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	Tools, Tips, Tidbits and a Forum for continuing conversation…



2009 Calendar Now available for download
	A Word from the Editor…

In this Christmas/New Year issue, we thought we’d look at compassion and the positive effect some emotional generosity can have in conversations.  We also look at ‘compassionate leadership’ – the role connectivity, empathy and mindfulness play in working well with others. In keeping with our compassionate conversation theme, we review ‘The Lost Art of Compassion’ and ‘Resonant Leadership’ a couple of titles from our own reading list this year. A special thank you to Leigh Bennett who’s been a welcome addition to our consulting team this year... And can we also take this opportunity to wish all the wonderful people who have supported our programs over the years a very caring, compassionate Christmas and joy-filled New Year... Bill & Cecily Cropper @ The Change Forum 
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	A Christmas acronym and they’re all attributes or practices of emotionally intelligent leaders we explore in our 2-day Personal Mastery: Leading with EI program.

  …[Sorry – couldn’t resist fitting that in!]
	A Christmas Acronym… 

This Christmas acronym reminds us of those things about our best selves that most matter… 
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Compassion: to understand others – not judge
· Hope: that instils optimism and encourages effort 

· Relationships: the basis through which leaders lead
· Inspiration: that leads to innovation and vision
· Self-reflection: so essential for self-awareness
· Tolerance: to handle diversity and difference 
· Mindfulness: being alert, awake, aware, attentive
· Attunement: to connect with others empathetically
· Sincerity: authenticity that builds trust and respect
And if you do all this, you just may feel that all your Christmases have come at once! 

	Nowadays, we think compassion is one of the noblest human virtues…  But in Rome, compassion was an emotion that ‘belonged to the worst sort of people – old women and silly females’…
	Compassion – only for old women and silly females?
“Nowadays, we tend to think compassion is one of the noblest human virtues – that in fact you can measure the quality of a civilised society by the level of compassion for the weak, the poor, for those who suffer,” says ex-Monty Python member Terry Jones in his very amusing and table-turning re-telling of Roman history from the Barbarian vantage-point.  [image: image4.png]N e



“In Rome”, says Jones, “compassion was regarded as a moral defect.” As if you couldn’t tell when their idea of a big day out was watching people kill each other! Jones quotes Seneca: “…stern guardian of republican virtue, (who) said in an essay for his pupil Nero that compassion was an emotion that ‘belonged to the worst sort of people – old women and silly females’.” (Barbarians: An Alternative Roman History) With tuition like that, little wonder he could keep fiddling while Rome burned!

We’ve come a long way since Roman times – or have we? Hollywood moguls stage global gladiatorial matches and our presidential emperors televise war. The Romans would have liked that one. In workplaces, empathy’s a word that still makes many managers go green. And compassion? Well, we can’t say it’s only for “old women and silly females”. That would be politically incorrect. But isn’t it something only those Buddhist monks do? ‘Hard-headed’ (or is that ‘hearted?) managers still associate it with being sentimental, mushy, and taking a too softly-softly approach when we should be business-like, stern and stoic. Shades of Seneca – wasn’t he one of those?

	Exercising power adds  a lot of pressure that can cause once buoyant and resonant leaders to slip into dissonance – becoming burnt out, dispirited, scratchy, abrasive and abrupt…  The way back is renewal – and the keys are compassion, hope and mindfulness…

Highly recommended reading for leaders to deepen appreciation of the role emotional intelligence plays in great leadership…
[image: image5.png]


Resonant Leadership: Renewing Yourself and Connecting with Others Through Mindfulness, Hope and Compassion Richard Boyatzis and Annie McKee 2005
	Leader-stress – not a Wagnerian opera…
[image: image6.wmf]Ever wondered why your previously inspiring, positive and supportive boss has turned sour and scratchy lately? Maybe they’re suffering from ‘leader-stress’. No – it’s not a Wagnerian opera.

In Resonant Leadership, Richard Boyatzis and Annie McKee, who co-authored The New Leaders with EI guru Daniel Goleman, start with the proposition that leadership is stressful. As if we didn’t know that!  And they have named this affliction – its “Power-Stress”. 

· Exercising power puts a lot of pressure on leaders, it seems – though the power-less people on the other end don’t get much of a look-in in this book. 
· Leaders look after others but often feel cut-off and unsupported themselves. Handling those constant crises and heavy-duty responsibilities drains us and dries up our reserves of resonance and connectivity. “Over time, we become exhausted – we burn out or burn up – so that we find ourselves trapped” in what Boyatzis and McKee call “the Sacrifice Syndrome”, where we constantly choose to put our job before ourselves.
· Once buoyant, resonant leaders slip into dissonance – “and, because our emotions are contagious, dissonance spreads quickly to those around us and eventually permeates our organisations” they observe. “Dissonant leaders wreak havoc – they’re at the mercy of volatile emotions and reactivity – they drive people too hard and leave frustration, fear and antagonism in their wake.”  And I just thought that was the way some leaders liked it? 

