugh said that his products and 

services focus on the inner dimension and foster a sense of self-responsibility on the part of the 

client. Their services also promote clients working together in a collaborative way to help each 

other secure employment. Hugh's holistic worldview is also evident in the company's four core 

missions. These include to provide quality work and service, create an environment where 

people can be their best, be financially successful, and give back to the community. Unlike most 

businesses that focus solely on profit, Hugh's company's mission statement reflects a more 

holistic way of running a business. To ensure this, Hugh and his staff hold quarterly 

"accornplishment meetings" to review how well the Company is doing in achieving the four 

missions. 

Both Eleanor and Josie spoke at length about Hannah's holistic values. Eleanor said she 

believes that the approach that Hannah and her associates take when working with clients is 

"quite holistic." This holistic focus stems from Hannah because her holistic worldview is "alive." 

Hannah also presented many examples which demonstrate how her organization reflects her 

holistic values. Hannah and her associates view their clients holistically because it is their 

obligation to see their clients as "whole people." Hannah's holistic values are aIso evident in her 

assumptions about health care and the field of medicine. Contrary to the medical model, 

Hannah and her associates assume health, instead of disease, when working with clients. Each 



associate is a facilitator of a healing process, instead of a dispenser of medications As 

facilitators of healing, the associates attempt to shift the responsibility for healing to the client. 

Hannah believes this is an important part of their process because the clients begin to see that 

they can heal themselves. Hannah contrasts her approach with the medical rnodel, in which the 

locus of control is typically with the physician. Another way in which she has tned to work 

holistically is by incorporating Reiki into the company's core services. 

Howard most clearly demonstrates his holistic values thrwgh his deep cornmitment to 

holistic education. Both Donald and Reid cornmented on Howard's commitrnent by stating that 

he constantly reinforces arnong teachers the importance of developing the "whole child." 

Howard's comrnitrnent to holism does not end with the students. He also takes the same 

approach with his staff. This can best be seen by Howard's encouragement of his staff to 

engage in ref lection. Donald is a principal who has seen the value of reflection and has 

integrated it with his staff and fellow principals. Donald also rnentioned that Howard's holistic 

values are reflected in his spiritual approach to education. Spirituality is integrated within the 

cumculum so that the cumculum is not fragmented. Howard's spiritual approach recognizes that 

children are transfomed more by what they live then by what they leam from a book or a test. 

Children will leam more from how teachers behave than by Mat  teachers say in the classroorn. 

As a result, Howard and his staff are very cognizant that the way they behave must be consistent 

with the values they espouse. 

Concern and Gare for Peo~le. All four participants were described by their co-workers 

and colleagues as being individuals who care deeply for their staff and clients. Judith said that 

Hugh is a very caring person. Gloria made the point that Hugh dernonstrates his care by being 

interested in people personally as well as professionally. She said Hugh leads the way in his 

own organization by being very open with the personal side of his life. Holly was also described 

by both Donna and Louis as a person who gets to know how her staff are "doing on the inside" 

and who is "concemeci with everybody on a personal level." Hannah is seen as a very sensitive 

individual who dernonstrates a fundamental respect and trust of people. Howard has created a 



caring system which operates like a family. 60th Martha and Donald provided very personal 

examples of how Howard and his staff helped them during perçonally challenging times. 

Both Hugh and Holly dernonstrate their care for people by taking the tirne to have 

celebrations at work. Holly believes it is important to celebrate at work. She has noticed that 

since she has introduced work celebrations she and her staff have been able to break away from 

the traditional wok ethic. Judith said that celebrations are also an important part of Hugh's 

company. Whenever the company achieves a milestone, obtains a contract, or finishes a 

project, celebrations are held. Hannah's concern and care for people was most recently evident 

in a business decision whicti involved the move to a new office location. She said the decision 

to be in the present location was made less on financial issues and more on people issues. 

Hannah and her associates wanted an office that was people fnendly, with lots of natural ligM 

and plants. Hannah states she could have gone with a far cheaper office but it would have been 

inappropriate for her staff. 

One other important way in which ail four participants demonstrate care and cancem for 

their staff is by valuing life balance. For example, Holly acknowledges that work is important but 

so is one's personal and family Iife. As a result, Holly provides her staff the flexibility and 

support they need to lead more balanced Iives. Holly gives her staff the time to address family 

issues and she supports her staff by covenng for thern. Louis states that this focus on life 

balance makes Holly a rare leader. Judith said that Hugh's organization has a "strong focus on 

the balance of life" and he provides his staff with the flexibility to work as they need in order to 

maintain balance. Martha said that Howard believes that family cornes first and that farnily is 

very important. Hannah leads the way in her organization by living a whole life and bringing an 

attitude that work is not al1 there is in life. Josie commented that, on a personal level, Hannah 

has a "whole way of living" which focusses on balance between work, personal, and farnily time. 

Providina Freedom and Opportunity. Each participant has created an organization which 

is f ree and open and pravides staff with a high degree of involvement. For exarnple, Holly 

mentioned one way that she involves her staff is through their "big-picture" meetings. Once a 

week, the entire staff comes together to discuss issues important to the organization. Holly holds 



these meetings for several reasons. First she believes they are critical to helping her staff get 

involved in the overall operations. Furthemore, they help her staff gain an appreciation of how 

the whole organization works, thus preventing staff members from king isolated fmm one 

another. According to Donna and Louis, Holly also allows her staff the freedom to grow and 

learn by providing thern the freedom to do their jobs. Judith made a similar point about Hugh. 

She said he gives his ernployees the freedom to work. Accnrding to Hannah's CO-workers and 

çolleagues, Hannah provides her associates a lot of independence, latitude, and freedom which 

hefps them grow on the job. Howard also provides a great deal of freedom because, as Reid 

said, Howard never tells staff what to do, rather he plants seeds and gives staff the freedom to 

do their work. Another interesting way in which Howard provides his staff a sense of freedom is 

by encouraging the development and expression of al1 human dimensions. Howard frees people 

to be themselves and draws upon ail the dimensions and capabilities of his staff. 

Another interesting way in which the participants have created free organizations is by 

focussing on the values of honesty and openness. In every case, co-workers said they feel 

cornpletely open and free in approaching the participant on any issue. They also feel they can 

speak their mind openly and honestly without fear. In speaking of Hannah, Bonnie feels it is 

quite liberating to know she can approach Hannah about any topic. Eleanor feels that Hannah 

has created a very "safe" working environment. Gordon feels he can tell Howard exactly what he 

thinks about an issue without fear or regret. Hugh also has created an open and honest 

environment and he has done so by creating an open flow of communication to staff. Judith said 

that in Hugh's cornpany, there are no blocks among people if one is seeking information. 

An important way in which participants seern to free their staff is by de-emphasizing 

structures and titles within their organizations. For exarnple, Peter said that the structure within 

Hugh's organization is minimal and hidden. Judith said that ernployees do not have their titles 

on their business cards, and this dernonstrates that the focus is on people and not positions. 

Hannah has created an organization in which everyone in the organization is both self-employed 

and is an associate of the business. Hannah believes that this is the rnost flexible way to 

organize her business and it fosters a sense of both independence and interdependence. 



Everyone is both his or her own "boss" and part of a collective. Holly has stmctured her 

organization in a similar fashion. There is also a deemphasis on titles. For example, Donna 

said that even though HoIIy is the CE0 she treats everyone equally and "never lodrs down on 

anyone within the organization." 

A Holistic A D D ~ O ~ C ~  to Leadership 

A central way in which the participants' holistic worldview was evident at the 

organizational level was through their approach to leadership. For example, Holly spoke at 

length about holistic leadership. She believes that to be a holistic leader one must be both 

courageous and humble and be able to create an environment where others can leam about 

holism. Holly's co-workers and colleagues spoke at length about Holly's leadership qualities. 

For instance, Louis stated that Holly leads by example and that this encourages her staff to "work 

harder." Cameron also said that Holly is a very good leader because she has a vision of what 

she wants to achieve and she tries to make it happen. Cameron also believes that Holly is a 

leader who is willing to pay the pnce that cornes from trying to w r k  in a holistic way. 

Hannah believes that leadership is rooted in trust. She "makes the assumption that 

people are able to do things" and that everything flows from that basic assumption. Natalie 

described Hannah has a leader who does not use a hands-on management style. lnstead, she 

fosters a collaborative spirit wit hin her organization because she encourages associates to learn 

and grow. 

Hugh said that his approach to leadership is guided by three factors. First, he leads with 

vision by helping his staff becorne clear on where they are headed. Second, he involves his 

staff and provides them the space and freedom to do things. Third, he creates an open and 

honest climate in which information is shared fully. Eari described Hugh as a service-oriented 

individual who always appears to be a step or two ahead of the cornpetition. Judith çaid that 

Hugh is a leader of integrity who likes to take risks and the responsibility for his risks. Peter 



commented that as a leader, Hugh brings a great deal of experience and knows how to create 

workplaces where people can be t heir best . 

Howard agrees with Hugh in ternis of the importance of vision in leadership. Howard also 

stressed that as a leader he helps his staff create a "rnosaic" or collective vision. Howard 

believes that his role as a leader revolves around twc, important tasks. First he tries to help al1 

the people in the systern to reflect on the core values of the organization. He has them reflect 

on Who we are and where we are going." Second, Howard believes he must work to build the 

capacrty of his staff to meet the challenges of the future. He does this by freeing his people. 

Howard believes that most employees are held captive by organizational structures which 

prevent employees from using their tiue capabilities. Howard was described by Donald as a 

leader of vision and one who "walks the talk" very well. Gordon stated that Howard has a global 

perspective and that he has helped his staff undetstand the interdependency within the school 

board. He has done so by stressing the point t hat "if one person does good, it ref lects good on 

almost al1 of us." As a result, Reid, believes the principals now each have a better understanding 

of the rotal picture" and are more compassionate in understanding each other's needs. Howard 

was also described as a leader who has a very positive view towards change. Howard has played 

a critical role in invofving al1 the stakeholders of the school community in a dialque about 

change. Gordon states that even though there is a tremendous amount of change taking place 

within the system, there is also a strong feeIing of stability because of al1 the dialogue that 

Howard has allowed to take place. 

The Global level 

Participants al= spdce of the ways in which their holistic wofidview is evident at a global 

level. Holly seemed to be the participant who is most active in the area of sustainability. This is 

demonstrated by her speaking about the issue within her comrnunity. It is also evident in her 

story of her organization's activities in trying to renovate an old building in environmentally 

sensitive ways. Cameron credits Holly with leading the way within the business community in 



discussing the importance of sustainability. Cameron believes that Holly has been talking and 

thinking about sustainability issues for some time and that she has been working hard, trying to 

raise the awareness within the business community. 

ûoth Hugh and Howard are increasing their awareness of the global level of holisrn. 

Hugh said that his involvernent in socialIy responsible organizations such as the Worîd Business 

Academy is helping him better understand environmental and social issues. Howard is 

beginning to increase his awareness of how his daily actions impact his worid. Hannah's 

connedion cornes through her reverence for nature. 

The chart below summanzes the discussion on the ability ta make saund chaices and 

reach decisions based on a holistic woridview. 
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Reflectina on the Abilitv to Make Sound Choices and Reach Decisions Based on a 

We have seen throughout this investigation that the participants in this study deeply 

value the spiritual dimension in their lives. Each engages in a regular practice which helps him 

or her to grow spiritually. These practices seem to help participants in several ways. First, they 

allow individuals to re-energize their personal energy. For example, Hannah's practice allows 

her to re-energize, relax, and feed her soul. Second, the practices allow participants the 

opportunity to reflect. Holly and Hugh spend time reflecting on their holistic values. The 

practices aIço allow participants a chance to gain a sense of direction in their lives by 

contemplating on their Iife's purpose. Final ly , spiritual practice allows participants the opportunrty 

to pray. ln the case of Holly and Hugh, they pray for support and guidance from a higher force in 

the universe. Howard prays to God both through fona l  prayer and informai prayer. His informal 

prayers cansist of an ongoing dialogue with God in which he asks for advice, support for hirnself 

and others in his Iife. 

Vocational Level 

An extremely interesting way in which the participants' holistic worldview is evident in 

their life is through their beliefs about work. Several themes emerged from this discussion. 

First, participants see meaningful work as a holistic issue. They believe that an important part of 

working holistically is ensuring that work is meaningful. Therefore, within their own Iives they 

have atternpted to make their work meaningful. Furthemore, within their organizations they try 

to ensure that their staff has the opportunity to do rneaningful work. They also believe that 

meaningful work is something that connects people to something bigger than themselves. They 

spoke of this work as Ming connected to a larger purpose in life. In this respect, meaningful 



work has a spiritual element because it is seen as a calling. For instance, Howard believes God 

has called him to & the work he is doing. He feels that thmugh his prayer life and reflection, he 

has been able to hear this call. Holly sees her calling as her ability to teach others about holism. 

Hugh's calling is about introducing spirituality and heart into the workplace. Hannah feels that 

her work with nurses in independent practice is becoming a calling. The participants also felt 

that meaningful work must have a sense of joy and fun and must be part of one's whole life. In 

other words, it must not be ail encompassing so that one spends one's entire life working. 

Rather, meaningful work is just one part of living a rneaningful life. Meaningful work is also 

something that is done in collaboration with others. 

The Oraanizational Level 

There are many ways in which the participants' holistic woridview is evident within their 

organizations. First it becomes clear from the words of the co-workers and colleagues that 

because of their holistic worldview these four individuals are truly unique and "don? fit the nom." 

The first way we see their holistic worldview in the work setting is through the theme of 

wholeness. This valuing of wholeness emerges in many different ways within the participants' 

organizations. It can emerge through the organization's products and services, as in the case of 

Hugh and Hannah that both take a holistic approach to their work with clients. In the case of 

Hugh, it is evident in the focus on the inner dimensions of clients. Hannah and her associates 

see their clients as whole people and this influences how they approach heaith and healing. 

Howard's holistic woridview is evident in his school board's focus on holistic education and in the 

integration of spirituality into the cutriculum. 

The holistic woridview of the participants is also evident in their approach to leadership. 

One cornmon pattern that emerges in their approach to leadership is the importance of "walking 

the talk." The participants try to ensure that their own behaviours (and those of their staff 

members) are consistent with their holistic values. In this way, they are role models of holism. 

They attempt to relate, act, and make decisions based on their holistic values. A second pattern 



which emerges is that as holistic leaders, these participants try to teach their staff aspects of a 

holistic wofidview. Hannah believes her role is to help her staff learn holism. Howard 

encourages his staff to engage in introspection. He also atternpts to help thern understand that 

everyone depends on everyone else within the systern. Hannah stresses the values of 

collaboration and interdependency. Hugh ensures everyone does wrk that is personally 

meaningful. Another important pattern of holistic leadership is trust. Participants dernonstrate a 

fundamental trust in their staff. This is best seen by the degree of freedom they provide their 

staff to do their work. It is also evident in the degree of involvement staff members have in the 

day-to-day ninning of the organizations. Vision is also an important pattern in the participants' 

holistic approach to leadership. Hugh helps his staff becorne clear about where the organization 

is headed. Howard has leamed the importance of engaging al1 stakeholders in his system in the 

process of creating a mosaic vision. 

The holistic worldview of these participants is also seen in the degree to which they truly 

care for their staff and clients. This seems to be evident in many different ways. They are 

genuinely interested in staff members at a personal Ievel. They also go out of their way to help 

staff members dunng times of need. Hugh and HoIly also dernonstrate their care through the 

many celebrations they have at work. These celebrations çommunicate to staff rnembers not 

only an appreciation for their hard work, but also a sense that work should be fun. These 

celebrations are also opportunities for staff to take time to stop and reflect on the organization's 

work and celebrate milestones and successes. Each participant also brings a strong focus on life 

balance. The participants see their staff members not as positions or ernployees but as al1 

people trying to lead whole lives. All four go out of their way to help staff members lead 

balanced lives. This is done by creating flexible work arrangements. In addition, the participants 

a d  as role models by trying to lead balanced Iives. 

The holistic worldview of each participant was also evident in their organizations in the 

way they established a climate of freedom and involvement. Freedom means several things 

within these organizations. Freedom is seen as a climate of openness and honesty in which staff 

members are encouraged to speak openly about issues. According to several CO-workers, this is 



very liberating. This also reduces the fear and anxiety which is typical in most work settings. 

Freedorn is also evident in the latitude which staff members have to do their work. This allows 

staff rnembeis to be very creative, self-rssponsible, and independent. This freedom al% means 

involvement. Every participant provides CO-workers a tremendous opportunity to be involved in 

meaningful work, decision-making, and information sharing. This free climate is also created 

because the participants de-emphasize structure and titles in their organizations. Several 

participants have created organizations with very simple structures which focus prirnarily on 

people and service. This appears to communicate several important values to CO-workers. One 

is t hat positions or titles do not matter; what rnatters is the person doing the job and the service 

one provides. It appears that a de-emphasis on structure frees people to utilire more of their 

creative abilities at work. A de-emphasis on titles also seems to foster a greater sense of 

equality among staff rnembers because rank does not exist. 

The Global Level 

The way in which the participants' holistic worldview is evident within the global level of 

holism varies from participant to participant. Of the four participants. HolIy appeared to be the 

rnost actively involved at the global level of holisrn. This was best demonstrated by her 

speaking about the issue of sustainability and by her organization's efforts in trying to renovate 

an old building in environrnentally sensitive ways. Hannah, Hugh, and Howard did not appear to 

be as active at the global level of holism. In each case, we can see that this rnay be a result of 

the conceptions held by each of these three participants. In the case of Hannah, for instance, 

she has a more intimate connection with nature. Her relationship is characterized by having a 

reverence and appreciation for nature as a way to feed her soul. Therefore, her efforts at this 

level are more personal. Hugh and Howard both said that their awareness of the global level of 

holism is more recent in their overall conception of holism. When we examine their actions at 

the global level of holism, we can see that they are just beginning to take shape. This finding 

may suggested that one's conception of holisrn directly relates to how holism is manifested in 



one's life. One would suspect as Hugh and Howard deepen their understanding of the global 

level of holisrn, that they will become more active in this area- 

The Challe- to Workina Holistically 

Al1 participants spoke of the many challenges they face in trying to work according to a 

holistic worldview. Three specif ic challenges require attention: (1 ) the challenge of living 

holistically; (2) the challenge of language; and (3) the challenge of working within traditional 

systerns. These challenges occur at three different levels of holisrn: the personal, relational, 

and organizational. In the following section each of these three challenges will be explored more 

deeply. This will be then followed by a chart sumrnarizing the key points of the discussion. 

The Personal Level : The Challenae of Livina Holisticallv 

One of the challenges that emerged from my interviews is the challenge of living 

holistically on a daily basis. In the case of Hugh, the challenge exists because the business 

worîd operates very differently from the way he does. Hugh atternpts to be vigilant to ensure that 

he does not let the influences of the business world prevent him from living holistically. Holly 

made a similar point by saying she finds that in trying to live tiolistically she is "constantly putting 

a rnirror" up to herself. She is constantly stopping and examining the behaviour of herself and 

her staff to determine if they are indeed living and working in a holistic manner. The fundamental 

challenge as Holly sees it is walking a talk or being tnie to one's holistic values. HolIy believes it 

is very easy to slip back into old behaviours. Holly rnentioneâ that within her own organization 

she and her staff can slip back to traditional ways of working when they are under stress and 

pressure. By stopping and putting up a mirror to their behaviour, Holly c m  identify when they are 

slipping back and bring this up to her staff. After they discuss their behaviour then they are able 

to see that they have veered off course. This idea of walking the talk was also mentioned by 

Howard. He too constantly checks his own behaviour and that of his staff to ensure that they are 

living according to their holistic values. 



The Relational Level: The Challenae of La- 

Holly, Hannah, and Howard said that another challenge to working holistically involves 

language. All said that it is difficult to spe* to others about holisrn because there does not exist 

the appropriate language. Holly spoke with great frustration about this challenge. She said that 

when she is speaking to others about holism most "have no idea" wtiat she is talking about. 

Holly said that despite her efforts in talking to community leaders about holisrn she sîilf feels that 

most people don? understand her. She also said that she finds it difficuft at tirnes because there 

are not too many leaders who share her holistic perspective. She feels that rnany are still very 

linear in their thinking and cannot appreciate holism. Holly believes part of the problem is that 

not only do we not have the language to speak about holism but there are so few rnodels evident 

in the workplace. Holly befieves strongly that what is needed to help others understand holism is 

rnany more examples of people trying to work holistically in tangible ways. Hannah's challenge 

with language relates prirnarily to her communication with insurance companies on behalf of her 

associates and clients. Hannah said that she spends most of her tirne trying to get insurance 

cornpanies to understand her company's approach. Most insurance cornpanies have narrow 

definitions of health. Hannah's holistic approach is often seen as being outside these definitions. 

She must continually justify her approach to working with clients. Howard said that he feels he 

does not have the language to communicate effectively the elernents of holism. He believes a lot 

of people have difficuity in understanding holisrn because the aspects of holisrn appear vague 

and intangible. 

The Oraanizationa 
- .  

1 f evel: The Challenae of Workina W lthin Trad 
. . itional Svstem~ 

Hannah, Hugh, and Howard said that another challenge they encounter in working 

holistically is having to wofk within traditional systems. For example, Hannah finds the 

traditional business world to be very uncaring. She has found this to be particularfy challenging 

within the heaith care field. As the health care field has downsized and restructureci, it has 



begun to operate more like the business wodd and ço has becorne an unfeeling and uncaring 

industry. This is very difficutt for her because as a nurse, caring defines her work. It becornes 

very diff icult to care within an uncaring industry. 

Hugh said that he fin& it difficult dealing with the traditionai rituals wtiich exist within 

organizations. Hugh said that we know how to go about creating workplaces where people can 

be their best, but we let ntuals get in the way. Hugh also commented that the cornpetitive nature 

of business in today's marketplace does not support his value of building positive relationships 

with others. 

Howard finds it challenging working holistically within a traditional educational system. 

For example, he said this can best be seen by the dominance of subject-based cumculum and 

the rnove to standardized testing. Howard says that both of these factors make it difficuit to 

educate children in a holistic way. Even working within his own board, which is a Catholic board, 

Howard finds it a challenge to work holistically. He feels the system has not addressed the issue 

of spirituality. He believes the Catholic system has focussed its attention on religious studies but 

has not really addressed the issue of spirituaIity which is at the a r e  of holism. Howard believes if 

the board is to really embrace holistic education it must also embrace a spiritual focus 

The chart below summarizes the discussion on the challenges to working holistically. 

THELEVELS 1 THE CHALLENGES TO WORKlNG HOUSTICALLY 

I 

Deaiing with üving hdisticalty 
paradox daybyday 

PERSONAL Putang behaviour 
up to a minor 
R&ng to dd 
behaviours 
Dm't have Challenge of 
language tu explain lWWee 
hdism 

RELATIONAL Few librninded 

OF HOUSM 

1 1 I health care 1 
GLOBAL 1 

H O U Y  1 HUGH 1 H A W  1 HOWARD 



Based on the experiences of these four participants, it appears that there are three 

fundamental challenges to working holistically. The first is a personal challenge. This means 

that each individual stniggles each day to live and work acconjing to his or her holistic 

worldview. Al1 the participants are vigilant in their efforts to ensure that their behaviours are 

consistent with their holistic vaIues. Maintaining a sense of integrity between one's values and 

one's actions is of paramount importance to the participants. This may be the case because al1 

the participants know that they are role models to others and that their behaviour influences 

others within their organizations. Another reason that it is challenging to Iive holistically on a 

day-by-day basis is because one may slip back to old behaviours which are not based on holistic 

values. This can happen especially during stressfui periods. This challenge suggests that the 

participants are not always successful in their attempts to work holistically. Throughout my 

interviews, al1 participants in one way or the other suggested that they and their organizations are 

not perfect in working holistically. They did say, however, that they still try. Despite the 

challenge, they commit to working holisticaIly the best they can and when they slip back they 

attempt to correct their behaviour. 

Another challenge that the participants face is in dealing with others. Specifically, each 

participant experiences some difficulty in teaching or explaining what holism means to others. 

The findings suggest that this rnay occur for two reasons. First, they find that many of the 

concepts of holisrn are tm intangible and difficult to relate to others. So this rnakes language a 

key challenge. Second, since each participant's conception of holisrn is always evolving, this 

rnay also play a pari. Each participant has a variable understanding of holisrn. Each participant 

also seems to understand certain aspects of holism better than the others do. One would 

suspect that in the areas where they have a better understanding of holism, they might have an 

easier time communicating with others. In areas that are still foming and not well thought out, 

they may have more difficulty in communicating with others. 