To make things worse, leaders like this are often completely unaware of the damage they do. The diagnosis? Many leaders don’t look out for and renew themselves – and when they don’t, even once-resonant and connected leaders become dissonant – burnt out, dispirited, scratchy, abrasive and abrupt under pressure.
The way back? Well, according to the authors, it’s renewal: returning back to resonance through a conscious process of mental and physical practices to inspire, re-energise and counter the effects of leader stress. And the keys to renewal – the exploration of which forms the main structure for their book – are cultivating compassion, mindfulness and hope.
Though I’ve been a bit tongue-in-cheek, this book is really good. It moved me – and I imagine it will others – to pay attention to ‘wake-up’ calls that prefigure burn-out; and the coverage of the 3 key guiding concepts of compassion, mindfulness and hope is clear and compelling.  As with many U.S. writers on organisation, anecdotal stories take up a lot of space and go on a bit too long for my taste (are they really frustrated cupboard novelists?) but the exercises at the end of each chapter provide very useful self-coaching activities. 

	Western psychology has tended to focus almost exclusively on what’s wrong with us… And of all the positive emotions, compassion has been most neglected… You could say that there’s been an almost pathological aversion to the ‘C’ word…
	Pathological aversion to the ‘C’ word?

[image: image7.png]ce)qpmﬁoﬂ““
EADERSHI;F



Western psychology has tended to focus almost exclusively on what’s wrong with us in terms of psychoses, compulsions, depression, hysteria, obsessions, anxiety, compulsive anger and the like – all cloaked in a whole lot of impressively arcane acronyms (‘I have a personality disorder – I get ANGRY!!! at the drop of a hat – you’ll just have to put with me!’).
In comparison, relatively little research time has gone into understanding the psychology of well-being. Maybe I need to change my medication in a minute, but doesn’t that strike you as positively pathological! Where does positive psychology fit in all this? 

Psychologist Martin Seligman, author of Learned Optimism, says of his own profession that an "exclusive focus on pathology that has dominated so much results in a model of the human being lacking the positive features that make life worth living." Way to go Martin – we’re with you, aren’t we? And of all the positive emotions, psychology has neatly neglected compassion…
· As Lorne Ladner points out in The Lost Art of Compassion, western psychology has taught us to work with damaging emotions and patterns, but has not offered "even one clear, practical, well-researched method for people to use to develop compassion."  (

	… A pathological aversion to the ‘C’ word?
	· Heinz Kohut, known for his work on the psychological uses of empathy (which he sees mainly as a tool for mining other people's minds), cautions psychologists not to confuse it with "such fuzzily related meanings as kindness, compassion, and sympathy." Heaven forbid Heinz! We don’t want to get all fuzzed up with frilly feelings! 

You could say there’s been an almost pathological aversion to the ‘C’ word. From early on, psychotherapists, it seems, didn’t want to be accused of being too compassionate. Freud started this trend when he said psychologists needed to be coldly clinical like surgeons. Cutting remark Sigmund!

	Wile we have psych-tests coming out of our ears to measure depression, anxiety and the like, we’re word poor when it comes to describing subtle gradations of feeling around compassion – even though it’s just as real an emotional state as anger or anxiety!
	Literacy of Toxic Emotions – positively poisonous…
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It’s said the Inuit have an unusually large number of words for ‘snow’. Actually that’s not snow (sorry) ‘so’ – but it’s often used to illustrate how words, or the lack of them, shape our world and the way we are in it.

If you can’t name something, you can’t experience it in as rich a way. Or, if you have lots of names for the same sort of thing, it betrays some prejudicial way a society sees the world.  …Which in a roundabout way brings us to emotions like compassion.

Unlike the venerably ancient Buddhist psychology tradition, it seems we don’t have an agreed definition of compassion.  ‘So what,’ you say?  Well, until we-in-the-west define an emotion, we don’t bother to measure or study it.  While there’s no doubt we’re all ‘toxic-emotion’ literate – compassion sits in a corner, ironically, uncared for.
· We easily discriminate between feelings like annoyance, anger, frustration, rage, hatred and we all know too well how to distinguish between feeling pressured, panicked, paranoid, stressed-out, worried, afraid and terrified.

· Yet we’re word poor when it comes to grading positive emotions like pity, concern, compassion, caring, joy and love, like this.
Similarly, our society gives prominence, power, perhaps even celebrates, dysfunctional feelings like envy, jealousy, rage and hatred, yet we rarely seem to recall how positive emotions can be equally powerful. We often associate compassion with weakness and too often imagine that we must be angry, overbearing or arrogant to be strong.

Buddhism's tradition of positive psychology reminds us compassion can be powerful too – or is that just a snow-job?

	A number of leading researchers are now studying the positive psychology of compassion. Notable amongst these is Dr Richard Davidson whose research suggests regular meditation ‘rewires’ the brain – and that compassion is connected to feelings of happiness..