A final challenge that the participants repoRed comes from attempting to work within 

very traditional organizations and systerns. Hannah is attempting ta working within a health care 

systern based on the traditional medical model. Hugh is attempting to work within a traditional 

business world. Howard is attempting to implement holistic education within a fairly tradiiional 

educational system. Holly is atternpting to put forth her holistic ideas within a communrty with 

very "linear-thinking" leaders. Based on the words of these participants, it seems that if one is to 

work holistically, one requires a great degree of courage, perseverance, and energy to put up 

with the constant challenges inherent within traditional systems. 



CHAPTER SIX: SUMMARY, CONCLUSIONS, LIMITATIONS, AND IMPLICATIONS 

Summary 

Much of the work that we have done and continue to do in Western society has been 

founded in the industrial era, an era built on a set of irnplicit açsumptions that are no longer 

viable in our world (Haman, 1992). This set of assurnptions is refened to as the industrial story. 

The industrial story has its rwts in a mechanistic worldview characterized by values such as an 

imbalanced emphasis on unlimited economic growth and materialisrn, technological control over 

nature, and the accumulation of power over others (Ferguson, 1980; Fox, 1994; Harman & 

Hormann, 1990; Maynard & Mehrtens, 1993; Ray, 1992). Many assert that our cuvent planetary 

dilernmas such as environmental degradation, unemployment, the marginalkation of peoples, 

and the extinction of species have corne about because we have had an overreliance on the 

values of the industrial story (Berry, 1988; Harman, 1992; Miller, 1991). There are those who 

suggest that if we are to resolve our global problems, we must reassess the role of work in our 

society. In essence, we are being called upon to take a critical look both at the work we do and 

the work we are not doing-to fundamentally change the story of work (Fox, 1994; Haman, 

1992; Hawken. 1993). 

In recent years, a new set of assumptions or a new story of work has begun to ernerge 

within Our society- This new story is more humane, spiritual, and ecological than the industrial 

story and is rooted in holisrn and a holistic worldview characterized by the values of wholeness, 

interdependence and interconnectedness, inner resources, authenticrty and trust, diversity and 

balance. Thus far within the Iiterature, there has been a rich dialogue comparing and contrasting 

the basic characteristics of the mechanistic and holistic worldviews as well as the industrial and 

new stories of work (Ferguson, 1980; Fox, 1994; Harman & Homann, 1990; Maynard & 

Mehrtens, 1993; Ray, 1992). Collectively, these writers believe that if we are to truly redefine 

the role of work in our society, we must make a shift, at both an individual and a societal level, to 

a more holistic worldview. The reason we must make this shift is because our worldview "makes 



a difference in how we relate to the world we live in" (Fox, 1994, p. 74). Haman and Homann 

(1990) point out that thrwghout the world of work there are a small nurnber of individuals wtio 

have already made this shift and wtio are beginning to create a new story of work based a 

holistic worldview. Unfortunately, very little is known about their experiences. The reason is that 

very Iittle research has been conducteci. Hala1 (1993) has comrnented that more research must 

be done in this area. Furthemore, he States that researchers in particular "bar  a special 

responsibility to study and explain this emerging [holistic] perspective so that it is understood 

widelyn (p. 1084). Halal believes that if we leam more about the experiences of individuals 

creating a new holistic stoty of work, we can then "açsist policy rnakers and citizens in redefining 

the social order that is now failing so that a more benign type of global system may be k m n  (p. 

1 084). 

The purpose, therefore, of this investigation is to examine the ways in which holisrn and 

the holistic worldview are emerging within the world of work. Specifically, this investigation 

explores the experiences of individuals who are creating a new story of work founded upon a 

holistic worldview. This study uses a qualitative rnethodology, employing in-depth interviews to 

discover participants' understanding and interpretation of their experiences. 

Conclusions 

Something new is happening. And it has to do with it all-the whole. (Senge, 1990, 

p. 371) 

Conceptions of Holism 

Holsense. One of the most interesting findings and insights emerging from this study is 

the understanding of the participants' conceptions of holism. Each participant shares a holsense 

quality. They possess a sense of the whote and an a&ility to appreciate, understand, and apply a 

holistic worldview in their work. This sense of the whole rnanifests itself at five different levels of 

holisrn: personal, relational, vocational, organizational, and global. There are many holistic 



M e r s  who suggest that having this sense of the whale is the first critical element in creating a 

new story of work. For example, Harrnan concludes that in order for us to create a new holistic 

story of work we must begin by develaping a uclear and deep sense of purpose, a fundamental 

yeaming to serve the wholen (Haman, 1996, p. 76). Barrett (1996) rnakes a similar point. He 

feels that if we are to transform the world of work and our society, we will "need to develop a 

greater understanding and responsibility for the &lew (p. 47). Garfield (1992) ad& to the 

discussion by rnaking the following observation: "It is interesting to note that the words mole 

and health corne from the same root (the Old English hal, as in hale and hearty). The unheafthy 

messes of our world today is in large part due to our inability to perceive the worid as a wtiolen 

(p. 21 ). Fox (1 994) believes that acquiring this sense of the whole represents an awakening 

awareness of a new cosmology of work which is based on the understanding of the 

interdependency and interconnectedness of al1 things which exist in the universe. Collectively 

these ideas support the findings from this study. This holsense quality or ability to sense the 

whole is a very important qualrty needed to create a new story of work. 

Furthemore, the concept of holsense is also important because it provides a useful 

framework for exploring and understanding people's experiences in working holistically. This 

framework consists of the three additional definitions of holsense: (1) the meaning of holism; (2) 

an acquired holistic perspective; and (3) an ability to make sound choices and decisions based 

on a holistic worldview. In the following pages, we will review each of these three definitions in 

relation to the findings of this study and the literature. 

The Meanina of Holism 

The findings of this study suggest that there is both variability and similarity in people's 

conceptions of holism. For example, we found that conceptions of holism can be extremely 

unique from individual to individual. This leads to the conclusion that there appears to be no one 

way to understand hotism; rather, there are many. Each participant in this study had different 

degrees of understanding of the many aspects of holism. For example, Holly appeared to have 



a broader conception of holisrn because she spoke about it from five different levels. Howard 

dernonstrated an extremely strong understanding of the personal level of holism (eçpecially the 

spiritual theme). Both Hugh's and Howard's understanding of the global level of twlisrn is still 

being formed. 

One of the reasons that this variability might exist is due to the inherent nature of holism. 

Miller (1988) states that holism is based on the perennial philosophy which has a language that is 

not precise and difficult to articulate and understand. The language of holism is bas& on words 

such as unity, wholeness, intercunnectedness, intuition, spirituality, and ecology. Many of these 

words are intangible and diff icult ta define. Therefore, it is not unreasonable to expect 

individuals to have varying degrees of understanding of holism and holistic theory. Since the 

terms are intangible and difficuft to define, there rnay not be just one way of understanding them. 

Another reason that such variability might exist is that individuais' conceptions of holism 

are ever-changing and evolving. This notion is in fact very consistent with holistic thinking. 

Holistic thinkers assume that al1 things in the universe are continually engaged in a dynamic 

process of evolution and change (Carlopio, 1994). it therefore stands to reason that this 

fundamental ptinciple also exists in people's conceptions of holism. As al1 things in the universe 

are dynarnic and ever-changing, so too must people's conceptions of holisrn be dynamic and 

ever-changing. 

While we see same variability in the participants' conceptions of holism, there is also a 

great deal of consistency. This consistency becomes evident when we compare the participants' 

conceptions with sorne of the core assumptions of holism discussed in Chapter Two. For 

example, when the participants speak of the theme of wholeness in their conception of holisrn we 

see it is very consistent with the assurnption of wholeness and unity. In addition, when the 

participants speak of the therne of spirituality, this is consistent with the core assurnption of inner 

resources. They also understand that it is important to cultivate their spiritual dimension. This is 

consistent with holistic thinking which believes that we can corne to grasp the wholeness of 

existence by cultivating our intuition through practices of contemplation and meditation (Miller, 

1988). When participants speak of spirituality, they make a point to distinguish it from religion. 



Hawley (1993) makes the same distinction. He has written extensively in the area of çpirituality 

and work, and he believes that spirituality and religion are very different from each other. 

Hawley describes religion as the path to a goal which prescribes certain codes of conduct. It is a 

system of thought, which is characterized by a set of beliefs, rituals, and ceremonies. Religions 

are usually rooted in institutions and organizations. Hawiey sees spintuality as more of a goal 

than a path. in his opinion, spirituality contains elements such as love, belief, and the golden 

nile, which are cornmon to many religions. lt is not something rooted in institutions or 

organizations but rooted deeply within every person. The distinctions made by Hawley are 

consistent with those expressed by the four participants. 

Miller (1988) States that positive values and a sense of social responsibility are derived 

from recognizing the inherent wholeness and unity of the universe and our connectedness to 

others. This idea is also reflmed in the findings. For instance, ail the participants display a very 

positive approach to their relationships with others. These relationships are based on positive 

values such as caring, compassion, and unconditional love. Furthemore, the sense of social 

responsibility is apparent when participants speak of the environmental therne of holism. 

Though they each have varying degrees of understanding of this therne, they al1 express 

awareness that their actions have an impact on the world around them and consequently, they 

are responsible for their actions and their world. 

The findings of this study also sugges? that there can be considerable variability in the 

ways in which individuals can corne to w u i r e  a holistic perspective or woridview. Each 

participant speaks of many different types of influential experiences which shaped his or her 

holistic perspective. A cornmon theme throughout these experiences is the process of personal 

change. Many influential experiences led each participant to engage in a proces of pesonal 

change and acquire a more holistic worldview. For example, after dealing with two serious 

illnesses, Holly changed her career and adopted a more holistic lifestyle. Hugh began to adopt 

the practice of meditation after learning about the power he had within. 



Ferguson (1 980) has written about the process of personal change and some of her 

insights are helpful in understanding the expefiences of these four participants. Ferguson 

describes four ways in which individuals can experience a process of personai change. The 

simplest and easiest change is by exception. During this type of change, a person's old beliefs 

Iargely remain intact, while incorporating a small handful of anomalies or new ideas. The second 

way a person can change is incrementally. In this case, a person changes gradually, and may 

not even be aware of changing. Another type of change is called pendulum change. In this 

instance, a person completely abandons an old idea or way of seeing the world, for sornething 

completely new. Ferguson states that the problem with this approach to change is that the 

person fails to integrate the old and the new. As a result, the person may eventually revert back 

to old ways. Ferguson says that the final and more enduring fom of change is a paradigm 

change. Paradigrn change represents a very new way of thinking, wtiich inkgrates the old, and 

the new. Ferguson states that when a person finally changes his or her paradigm, it can be 

described as an all-or-none phenornenon-where the person sees the world completely 

differently. 

Sased on this classification of personal change, it appears that participants in this study 

did experience several paradigm changes. Yet, they did so in different ways. Some changes 

were triggered by serious illnesses; others through the realizing of the power within; for others it 

was by experiencing the spiritual dimension of life; and others leamed about holistic ideas 

through teachers. Fergusan (1980) supports this finding by stating that a paradigm change can 

be triggered by a number of experiences such as a severe illness, a peak emotion, a major life 

stressor, spiritua1 exercise, isolation, or an intellectual stniggle. After such experiences, there 

appears to be a period when the participants work at trying to integrate their new ideas or insights 

with their behaviours. This is probably best seen in Holly's experience. Even though Holly made 

some changes to her life after her first illness, it was not until she had her second illness that she 

tmly made long-lasting change in her Iife. This suggests that some paradigm changes take time. 

Furthemore, it takes time to integrate the new thinking to the point that it is evident in one's 

behaviours or actions. Fullan (1993) supports this notion by saying that people must "behave 



their wayn into new ways of seeing the world. Rarefy do people truly change by just thinking their 

way through a change. 

The results also indicate t hat inf tuential experiences are very personal in nature and 

highly specific to each individual. This suggests that the pmcess of making a paradigm change 

may be quite different from persan to person. O'Connor and Wolfe (1991) support this 

conclusion. They conducted a study which examined the process of paradigm change among 64 

men and women during their mid-life period. The researchers discovered that paradigrn changes 

have a high degree of individual variabilrty. Paradigm changes can be triggered by extemal 

events or by an "inner push." The process can also take years to happen. Throughout the 

process, there is a questioning of core values, beliefs, and assumptions on the part of 

individuals. The researchers conclude that there are typically no "oneminute" paradigm 

changes; instead the process generally takes several years. 

Collectively, the findings of this study suggest that there are many experiences wtiich 

can influence a person in developing a holistic worldview. These experiences can occur at many 

levels of holism: personal, relational, vocational, organizational, and global. In this study, the 

experiences, which tmk place at a personal and relational Ievel, seemed most influential 

because they initiated within each participant a process 3f personal change. This process is 

similar to that of making a paradigm change. We also found that this process can be highly 

unique from individual to individual. The process can also take many years to unfold as one's 

concept ions integrate with one's behaviours. 

The Abilitv to Make Sound Choices and Reach Decisions Based on a Holistic Worldview 

One of the most fascinating sets of findings in this study surfaced when we exarnined 

how the holistic worldview of each participant manifested itself at work. In the following section, 

we will examine the several themes that have emerged from the findings and discuss the 

relationship of t hese themes to the existing literature. 



Valuina and Cultivatina S~iritualitv 

Valuina S~irituality. All four participants in this study deeply value the spiritual 

dimension in their Iives. As we have already discussed, they understand and accept that they 

are al1 spiritua1 beings living in a spiritual universe. Within the Iiterature, there is a grawing 

number of leading thinkers who are expressing the value of spirituality within the context of work. 

Pascarella (1 996a) is one who suggests that spirituality is the central element which is leading to 

a redefinition of work in our society. Block (1993) believes that this redefinition of work actually 

represents a fundamental revolution which is taking place in the wodd of work. This revolution 

acknowiedges the importance of spiritual values in the workplace. He defines this spirituality as 

"the process of living out a set of deeply heid personal values, of honou Bng forces or a presence 

greater than ourselves. It expresses our desire to f ind meaning in, and to treat as an offering, 

what we do" (p. 48). 

Vaill (1989) proposes that individuals in today's and tomorrow's world of work rnust begin 

to think of themselves in more spiritual ternis. He suggests that in our tirnes of great change and 

"permanent white water," individuals mua work "spintually smarter." Vaill defines this as a 

process of paying "more attention to one's own spiritual qualities, feelings, insights and 

yearnings. it is to search more deeply into oneself for that which is unquestionabfy authentic. It 

is to attune oneself to those truths one considers timeless, and unassailable, the deepest 

principles one knowsn (p. 31). From this perspective, Holly, Hugh, Hannah, and Howard can be 

describeci as individuals who are attempting to work spiritually smarter. 

Zukav (1995) asserts that once we begin to work spiritually smarter and to pay more 

attention to our spiritual dimension, this leads to an "alignment of the personality with the sou1 

which autornatically brings with it a set of values and behaviours that are different than those 

based upon the perception of power as extemal. The swl always strives for harmony, 

cooperation, sharing and reverence for life" (p. 11). Zukav's ideas support the experiences of 

the four participants. Their valuing of spirituality leads them to work from a set of values which 

are essentially very positive in nature. This core set of values focusses on hamony, 



caoperation, rneaningful work, and reverence for Iife and guides the participants in their work 

settings. 

Cultivatina Spirituality. In addition to valuing spirituality, the participants al- describe 

many different practices they engage in which help them to cultivate their spiritual dimension. 

These practices achieve many outcornes for each participant. They allow them the opportunify 

to re-energize their personal energy and feed their souls. They are able to reflect on their holistic 

values and gain a sense of direction in their lives by contemplating on their life's purpose. The 

practices also allow participants the opportunity to pray by asking for support and guidance from 

God or a higher force in the universe. Howard put it best when he said that reflective and 

contemplative practices allow people to get in touch with their spiritual side. The spiritual 

practices allow each participant the opportunrty to achieve what Miller (1988) refers to as holistic 

congruence or "being in touch with one's centren (p. 136). By engaging in these practices, the 

participants are able to connect with their sotil and this connection enables them to deepen their 

understanding of their holistic values. 

The importance of engaging in a pradice to cultivate one's spiritual dimension is very 

consistent with holistic thinking. As we have already seen, a basic pnnciple of holisrn asserts 

that we can come to grasp the wholeness of existence by cultivating our intuition through 

practices of contemplation and meditation (Miller, 1988). This is accomplished because 

"contemplation allows the individual to gradually overcome his or her sense of separateness" 

(Miller, 1994, p. 6). O'Neill (1993) agrees by stating that one of the paradoxes of a rich spiritual 

Iife "is that by looking deeply inside ourselves, we discover our strong connections with other 

people, the physical world, and the spirit that moves it" (p. 177). Therefore, cuitivating one's 

spiritual dimension not only has personal benefits by achieving holistic congruence but also has 

an impact on how we see others and our world. 

There is also growing evidence within the literature which concludes that cultivating 

one's spirituality is important for leaders of organizations. Autry (1994) believes that the first 

requirement of a good leader is self-awareness, which can only come by having a rich inner-life. 



Senge (1 990) comments that contemplative practices are criticai to achieving personal mastery. 

Covey (1 990) feels that the key to peisonal effectiveness lies in having private victories before 

we can have public victories. In other worûs, to be effective in our outer m d ,  we mus1 develop 

aur inner worid. He States individuals must "cultivate the habit of private meditation, 

contemplation, prayer and study of the scriptures and other inspirational literature. . . . A rich 

private Iife nounshes our sense of personal worth and security" (p. 140). 

McEnroe (1995) recently conducted a survey of leaders and found that one of the most 

signifiant factors contributing to outstanding leadership is that the leaders have a strong inner 

core of spirituality. McEnroe found that these leaders speak of their inner spirituality in either 

religious ternis (Le., having faith in God), or non-religious ternis (Le., finding meaning in 

everyday life and work). McEnroe also found that the leaders he suweyed spoke of the 

importance of t he role of reflection, introspection, and a sense of purposeful action in their 

approach to leadership. These leaders reflected on their work and their lives and they 

demonstrated a delight and satisfaction in serving people and having positive relationships with 

others. These ideas of the relationship between spiritual practices and leaders support the 

experiences of the four participants. 

Overall, these findings point out that an important part of creating a holistic story of work 

is valuing the spiritual dimension of life. This begins with a recognition that we are al1 spiritual 

beings living in a spintual universe. This also involves a deep commitment to growing and 

nurtunng one's spirituality through practices which can involve relaxation within nature, 

meditation, contemplation, and prayer. These practices can help one becorne holistically 

congruent and work spintually srnarter. 

Meaninaful Work as Holistic Work 

The participants in this study see work as a holistic issue. The reason for this is that they 

see their work as something deeply meaningful. They try in their organizations to ensure that 

their staff has the opportunity to do meaningful work because it connects people to "sornething 



bigger than thernselves." They also see meaningful work as something wtiich has a sense of joy 

and fun. Meaningful work is also wrk which does not encompass one's whole life but is only 

part of living a wtiole life. It is also something that is camed out in collaboration with others. 

Each participant also sees meaningful work as a calling. Howard believes God has called him to 

do the work he is doing. Holly believes her calling involves teaching others about holism. Hugh 

feels his calling is about introducing spirituality and heart into the workplace. Hannah feels that 

her work with nurses in independent practice has aspects of a calling. 

The participants' views about work are consistent with much of the discussion in the 

literature about meaningful work. Many leading thinkers and writers suggest that an important 

part of creating a new story of work means redefining work so that it becornes more whole, 

engages people's creativity and spirit, and provides personal meaning. Huxley (1945) describes 

meaningfuf work by summarizing the elements of the Buddhist philosophy of rigM livelihood. 

According to this philosophy, work is rneaningful when it fulfills the following three basic 

conditions: that it sewes other people; that it deepens and broadens the person by providing the 

opportunity for continual leaming; and that it does as little harm as possible to others and to the 

environment. Schumacher (1979) has also written extensively about the importance of 

meaningful work. He States that work is meaningful if it: provides necessary and useful goods 

and services; enables people to use and thereby perfect their inner gifts as good stewards; and is 

done in service to, and in cooperation with, others so as to liberate ourselves from our inborn 

egocentricity. Fox (1994) has also written extensively about rneaningful work. He feels that 

people need a spintual sense of work. "Work comes from the inside out: it is the expression of 

one's soul; one's inner being. Work is unique to the individual. Work is creative. It is an 

expression of the spirit acting in the world through us. Work is that which puts us in touch with 

others-not at the level of personal interactions so much as at the level of sewice in the 

comrnunity" (p. 5). The participant's views and definitions of meaningful work are very similar to 

the points raised by Huxley, Schumacher, and Fox. 

There are also several writers within the literature who suggest that a central role for 

leaders in the new story of work will be to create opportunities for others to engage in meaningful 



work. Autry (1994) believes that exceptional leaders are those 'tvtio recognize that the greatest 

reward they can provide for their employees is to do everything possible to make the work itself 

meaningful" (p. 75). Block (1 993) challenges leaders by saying that meaningful work is not 

something to be perceived as a Iuxury or fringe benefit; rather, it is a fundamental rigM of every 

person. As leaders, each participant in this study shared many of these same convictions. Not 

only did they see meaningful work as a personal issue but as leaders, they also atternpted to 

create opportunities for their employees to also engage in meaningful work. lt is essentially a 

core value that characterizes their approach to work and leadership. 

Creatina Holistic Oraanizat ions 

Throughout this study, we see many consistencies in the ways in which the participants' 

holistic worldview has influenced their organizations. These organizations are characterized by 

the following elements: seeing people as whole people, canng, celebrations, the balance of life, 

openness, and freedom and involvement. 

Seeina Peo~le as Whole P m .  Pascarella (1996a) says that an important part of 

creating a holistic story of work starts with recognizing the whole person at work. He states that 

in the old story of work we employed the body and then the brain, "and now cornes the spiritn (p. 

58). Pascarella asserts we are finally at a point where we can and must begin to accept the 

wholeness of people at work, in body, mind, and spirit. Covey (1 991 ) states that we must now 

acknowledge that we work with the whole person. This means "we see that people are not just 

resources or assets, not just economic, social and psychological beings. They are alço spiritual 

beings; they want meaning, a sense of doing something that mattersn (p. 178). Lundin and 

Lundin (1993) state that when organizations begin to see people as whole people, they 

essentially retum humanrty into the workplace. These ideas support a basic characteristic found 

in the organizations in this investigation. In essence, there is a belief that people are whole 

people. The participants in this study recognize that al1 the people with whom they interact at 



work-from staff, to clients, to studenis and colleagues-are al1 &le people. This basic 

characteristic of holisrn also affects the kinds of products and services offered by these 

organizations. In other words, these organizations provide products and services wtrich are 

holistic. For example, Hugh's Company has created services which focus on the inner dimension, 

of their clients. Hannah takes a wtiole approach to health and healing. Holly sees her staff as 

whote people. Howard's school board is centred in a holistic approach to education which 

integrates spirituality into the curriculum. These findings suggest that seeing people as wtiole 

people is a basic requirement in creating a new story of work. This requirement influences 

relationships with staff and clients. It also affects the products and services offered by the 

organization. 

Canna. Relationships and work environments that feature a high degree of care and 

concern for staff and clients also characterize these four organizations. Miller (1 988) States that 

canng is a central value of holism and the holistic worldview. He continues by saying that to be 

"holistically authentic is to careH (p. 137). The participants in this study are holistically authentic 

because they care. Their colleagues and co-workers describe them as canng and 

compassionate individuals who put people first. Their care and concem is seen in many different 

ways. They show a genuine interest in their staff members by taking the time to get to know 

them on a persanal level. They also go out of their way to help staff members during times of 

need. 

In speaking of the importance of caring, Autry (1991) believes that leadership mua 

largely be a matter of love and caring. He feels that our notions of leadership must move away 

from manipulating people to deeply caring for thern. Lundin and Lundin (1993) state that when 

leaders care, they help others grow emotionally and intellectually. Moreover, Lundin and Lundin 

believe that when leaders make a cornmitment to caring, they create work environments that are 

more hurnan, trusting, and compassionate-environments where the human spirit can flouflsh. 

At a deeper level, canng serves to create work environments which are free from fear. 

Many of the m-workers and colleagues of the four participants date that they enjoy working in 



their organizations because they f eel no fear; they feel saf e. Maynard and Mehrtens (1 993) point 

out that within most organizations, this feeling of safety is not present. DeFoore (1995) agrees 

by saying that the emotion of fear is al1 too prevalent in many organizations. Employees in most 

organizations constantly work in a state of fear-the fear of Ming seen as wrong, of making a 

rnistake, of being fired or downsized. Senge (1990) ad& that fear atm perpetuates cultures 

which focus on game playing and politics. He also says that fear discourages people from 

expressing their true emotions and feelings. DeFoore (1995) makes an interesting point which is 

extremely relevant to creating a new story of work-mainly that when people work in fear, they 

lose sight of the global picture. They begin to act out of self-interest and avoid having a feeling 

of social responsibility and environmental consciousness. The organizations in this study are 

characterized by a quality of caring and compassion rather than fear. They put people first ar~d 

create work environments which are free from fear. 

Celebrations. Several of the organizations in this study frequently take the tirne to 

celebrate at work. These celebrations are opportunities for staff to take the time to stop and 

reflect on their milestones and successes. These celebrations also bring a clirnate of fun into the 

workplace. This element of celebration is typical of hoIistic organizations. Fox (1994) believes 

strongly that we must return celebration and ritual back into our work. He feels that our work has 

becurne t w  small and rnechanized and that we have made it devoid of spirit and creativity. 

According to Fox, celebration and ritual are one way to retum spirit and creativity back into ouf 

work. Autry (1 994) also supports the idea of celebrating at work. He says that within his own 

organization, he encourages "celebrations of al1 kinds; promotions, a break-through sale, a new 

account, a record-breaking month, etc. I grab every opportunity to demonstrate that joy and 

celebration are part of the work expen'ence" (p. 165). Brown and lssacs (1995) also believe 

celebrations are important because they are "a key vehicle to engage people's hearts, minds, 

spirits and bodies at work" (p. 83). Shaffer and Anundsen (1993) feel that celebrations aid in the 

bonding process, because staff can share in special experiences celebrâting their collaborative 



efforts. Based on this discussion, we can see that having celebrations at work is an important 

characteristic of a holistic organization. 

The Balance of Lifg. Each participant demonstrated a deep belief in the balance of life. 

This belief was also another important characteristic of their organizations. The four participants 

see their staff members not as positions or ernployees but as al1 whole people trying to live 

whole lives. They recognize the growing need among individuals to ]ive more balanced and 

integrated lives. So they go out of their way to help staff mernbers lead more balanced lives. 

They do this by creating more flexible work arrangements. They also do this by acting as role 

models and leading balanced lives. This finding is also supported within the literature, where 

there is a growing acceptance of the importance of the balance of Iife. Serge (1 990) expresses 

the point the best when he says, We live only one life, but for a long time Our organizations have 

operated as if this simple fact couid be ignored, as if we have two separate lives" (307). Block 

(1993) extends the discussion by saying, "there resides in each of us the desire to more fully 

integrate our lives" (p. xix). Basically, what the literature is saying is that people want lives which 

are whole and multifaceted. People do not want lives which are fragmenteci and devoted entirely 

to one aspect, mainly to work and climbing the corporate ladder (Kofodimos, 1993). Garfield 

(1992) suggests that leaders in the new story of work wifl see "the natural connection between an 

individual's working life and al1 other aspects of his or her life" (p. 1 07). Furt hermore, t hese 

leaders will approach their organizations "as living, interdependent systems, realizing that the 

boundary between work and family life is arbitrary and increasingly dysfunctionaln (p. 107). 

Therefore, anot her characteristic of a holistic organization is valuing lif e balance and supporting 

staff rnernbers to lead whole and balanced lives. 

g~enneçs. The four organizations in this study are also charactenzed by a degree of 

openness. In each organization, co-workers Say that they feel they can speak freely and openly 

about any issue. They feel t hey can do so without fear because each participant has created a 

safe work environment. This finding is supporteci by Harrnan and Hormann (1990) who say that 



openness is a characteristic which permeates most holistic organizations. This is seen in 

several ways, through employees who feel free to voice their opinions, concerns and needs, to 

an open-mindedness about new ideas and new ways to do things" (p. 173). Senge (1990) also 

believes that openness is important. He States that there can be two types of openness within 

organizations: participative and reflective. Participative openness refers to "te freedom ta 

speak one's rnind" (p. 277). This f o m  of openness leads to people speaking out and becorning 

involved in the decision making of the organization. Based on the words of many of the co- 

workers, each of the four organizations demonstrates this participative openness. Senge also 

States that participative openness leads to reflective openness where people look inward and 

begin to challenge their own thinking. Howard dernonstrated this reflective openness as he tried 

to encourage his staff to becorne more introspective. It was also seen in Holly's organization, 

through the use of big picture meetings. Senge believes that one of the benefits of openness is 

that it serves as a basis for leaming within organizations. Lundin and Lundin (1993) believe that 

the freedom to express one's real feelings is the beginning of creativity and learning. Haman 

and Hormann (1990) also state that the most important "manifestation of openness in 

organizations is access to information" (p. 173). Within each of the four organizations examined, 

information is shared openly and freely. Autry (1994) says that employees cannot have too 

much information, yet most organizations attempt to control information given to ernployees. 

Organizations start to becorne effective when they openly share information with their 

employees. Block (1993) believes that organizations must support the idea of full disdosure: "it 

requires giving complete information and telling the tmth ail the time. Knowledge is power, so 

give it away" (p. 67). This discussion indicates that holistic organizations have a climate of 

openness in which employees feel free to speak their minds and voice their concems 

Freedom and Involvernefl. Another characteristic of the four organizations is a high 

degree of freedorn and involvement on the part of ernployees. In each of the participants' 

organizations, the co-workers said they feel they have the freedom to do their work. This climate 

enables staff to be very creative, self-responsible, and independent. Every participant provides 



cciwoikers a tremendous oppoitunrty to be involved in rneaningful work, decision making, and 

infornation sharing. Freedom is also characterized in these organizations in a de-emphasis on 

hierarchy and rigid structures. Instead, these organizations have veiy simple stnictures, which 

allow thern to focus their attention on people and service to clients. This mmmunicates to staff 

that poçitions, titles, or organizational standing do m t  matter; what matters is the person and the 

service that one provides to clients. A benefit of having a de-emphasis on rigid structure is that 

it frees people to utilire more of their creative abilities because they are free from bureaucracy. 

These findings are consistent with the literature. BI& (1993) states that in highly 

controlied and structured environrnents M a t  is personal and sacred is left at the door" (p. 49). 

He believes that the fundamental beliefs we have about how to run organizations are no longer 

mrking. Most organizations focus on structure, control, cansistency, and predictability. This 

prevents employees from utilizing their true abiliîies at work. Carlopio (1 994) states that a 

holistic philosophy does suggest that in order to increase the effectiveness of individuals and the 

organization as a whole, simple structures are prefened. This view assumes that overîy 

bureaucratic, formal or rigid structures hamper the natural tendencies of organizational systerns 

to operate. Simpler structures allow people to be free and empower people to act quickly in the 

best interest of the organization and its customers" (p. 301). As a result. holistic organizations 

create simple structures which free ernployees to become involved in the organization and utilize 

their creat ive abilities in their work. 

Ref lectina on Creatina Holistic Oraanization~ - 

The organizations in this study share the following elemerrts: seeing people as whole 

people, caring, celebrations, the balance of life, openness, and freedom and involvement. 

Within the literature, there are a number of writers who have described the qualities of the type 

of organization typicat in the new story of work (Garfield, 1992; Senge, 1990; Shaffer & 

Anundsen, 1993). In this section we will bRefly examine this literature in relation to the findings. 



Through his research of "new story" organizations, Garfield (1 992) has found t hat they 

share the following characteristics which make thern very different from traditional organizations. 

First, these organizations see themselves not as a machine but rather as a whole living 

"ecosystem". They have shared visions and values. These new story organizations have 

minimal structures designed to increase flexibility and employee autonomy, participation, and 

involvement. These structures also foster a sense of collaboration and team work. The 

organizations also value ernployees as whole people and encourage their uniqueness and 

diversrty. The organizations also recognize and support every employee's fundamental need to 

integrate his or her work and family Iife. New story organizations also dernonstrate a sense of 

social responsibility. 

Senge's (1990) concept of leaming organizations also describes many of the 

characteristics of the kind of organization we will find in a new siory of work. These 

organizations have five key qualities or "disciplines." The first is systems thinking, which refers 

10 the ability to think and see in wholes and to undentand the interconnectedness of al1 things 

within the organization. The second discipline is personal mastery, which Senge defines as a 

'process of continually clarifying and deepening our personal vision of focusing our energies, of 

developing patience and of seeing reality objectivelyn (p. 7). The third discipline mthin leaming 

organizations is uncovering mental rnodels which are "deeply ingrained asçurnptions, 

generalizations or even pictures or images that influence how we understand the worid and how 

we take actions" (p. 9). These mental models are like the concepts of woridviews and paradigms 

discussed eariier in this study. Another trait of a leaming organization is the emphasis on 

building shared vision. Senge defines this as "te capacity to hold a shared picture of the futuren 

(p. 9). The final trait of a leaming organization is team leaming, which is the ability of teams of 

ernployees to come together and deepen the group's leaming and their own individual leaming. 

Shaffer and Anundsen (1993) refer to workplace comrnunities as models of the kind of 

organizations we will find in a new story of work. Workplace communities operate from the 

premise that the wotkplace has become one of the few places where individuals have an 

opportunity to gain a sense of connection with others. Shaffer and Anundsen (1 993) state that 



woiicplace cornrnunities share the following characteristics First, there exists an alignment of 

values among ernptoyees. They see themselves as parts of the whole, reflecting on the whole 

by pursuing a cornmon purpose that aligns with their personal values. Workplace cornmunities 

have very flexible and permeable structures. The organizations resemble a set of intersecting 

circles, representing a cooperative, dynamic body in which each person shares information and 

responsibilities with others. As a result, communication flows randomly-upward, downward, 

sideways, from outside in and from inside out. Finally, these organizations attempt to strike a 

balance between working alone and working W h  others by fostering a collaborative spirit within 

the organization. 

Based on the discussion we can see that the four organizations in this study are holistic 

organizations. Their emphasis on wholeness, caring, celebrations, the balance of life, openness 

and freedom and involvement are extremely consistent with the qualities of new story 

organizations, leaming organizations, and workplace cornrnunities. 

The holistic worfdview of each participant is also evident in his or her approach to 

leadership. This approach is characterized by the following qualities: integnty, trust, collective 

vision, global awareness, and courage. 

Inteam. Each participant speaks of the importance of integnty or "walking the talk." 

They attempt to ensure that their behaviours (and those of their staff members) are consistent 

with their holistic worldview. As a result, they relate, ad, and make decisions based on these 

holistic values. By ensuring that there is an integrity between their values and their behaviours, 

these participants act as role models within their organizations and çommunities. In so doing, 

they demonstrate to others what it means !O lead and to Iive according to a holistic worldview. 

Senge (1990) states that the core of leadership is for the leader to simply be a model. The 

leaders exarnined in this study show integrity by acting as role models. These leaders also 



encourage their staff to act with integrity and walk the talk. Holly and her staff discuss the 

holistic values of the organization at their big picture meetings. Howard continually engages his 

school community in a dialogue about the board's core values. He also challenges the principals 

and teachers to become more introspective and to examine whether their behaviours are 

consistent with the board's values. 

According to the literature, this quality of integrity seerns to be critical to leadership, 

especially leadership which is attempting to create a new story of work. Maynard and Mehrtens 

(1 993) suggest that people "increasingly seek integrity throughout al1 spheres of lifen (p. 49). 

They feel that the leaders and organizations that do not have integnty will not be able to survive 

in the coming decades. Covey (1990) sees integrity as a core elemerrt of pnnciple-centred 

leadership. He states that integrity is "honesty, matching one's words and feelings with one's 

thoughts and acts with no desire other than for the good of others, without malice or desire to 

deceive, take advantage, manipulate or control; constantly reviewing your intent as you strive for 

congruence" (p. 108). Hawley (1 993) also sees integnty as critical to the leadership role. He 

defines integrity as "having the courage and self-discipline to live by your inner truthn (p. 132). 

The four leaders in this study atternpt to Iive by their inner tmth by working and living according 

to their holistic woridview. They constantly take the time to review if their words, feelings, 

thougMs and actions are consistent with their deeply held holistic values. They also attempt to 

demonstrate to others the importance of integrity and working holistically through modelling. 

Trust. Each participant displays a deep trust in his or her staff. This is best seen by the 

degree of freedom that they provide their staff members to do their work. It is also evident in the 

degree of involvernent the staff has with the day-to-day running of the organizations. Trust also 

exists because there is a high degree of openness and information shanng. Shaffer and 

Anundsen (1993) believe that trust is developed in these envimnments because "no one feels 

there is any secrecy" (p. 1 16). Covey (1 991 ) says that trust is a very important quality of highly 

effective leaders. Covey believes that twst determines the quality of relationships between 

people. Rosen (1 991) says that trust is "an intangible, sometimes elusive quality. Trust has a 



dual nature, because it comprises both the ability to trust others and the quality of being 

trustworthy ourselves" (p. 24). Therefore trust implies a belief in the cornpetence of others. As 

Hannah states, "1 trust them and they perfom." Pascarella (1996b) states that "tst is won or 

Iost by how well you know yourself, how open you are to letting others see who you are, and how 

well you demonstrate your will ingness to know who they are." (p. 270). This quote describes the 

essential characteristics shared by these four leaders. 

Collective Vision. Collective vision plays an important rate in these four organizations. 

Collective visions help the organizations focus their energies. The vision for Hugh's company 

revolves around the four core missions. Howard engaged his whok school community in 

creating a mosaic vision of the future. This mosaic vision is captured in the board's staternent of 

direction. Howard and his staff use this statement to guide their daily actions and decisions. 

Senge (1990) states that vision does indeed play an important role within organizations; 

however, the way that it has been used has been ineffective. 

Today, vision, is a familiar concept in curporate leadership. But when you look carefully, 

you find that most 'visions' are one person's (or one group's) vision imposed on an 

organization. Such visions, at best, comrnand complianct+not cornmitment. A shared 

vision is a vision that many people are truly comrnitted to because it reflects their own 

personal vision (p. 206). 

Senge says that when there is a genuine shared vision, "people excel and learn, not because 

they are told to, but because they want ton (p. 9). Holistic leaders recognize this crucial 

difference and help their organizations create shared or mosaic visions. Shaffer and Anundsen 

(1 993) state that rnosaic visions enable "employees to see themselves as parts of the whole, 

reflecting the whole by pursuing a cornmon vision that aligns with their values, goals and 

aspi rat ions" (p. 1 1 6). 



Global Awarene=. The four leaders in this study also display a global awareness or 

sensitivity to social and global issues. Through this awareness, the participants attempt to work 

at the global level of holism. For example, Holiy and her staff demonstrate this quality the most, 

through their cornmitment to promoting sustainability within their cornmunity. Hugh and Howard 

are developing an increasing level of awareness of their connection to their worîd. Hannah 

displays her awareness through her personal connection to nature. Thmghout the literature, 

rnany thinkers are suggesting that a global awareness is a key characteristic of a holistic leader. 

They say that traditional approaches to leadership are based on a mechanistic notion of 

separation (Carlopio, 1994). As a result, organizations are seen as being separate, isolated, and 

independent from their cornmunity and the greater society. Carîopio believes this notion has 

been quite dysfunctional. "Organizations are part of society , not separate from it. It is this 

artificial separation of organizations from the rest of society that contributes to people feeling 

diçconnected and alienatedn (p. 305). Garfield (1992) extends the discussion by saying that we 

can no longer speak of a successful organization in the midst of a decaying society and eçology 

because the organization is a holon wtiich exists in a Iarger holarchy. The organization, its 

cornrnunity, and society are interdependent. Garfield believes that a global awareness will help 

a leader see his or her organization as a Yully participating partner in its local, national and 

global communities" (p. 31 7). Furthemore, this holistic leader will "view himself or herself as 

responsible for the welfare of employees, a steward of the community, and a friend of the earth" 

(p. 31 7). Land and Jarman (1992) feel our global awareness of "the ecological interdependency 

and interwnnectedness of the planet grows daily" (p. 125). They believe that the future of our 

wodd demands and depends on such a global awareness and vision of the world as an 

interdependent and interconnecteci whole. Holistic leaders will need to have this global 

awareness as they create a new story of work. 

Couraw. The four leaders in this study display a great degree of courage. It seems that 

working and leading in a holistic manner is, indeed, for the courageous. The reason is that by 

working in a holistic way they are challenging the prevailing story of work. As leaders, they 



approach work with a very different se? of values which, to a large extent, conflict with the old 

values of çontrol and manipulation. As Holly points out, this is not necessarily easy, and it takes 

a great degree of inner confidence and courage. Renesch (1 994) agrees by saying that 

individuals who are creating a new holistic story of work Mil need courage . . . a compassionate 

spiritual courage40 question the unquestionable, to reexamine the sacred cows, to challenge the 

status quo" (p. 4). The leaders in this study do have this courage. They are as Osbom (1992) 

States harbingers of a new story of work, "an age when personal values, spirit and integfity are 

not checked at the doof (p. 25). 

Reflectina on the lmmrtance of leaders hi^ in Creatina a New Storv of Work 

Throughout this study, al! four participants spoke about the importance of leadership in 

creating a new story of work. As the discussion above illustrates, the four participants display an 

approach to leadership based on a holistic wofldview. This approach is characterized by the 

qualities of integrtty, trust, collective vision, trust, global awareness, and courage. Recently 

within the Merature, there has been a lively discussion about the new kind of leadership needed 

to create a new story of work. Within this discussion, three broad themes surface. The first 

theme suggests that new approaches to leadership must be transforrnational in nature (Burns, 

1978). A second theme is that our society needs leaders who are ecologically and 

environmentally focussed (Dyck, 1994; Hawken, 1993; Makower, 1993; Portugal & Yukl, 1994; 

Shrivastava, 1994). A third theme suggests we need spiritually-based leaders (Banett, 1996; 

Bolman & Deal, 1994; Covey, 1990; Greenleaf, 1977; Renesch, 1994; Selsky & Smith, 1994; 

Spears, 1994). ln the section below, we will bnefly review these three themes and then relate 

them to the holistic approach to leadership displayed by the four participants. 

Transformational Leaderçhig. Burns (1978) has written a great deal about leadership. 

He rnakes a distinction between transactional and transformational leadership. He States that 

transactional leaders approach their followerç W h  an eye 10 exchanging one thing for another 



(p. 4). Transactional leadership ioughly equates to a "mechanized, technical process whereby 

the organization is operated by a management technician in control at the top of the steep 

organizational hierarchy" (Carlopio, 1994, p. 29û). In coritrast, transfomational leaders fom a 

"relationship of mutual stimulation and elevation that converts followers into leaders and may 

convert leaders into moral agents" (Burns, 1978, p. 4). Covey (1990) explains that 

transfomat ional leaders are quite diff erent t han transactional leaders because t hey play a 

critical role in transforming their employees and organizations. They atternpt to change ttieir 

employees in "mind and heart, to enlarge vision, insight, and understanding; clarify purposes; 

make behaviour congruent with beliefs, principles, or values; and bring about changes that are 

permanent, self-perpetuating, and momentum building" (p. 287). However, the literature on 

transfomational leadership is somewhat limited because it often fails to address the ecological 

and spiritual issues important in creating a new story of work. In other words, it is quite plausible 

for a person to be a very successful transformational leader, leading a very successful 

organization; yet they can do so without ever addressing the ecological or spiritual issues 

important to creating a holistic story of wok. Therefore, the theme of transformational 

leadership is an important one but does not completely describe the kind of leadership required 

for creating a new story of work. 

Ecolcmical Leadershio. A second therne within the Iiterature suggests that in order to 

create a new story of work, we require leaders who have an ecological focus. These leaders are 

known by the following terms: ecocentric leaders (Shrivastava, 1 994), socially responsible 

leaders (Hawken, t 993; Makower, 1993), eco-development leaders (Dyck, 19941, and 

environmental leaders (Portugal & Yukl, 1994). Shrivastava (1994) has coined the terrn 

ecocentric leadership to describe leadership that "places ecology at the centre of corporate and 

management concems rather than at their peripheryn (p. 224). Ecocerttric leaders are 

characterized by the following: they encourage their employees to act on environmental and 

social concerns; they have a ecological mindset and see humans as part of the larger web of life; 

they maintain an economic balance between organizational and ecological objectives; they have 



an awareness for global, social, economic, and environmental problems. Makower (1993) states 

that socially responsible leaders display a concem for employee welfare and for the communities 

in which their organizations are located. They also treat the natural environment with respect- 

Dyck (1994) states that eco-developmental leaders are characterized by the following four 

qualities: they are driven by a sense of mission; they empower otherç; they Men and articulate 

well; and they have and facilitate integrrty. Portugal and Yukl (1 994) state t hat environmental 

leaders articulate an appealing vision with environmental elements, they change employee 

perceptions of environmental issues, and they take symbolic actions which demonstrate their 

cornmitment to environmental issues. Overall, we can see that ecological leaders see the 

ecology as being central to a new story of work, These conclusions are indeed, correct but 

correct in a limited way. They do not directly address the transfomational and spintual issues 

important to leadership and important to creating a new holistic Gary of work. 

Snirited Leadership. A third theme within the Iiterature calls for a new kind of leadership 

which is rooted in spirituality. The literature asserts that little attention has been paid to the more 

personal or inner dimension of leadership (Covey, 1990; Selsky and Smith, 1994). Therefore 

there is a shift within the iiterature to the inner dimension of leadership. Bolman and Deal (1994) 

state that leaders in our culture have so far been seen either as heroes or skilled analysts. They 

feel we have focussed solely on the hands and heads of leadership, while neglecting the deeper 

more spiritual elements of the heart and sou1 of leadership. The literature suggests that spiritually 

bas& leaders share many qualities. Barrett (1996) says that spirituai leaders demonstrate 

unconditional canng by expressing love through sewice. Others feel that spiritual leaders are 

servants when they emphasize increased service to others while promoting a sense of 

community and the shafing of power in decision making (Greenleaf, 19n;  Spears, 1994). 

Rasmussen (1994) says that spiritual leaders lead frorn within. She has found that "in studying 

people wt-io lead from within, one common thread emerges. It is their dedication to personal 

spiritual beiiefs that gives them a foundation of faith and trust in the universe and uttimate good 

of humanity" (p. 146). Spiritual leaders know that to create a new story of work, they will need to 



engage the spiritual dimensions of ail their employees. Yet, spiritual leaders know that spint 

cannot be bought, ordered, directed; spirit responds to inspiration, which cornes from rnodelling 

çpirited leadership (Owen, 1994). This Iiterature makes a significant contribution to the 

leadership issue. However, as were the previous two thernes, it is somewhat limited because it 

does not balance the spiritual issues with the transfomational and ecological issues needed to 

create a new holistic story of work. 

In summary, the preceding discussion illustrates that the cunent thinking in t e n s  of new 

approaches to leadership follows t hree t hemes. These t hemes, t hough important, are iimited 

because they see leadership in a fragmenteci way. They assume that leaders who create a new 

story of work wi Il be either transfomational, ecuiogicai, or spiritual. Yet the findings of this study 

suggest that this is not an eitherlor issue. Rather, al1 of these three themes are interrelated and 

important to creating a new story of work. The qualities of transfomational leaders are indeed 

valuable because they have an impact on the kinds of relationships created with employees. 

The qualities of ecological leaders are also important because they address the important global 

and social issues of our time. The qualities of spiritual leaders are important because they 

address the deeper issues of values, meaning, care, and service. Essentially, each approach to 

leadership describes an important piece in the kind of leadership needed to create a holistic story 

of work. However, alone, they are each insufficient because, as the findings of this study 

suggest, leaders need to embrace a more holistic leadership perspective. When we consider the 

four participants in this study, we can see that they share many of the qualities of 

transformational, ecological, and spiritual leaders. Perhaps the terni "holistic leadership" is a 

more appropriate concept 10 describe the kind of leadership needed to create a new story of 

work. Holistic leadership is based on the premise that the transformational, ecological, and 

spiritual approaches to leadership are al1 valuable. Holistic leadership is a model of leadership 

which integrates the transfomational, ecological, and spiritual approaches to leadership. 



The Need for Holistic Leadership 

The discussion above suggests that holistic leadership is an important term that needs to 

be added to the discussion of the kind of leadership needed for the new story of work. Although 

this term is important, it is not one which has been widely used within the literature. Cariopio 

(1994) is one of the few who have written about holistic leadership and he believes it is different 

from other approaches to leadership because it is rooted in holism. He feels that in today's 

dynamic, chaotic, globally interdependent, and turbulent climate, prescriptive theory or 

techniques are of little use for leaders. W hat leaders need is a fundamental guiding 

philosophy-this is a holistic worldview. The challenge as Carlopio sees it is that most of the 

existing leadership and organizational theories are based on a philosophy grounded in the 

mechanistic worldview. This mode1 suggests that organizations, and indeed the entire worid, 

are machines that c m  be separated into cornponent parts and studied independently in order to 

achieve understanding. This belief has led to the assumption that, like a simple machine, we 

can easily break down ouf worfd into its individual components or parts and relatively easily 

isolate and replace the defective pieces" (p. 298). 

In contrasi. holistic leadership "means living one's life motivated by a set of core values 

that place a high priority on integrrty, service, spiritual as well as monetary profit" (p. 305). 

Carlopio believes that holistic leadership results "in physically and mentally healthier, happier, 

and more whole individuals who are capable of positively contributing to a whote organization 

that is in hannony with its social and ecological rnilieus" (p. 306). Bamum (1994) states that 

holistic leadership is crucial in our tirne. She feels that not only should leadership be holistic "but 

it must be in this tumultuous age" (p. 15). Bamum continues by saying, "the leader must be a 

whole, unique person who is, if you will, personified by his or her work or organization. In an era 

when all else is in flux, there is a need for leaders who bring to a job more than the ability to 

perfom prescnbed tasks. We need leaders who bring, first and foremost, themselves, their 

whole being, to the leadership challenge. . . . Holistic leadershipit is the only kind that will 

survive our tirnes" (p. 15). 



Based on these descriptions, we can see that holistic leadership is an integrated 

approach to Ieadership. It is neither solely transformational, nor ecological, nor spiritual. It is, 

as we can see in Figure 2 below, at al1 three. Holistic leadership is really about balance. It is 

H olistic Leadership 

Transform ational 

Ecological S piritu al 

Figure 2: A Mode1 of Holistic Leadership 

about achieving a balance between the transformational, ecological , and spiritual dimensions of 

leadership. The holistic leaders in this study are as harbingers of a new story of work. Their 

expenences suggest that holistic leadership atternpts to strive for balance by working at the five 

levels of holisrn: personal, relational, vacational, organizational, and global. These four holistic 

leaders attempt to balance rnany factors in their day-to-day work. On a personal level, they 

attempt to work and lead from an inner core of values which are holistic in nature. At a relational 

level, they approach their relationships with a sense of trust, care, and compassion. At a 

vocational level, they see their work as a calling and recognize the need we ail 

have to engage in meaningful work. At an organizational level, they create workplaces which 

foster wholeness, openness, celebration, life balance, freedom and involvement. At a global 

level, they acknowledge that their actions and the actions of their organizations affect the world. 

They therefore atternpt to work with greater awareness to global issues. Finally, they approach 

their work with a courage to create what has not existed be fo rea  wodd of work wttich is more 

humane, more spiritual, and more ecologically sensitive. 



The Challenaes - to Creatino a Holistic Storv of Work 

One consistent finding among al1 four participants is that attempting to create a new 

holistic story of work is not easy. There are many challenges. The participants report that one 

of their main challenges cornes from attempting to explain aspects of holism to people. One of 

the reasons they find this a challenge is because the concepts of holism are so intangible and 

difficutt to relate to others. This in tum makes language a key challenge. Miller (1991) states 

that "the fundamental task of holism is to take insights that are essentially mystical4erived 

from intuition, enlightenment, or the surteal world of quantum mechanieand articulate them in 

languages that speak at the conditions of our present cutturen (p. 24). We see from the 

participants' expenences that this is a diff icutt process. It is difficutt because holisrn is based on 

a set of assumptions "which are intuitive and implicit rather than clearly articufated" (p. 24). An 

additional reason why participants may find it challenging to explain holism to others is because 

they each have a diff erent and evolving understanding of holism. Miller (1988) states that 

because the language associateci with holism is not precise, it may be difficuit for people to 

articulate and understand. Therefore, this may affect the way in which they cornmunicate holism 

to others. Darcy (1994) suggests that another reason why it may be difficult to explain holism, 

especially within organizations, is because most of the language in organizations is *hardn 

operational language. He states that organizations do not have a good understanding nor a 

comrnon language about "wftn issues Iike holism, ethics, values, and spirituality. Darcy believes 

that the role of holistic leaders is to develop a new language. 

Another challenge that the participants report is the difficulty in living and working 

accurding to their holistic philosophy. Clark (1 991) states that probably the greatest challenge 

facing holistic leaders and thinkers "is the challenge to think and act holistically" (p. 43). There 

are two reasons why this may be the case. Fiist, even though each participant holds a holistic 

warldview, they are still part of a society where an industrial çtory of work prevails. Purpel (1996) 

suggests not only does this woridview currently prevail in society, but it still prevails within 

individuals, even among those who hold a holistic woridview. Purpel suggests that individuals 



must understand and accept this reality. What this means is that no matter how cornmitted 

people rnay be to a holistic woridview, they must remember that they have been influenced by 

the industrial story of work and the mechanistic worfdview. As a result, they will not be perfect 

nor always successful in their efforts. These ideas are consistent with the experiences of the 

four participants. Several of them acknowledge the personal stniggle to working holistically. 

They also see that they are not perfect or always successful in their efforts in attempting to work 

holistically. A second reason why it may be difficult to think and act holistically is because each 

participant is working within traditional organizations and systerns. Hannah works within a health 

care system based on the traditional medical rnodel. Hugh works within a traditional business 

world. Howard is attempting to implement holistic education within a fairly traditional educational 

system. HoIly is attempting to put forth her holistic ideas within a community with very "linear- 

thinking" leaders. 

As each participant works holistically, they challenge the predominant mechanistic 

worldview. Barker (1992) states that any person who challenges a prevailing paradigm is usually 

known as a 'hard casen within organizations because they are always asking questions, 

challenging the rules, experimenting with the status quo. In his experience, when such 

individuals challenge the traditional system, they are usually treated badly by people holding on 

to the old worldview or paradigm. Land and Jaman (1992) state that people who challenge the 

prevailing woridview are typically treated by others in a cool and even hostile way. Garfield 

(1992) states that changes to the old story are often met with resistance, particularîy from people 

well grounded in the old story. He continues to say that to cope, individuals will require courage. 

The participants of this study display this courage. They recognize that working holistically 

involves a great degree of hard work. lt is not easy. These participants cope with these 

challenges by taking the time to regulariy contemplate on their holistic values. They also reflect 

on their own behaviours to determine if there is a sense of integnty in what they believe, what 

they say, and what they do. Finally, despite al1 the challenges, lhev tw to create a new holistic 

story of work. 



Limitations 

This study, like al1 investigations, has within its design inherent limitations which may 

have an impact on the resutts. In this section, we will briefly consider some of the Iimitations of 

this study. One of the limitations of this investigation is the limited generalizability of the 

findings. Since only four participants and their organizations were studied, caution must be 

made in drawing broad conclusions based on the findings. The findings of the study can only 

really be generalized to these four individuals and their organizations and only during the period 

of time men the data were collected. 

Another potential limitation of this study involves the sampling strategy used to select m 

workers and colleagues for each participant. In each case, 1 asked the four participants to 

provide me with a list of co-workers and colleagues who would represent a cross section of 

individuals and opinions. Therefore, in al1 cases, the participant selected the CO-workers and 

colleagues. This could be a limitation because the participants rnay have biased their selections. 

As a researcher, I did not get a sense that this actually took place. I was actually quite 

impressed with the great degree of thought that the participants put into the process. Once 1 

completed the intewiews, I felt that the group of co-workers and colleagues did represent a 

broad cross section of individuals and opinions. 

Another possible limitation of this study deals wiîh organizational size. The four 

organizations in this study were of relatively small in size in terms of the number of employees. 

It is therefore plausible to assert that some of the findings of this study may be due to the issue 

of organizationai size. This study may have been better balanced by including a participant who 

works in a very large organization. This issue of organizational size will be discussed in more 

detail within the next section. 

Overall, 1 suspect the impact of these limitations on the findings of this study is relatively 

small. The reason is that in carrying out this study t have attempted to strive for what Lather 

(1986) refers to as "relevance as well as rigor." This study has several strengths which lead to 

the reliability, validity, and credibilrty of the findings. This first is the academic rigor used in 



canying out the research. This was achieved by conducting three indepth interviews with each 

participant over a period of rnonths. The depth of the interviews and the span of time in which 

they were conductecl, add to the credibility of the findings. Second, this study used triangulation 

by interviewing 16 CO-workers and colleagues. Lather (1 986) suggests t hat Triangulation is 

critical in establishing data-tnishÿorthiness (p. 269). The data gathered from the CO-workers and 

colleagues, in parîicular, give this çtudy its strength because they are highly consistent with the 

data gathered from the four participants. 

Implications 

tm~lications for Holistic Theory 

A great deal has been written about holism and holistic theory. Yet very little is know 

about people's actual conceptions of holisrn because very few studies have been conducted. 

Little is also known about the process in how people corne to acquire or develop a holistic 

philosophy. Collectively, the findings of this study have made an important contribution to both 

of these areas. As we saw in the four participants, there is both simitarity and variability in their 

conceptions of holism. We found these conceptions focussed on the themes of wholeness, 

spirituality, and the environment. The themes of unconditional love and self-sustainability were 

also important ir, the case of Holly. Moreover, we found that there may not necessarily be a 

simple or orderly process in ternis of how individuals acquire a holistic woridview. The 

participants also related many different experiences which shaped them. Though the insights 

from this study are extremely useful, they only scratch the surface. For example, Are there other 

themes which can make up people's conceptions of holism? What other ways do people acquire 

a holistic worldview? These are both rich areas for future research. More research must be 

&ne to discover people's conceptions of holism and how they go about developing their holistic 

worldview. The reason this research is important is because, as Hannan (1 996) states, the 

driving force of a transformation to a new story of work is based on transformation at the 

individual level. Haman believes that the most powerful tool for inner change or transformation 



is power to change one's woddview. Therefore, if we can better understand both tiow people 

understand holism and how they corne to develop their holistic worldview, we can help others 

make their own transformations and, thereby, assist them in creating a new story of wrk,  

Another implication of the resutts of this study concems the idea of using the levels of 

holism to better understand holistic theory. This study supports Miller's (1991) contention that 

levels of holism are extremely useful to understanding holistic theory. Yet the five levels 

identified in this study do not represent the "only" levels of holism or holistic theory. Therefore, 

future research should continue to examine holistic theory and issues by looking at various levels 

of holisrn. 

Another implication that I would like to suggest is that as the philosophy of holisrn and 

holistic worldview continue to emerge within in ouf society, a new and exciting area of study is 

being h m .  This area of study can be termed "holology," which essentially is the study of the 

whole. It is an area of study and Ieaming dedicated to leaming about holism and holistic theory. 

It is al% an area which attempts to understand how the holistic worldview is manifesting itself at 

the pemnal, relational, vocat ional, organizational , and global levels. We need a group of 

committed researchers or holologists who, in the words of Halal (1993), understand their special 

responsibility to study the emerging holistic perspective within ouf worfd. By establishing such a 

field of study, we can help the many holistic leaders scattered throughout the worfd in their 

efforts to create a new story of work. 

lmolications for Holistic Leaders 

The holistic leaders in this study approach their leadership by atternpting to balance 

transformational, ecological, and spintual issues. Their leadership is rooted in integnty, trust, 

collective vision, global awareness, and courage. In their efforts, they have created 

organizations which are based on seeing people as whole people, caring, celebrations, the 

balance of Iife, openness, and freedom and involvement. Despite their successes, the path of 

the holistic leader is filled with many challenges. One of the subtleties that ernerges is that being 



a holistic leader can be â lonely experience. Harman (1992) states that the nurnber of individuals 

wtio are creating a new story of wrk represents a very small minonty in our society. There are 

not many holistic leaders around. This suggests that holistic leaders need to seek one another 

out and support one another in their efforts in creating a new story of work. In ligM of the many 

challenges, they must also recognize that they play a critical role in teaching others about 

holism. As we have seen in this study, one of the most important ways to teach other is to act as 

a role model. The holistic leader's most important role is in creating safe work envimnments 

where others will be able to fiIl their inner longing for wholeness, derive meaning from their work 

and contribute to the sustainability of society. 

lm~lications for Oraanizations and Societis 

This study revealed some very important insights about the characteristics of holistic 

organizations. Despite these insights, there is still more to learn about holistic organizations. 

For exarnple, each of the organizations in this study was relatively small in terrns of the number 

of ernployees. An important question which future research must examine whether if the size of 

the organization affects its ability to be a holistic organization. There is some evidence to 

suggest that the most effective working units consist of about 150 to 200 people (Harman & 

Hormann, 1990). This size allows for a great degree of interaction, collaboration, and sense of 

interdependence among staff and working units. There is already sarne support within the 

titerature that smaller may be better. For exarnple, Miller (1988) cites the work of Kirkpatrick 

Sale who believes that organizations need to consider issues of human scale, whereby people 

can work in organizations that are of a reasonable size. Lemkow (1990) suggests that large- 

scale work settings are very impersonal and discourage employees from developing a sense of 

personal responsibility for the outcome of their work. Garfield (1992) believes that large 

organizations will always exist but they will restructure into smaller more uhuman-scale" groups 

that can run more humanely. These ideas may indicate that one can only create a holistic 



organization if it is of a reasonable size. Further research could explore how organizational size 

affects an organization's capacrty to be holistic. 

lm~lications for E d m i o n  and w t o q  

The findings of this study illustrate that teachers and educational experiences can play 

an important role in influencing an individual to acquire a holistic worldview. This suggests that 

educators need to be involved in the pmcess of helping others acquire a holistic woridview. 

Harman (1 992) states that "no issue is more critical to the educat ional enterprise than the 

question of what woridview will inform our goals and guide our efforts" (p. 15). He believes that 

educators have a special responsibility in helping their learners to acquire a more holistic 

worldview. Educators in al1 settings, from elementary and high school, to colkges and 

universities, to communities and workplaces, need to acknowledge the importance of teaching 

people the principles of holism and holistic thinking. Csikszentrnihalyi (1993) states that pefhaps 

the most urgent task facing educators is teaching learners that "Iife in the universe is 

interdependent" (p. 275). He feels we must al1 learn to appreciate "the direct links that exist 

between actions and consequence-in one's body, in one's social network, in the planetary 

environment as a wholen (p. 274). One way to accomplish this is to make education and 

learning, at al1 levels in our society more, holistic (Miller, 1988). 

This has been an extremely valuable experience. I feel privileged to have had the 

opportunity to be able to pursue this kind of leaming in an area of great personal interest. 

Throughout this experience, I learned a great deal about the research proces. 1 alsa leamed 

about holisrn and holistic theory. ln this section, I will briefly ref lect on my leamings. 

As a researcher, 1 feel very grateful to have had the opportunity to work with the four 

participants and their co-workers and colleagues. Each person whom I interviewed was 



extrernely giving of his or her time and insights. The relationship I developed with each 

participant couid be describeci as that of CO-researchers. All of the four people were as 

interested and excited by the topic as I was. They were also very supportive and frequently gave 

me the encouragement I needed to complete the proces. Based on this experience, l will 

attempt to bring this spirit of CO-inquiry in my future research activities. I believe the quality of 

the research is increased when this spirit of cbinquiry is present. 

As a researcher, 1 also came to appreciate the personal traits required to carry out such 

a research endeavour. The research process requires discipline, passion, and a sense of 

humour. 1 also observed that another important quality needed to be an effective researcher is 

patience. Throughout this process, I encountered challenges, such as dealing with a case of 

repetitive strain injury in rny hands and wrists. As a result, I was forced to work very differently . 

1 had to slow down considerably and work at a Pace that my hands and wrists would 

accommodate. Quite surprisingly, instead of feeling anger, frustration, and impatience, 1 found 

myself becoming very patient. 1 accepted the situation, took care of myself, and leamed to work 

at a slower pace. l also leamed that the research process has its own cycle and pac-ven a 

Iife of its own. 1 believe researchers must leam to appreciate this cycle and be patient with the 

Pace of the research. 

When I began this study, rny goal was to leam about the experiences of my participants. 

In the end, however, I leamed as much about myself as 1 did about them. On a personal level, 

the findings of this study helped me to expand my own understanding of holism and holistic 

theory. As 1 reviewed the data and read about the participants' conceptions of holism, I found 

myself thinking about my own. I discovered rny conceptions were actually very similar to those 

held by the four participants. When I read about their influential experiences, I found I reflected 

on my own influential experiences. 1 discovered that my own experience was very rnuch like 

Howard's, in that I am a student of holisrn. My interest in holism goes back to my high school 

expenence and has evolved ever since that time. Furthemore, as the participants spoke about 

their efforts in creating a holistic story of work, I thought about my own efforts. I could relate to 

their challenges in working within traditional systems. I could also relate to the sense of joy they 



derive from doing meaningful work and working collaboratively with others. Through al1 of this 

reflection, I have corne to realize that 1 have intensified my interest in holism and holistic theory. 

This is somewhat ironic, because when I began this research proces, 1 felt that it would actually 

be the culmination of years of thinking and leaming about holism. lnstead of a climax in 

leaming, I find only many more paths to explore. 

This point connects directly to another key personal insight which I developed-mainly, 

that through this process 1 feel l have gained an even deeper sense of purpose. This purpose is 

to leam more about holisrn, holistic theory, and the experiences of other holistic leaders. As a 

result, 1 feel that 1 will continue these paths of leaming. Like Holly, I feel that as rnuch as I have 

learned about holism, 1 have just scratched the surface. Increasingly, I am feeling an "inner 

pushn which I am beginning to interpret as a possible calling to continue to leam about holism, 

share this leaming with others, and support them as we work together to create a new story of 

work. 
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Department of Curriculum, Teaching & Leaming 

HOLISM AT WORK STUDY - INTERVIEW GUIDE 

Interview Guide For Particioants 

[l] Tell me about your work. 

[2] What does holism mean to you? 

(31 What are your experiences in attempting to work in more holistic ways? 

[4] Wh y do you work in t his way ? 

[q What or whorn has influenced you? 

[6] What are your challenges and obstacles? How do you deal with them? 

[A  What are your successes? Your disappointments? 

[a] W hat are your goals for the future? 

Interview Guide For Coworkers and Colleaoues 

[l] Tell me about your work. 

121 What is it like to work here? 

[3] What values or principles does Iive and work by? 

[4] What kind of relationships have you developed here? 

[5j Anything else you would like to add? 
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INFORMATION ABOUT HOLISM AT WORK STUDY 
Principal Researcher: Vince Molinaro, Ooctoral Candidate 

1. RATIONALE & PURPOSE OF STUDY 

The purpose of this investigation is to examine the ways in which hoiism is emerging within the 
world of work Specincally, this investigation wilI explore the experiences of individuals who are c r e a ~ g  
a new story of work founded upon holistic values of wholeness, intuition, cooperation and 
interdependence, community, and sustainabIe emnomic development. 

The reason for exploring this question is because much of the work we have done and continue to 
do in Western society has been founded in the industriai era which has been built on a set of krgely 
implicit assurnptions which are no longer viable For our world (Haman, 1992). This set of assurnptions 
(or story) has been characterized by d u e s  such has an Unbaland emphasis on unlimited anomic  
growth and materiaiism, technological conuol over nature, and the accumulation of power over &ers. 
This set of assumptions or industrial story has guided our actions for the p s t  t w ~  hundred years. The 
literature suggests that many of our current planetary dilemmas such has environmental degradation, 
unemployment, the marginalkation of peoples, and the extinction of species has come about because we 
have had an over-reliance upon the values of the industrial story (Berry, 1988; Harman, 1992; Miller, 
199 1). The literature also suggests that if we are to resoIve our global problems, we must reassess the role 
of work in our society. In essence, we are king called upon to take a criacal look at the wœk we do and 
the work we are not doing (Fox, 1994)-to fundamen tally change the story of work in our society. 

In recen t years a new story of work has begun to emerge within our society. This new s m y  is 
more humane, spiritual and ecoiogical than the industrial story and emphasizes the holistic values of 
wholeness, intuition , cooperation and in terdependence, cornrnunity, and sustainable economic 
development, The literature suggests that we mu t  begin to redefine and recreate work from the values of 
the industrial story to the values of new and hohtic story. Throughout the world of work, a small nurnber 
of individuais have begun to create a holistic story of work Though these individuals comprise a minority 
sector in ou .  society, they are still nonetheless auempting to redefuie their work according to more holistic 
values (Harman, 1992). The iiterature thus Ear has profiled the experience of a only a handfid of these 
individuals. However if we are to deeply understand the experiences of these individuals, more research 
must be conducted. Halai (1993) States that researchers, "bar a special responsibiiity to study and explain 
this emerging [holistic] perspective so that it is understood widely ... if we can carry out this task 
responsibly, we could then assist policy makers and citizens in redefining the social order that is now 
failing so that a more benign type of global system may be b" (Halal, 1993, p. 1084). Therefore, the 
centrai fwus of this investigation is to beuer understand and learn more about the experiences of 
individuals who are atwmpting ta create a holistic stoiy of work. if we can achieve this goal then we will 
may be able to make great strides in resolving many of our global problerns and creating a more 
sustainable future. 

II. RESEARCHER MOTIVES AND INTENTIONS 
Over the pst two years I have been working on my Doctcxai degree in Education. In this 

program 1 have auempted to blend my learning interests with my professional intefests in the fields of 



holism, educaîion and wmk. My personal interats have ted me to this saidy and its in-depth e x p l d o n  
of how the holistic woridview is beginning to emerge at work 

Ill. THE STUOY 

Research Proces- This study will be using private and confidentid one-on-one interviews to gather 
data. W e  wiii meet hrJo to three cimes with each session will last approximately 60 to 90 minutes in 
duration. During these sessions, I wiii be asking you questions about your work experiences. These 
interviews will be held at locations and at tirnes that best suit your convenience. In addition to these 
interviews, 1 will also conduct brief i n h e w s  (30 minutes in duration) with four otfiet individuais. 
Two of which wili be individuals who are your coworlcers and who work within ywr currerit work 
semng. The d e r  two individuals will be coiieagues, clients ar customers fiom outside ywr w<#k 
setîing. The purpose of thse interviews is to broaden the data in my m p t s  to address the research 
question. As a result, it is important that these individuals will be able to comment on many of the 
issues of this study as they relate to you and your experiences. 

Confidentiaiity. To maintain your privacy and confidentiality, you wiIl be assigned a pseudonym 
(another name) for the entire study. 1 wiU be the only person who wiLl know your m e  identity. Ln 
addition, the confidentiality of your coworkers and colleagues and ywr organization will also be 
mainrained. 

Vduntary Participation. Your participation in this study is completely voluntary. This rneans that 
if there is a question that you do not want to answer you do not have m. Furthermore, if at any point 
you wan t to withdraw From the study (for an y reason whatsœver), you can tieely do so. 

Y our Data. After the interviews, the data will be transcribed by a professional transcriptionist. I will 
then anaiyze the data and write up the results. At this point you wil l  have an oppurtunity to read the 
results of this study and provide any comment5 and input into the study's hdings. 

PublicationslDissemination. The results of this suidy will be documented and disseminated in my 
Doctorai thesis and possibly in my professional work. In addition, if in the future the results of this 
study are us& in a publication (e.g., a journal article or book), you will be contacted and asked for 
your permission to use your data. 

Potential Risks. Given the nature of this investigation, the potential risk to yw in being involved as 
a participant is relatively small. The greatest potential risk that may exist to involves the disclosure 
of information, During the interview you might accidentally disclw information that you do not 
want in the study. In this case, you can simply tell me to remove and disregard the data. 

if at any point during the study you have any questions or mcerns please contact me. 
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HOLfSM AT WORK STUDY 

PARTICIPANT CONSENT FORM 

1, , agree to take part in a 
study exploring the experience of individuals creating a holistic story of wok. The steps and 
process of this research study have been fully explained to me by the principal investigator, 
Vince Molinaro. I undestand that I will be asked to answer several questions regarding my past 
and present work experiences in one-on-one interviews. I understand that participation in this 
study is voluntary and that I can withdraw from the study at any time. l understand that as part of 
the study, interviews will also be conducted with CO-workers and colleagues with whom I work on 
a regular basis. 1 also understand that rny involvement and the involvement of my CO-workers 
and colleagues will be kept cornpletely pn'vate and confidential. 

Date 

Name of Participant 

Signature of Participant 
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1 HOLISM AT WORK STUDY 1 

CO-WORKERtCOLLEAUGE CONSENT FORM 

1 , agree to take part in a 
study exploring the expen'ence of individuals creating a holistic story of work. The steps and the 
process of this research study have been fully explained to me by the principal investigator, 
Vince Molinaro. I understand that 1 will be asked to answer several questions regarding my work 
in a one-on-one interview. l understand that participation in this study is voluntary and that I can 
withdraw from the study at any time. I also understand that my involvement and the involvement 
of my co-workers and colleagues will be kept cornpletely private and confidential. 

Date 

Name of Participant 

Signature of Participant 
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