Want to be Happy? Cultivate compassion…
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Want to be Happy? Cultivate compassion…

Stimulated by a series of dialogues sponsored by the Dalai Lama between practitioners of Buddhism and western psychologists, a number of leading researchers are now studying the positive psychology of compassion. Notable amongst these is Dr Richard Davidson, director of the Laboratory for Affective Neuroscience at the University of Wisconsin. 

Davidson’s deep brain scans of Buddhist meditators using functional M.R.I. and advanced EEG analysis, confirm that meditation strengthens connections in those parts of the brain that calm feelings like fear or anger and help regulate emotions. For example:

· He found a ‘Loving-Kindness’ meditation that focuses on empathetic and compassionate feelings about oneself and others 'lights up' the left prefrontal cortex – part of the brain associated with feelings of joy, happiness, enthusiasm and resilience. (The right, by the way, is linked with fear, anxiety, sadness and depression.)
· Davidson's research suggests regular meditation may ‘rewire’ the brain to give greater predominance to the 'happy' left – and that compassion is connected to generating feelings of happiness.

· When he graphed brain waves of one monk volunteered by the Dalai Lama, he was amazed to find the highest level of activity ever seen in brain areas associated with happiness and positive emotions he’d ever seen. 

From a Buddhist perspective, all of this comes as no surprise. Buddhist practitioners have always maintained the most powerful way of becoming happy is to cultivate compassion. Western psychology often forgets that happiness is a state of the mind – just as much as depression is – and so its main cause must also be psychological. 
 (
…While we strive to find happiness outside ourselves – in wealth, success, fame, work or relationships – the truth is that the extent of our happiness depends mainly on our emotions. And compassion is key. It’s possible to train our brain to be happy. So if you want to be happy – don’t worry – and cultivate compassion!

	What makes up compassion? Is there such a big gulf between east and west in our understandings of this term or is there agreement on some of its essential components?
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The Components of Compassion…

In Daniel Goleman’s 4th book “Destructive Emotions: A Dialogue with the Dalai Lama” which brings together some of the best minds on the subject from both east and west, a discussion develops over the divergence in our mental models of compassion. 

· The western view is we’re essentially selfish, but rationally have to be nice to others to get what we want – that under threat, stress, scarcity, we drop compassion and our selfish side emerges.
· The Buddhist view is we’re essentially compassionate by nature. The Dalai Lama sums it up succinctly: “Every human being has the same potential for compassion; the only question is whether we really take any care of that potential, and develop and implement it in our daily life.”
Despite this fundamental difference, it seems there are more commonalities than we think:

1. Respect and caring is common meeting ground. In The Art of Happiness, The Dalai Lama defines compassion as “a mental attitude based on the wish for others to be free of their suffering, associated with a sense of commitment, responsibility and respect towards the other…” (p. 114).  Boyatzis and McKee in Resonant Leadership claim the components of compassion are “being in tune with others”, which “involves caring about them – and that is what evokes compassion. You feel curiosity, respect and real empathy. “
2. Empathy’s a common denominator, though east and west reverse its relationship to compassion. In Buddhism, compassion is a deep understanding of the emotional state of another (which sounds like the western idea of empathy). Compassion may lead us to feel empathy with another person. In western thought, empathy is what enables us to connect with other people, which can then lead to us feeling compassionate toward them.

3. Selfless and unconditional, both traditions agree, are conditions for true compassion. It’s putting others' needs before your own – not ‘favour-trading’ or expecting something in return for being compassionate: “Compassion means giving selflessly. (It) is the emotional expression of the virtue of benevolence” says Boyatzis and McKee, and “we must be able to suspend judgement” to do this. Back east, The Dalai Lama says “True compassion toward others does not change even if they behave negatively. (It) is based not on our own projections and expectations, but on the needs of the other, irrespective of whether another person is a close friend or an enemy.”

4. Committed action is a common factor. In fact, say Boyatzis and McKee, “compassion is empathy and caring in action – a willingness to act on those feelings” and The Dalai Lama resonates: “True compassion is not just an emotional response but a firm commitment characterised by action, combined with a desire to alleviate, reduce or show special kindness to those who suffer.” Loving-kindness is inspiration for such acts.

5. Being of benefit to others is part of both views. Compassionate acts attempt to alleviate pain and suffering of others. In Buddhism, this is the primary focus. In the west, we speak of generosity and being benevolent without any thought of gain, though we don’t have such an exclusive focus on compassion as a pain-reliever. 

Being tender-hearted though is not the same as being soft-headed. There are two areas The Dalai Lama highlights about compassion, on which the west still seems vague. He cautions not to confuse genuine compassion, which is constant, with attachment, which is ‘controlling’, ‘unstable’ and changeable: “If (they) do something to make you angry, all of a sudden you find emotional attachment evaporating.”

Compassion, he confirms, is also a selfish motive – “There is also a sense of its being a state of mind that can include a wish for good things for oneself” – that it can make us feel good and look after ourselves. Buddhists call this notion “self-cherishing”. It reminds us of the old adage that ‘To love someone well, you need to love yourself first.’

	Most leaders are still trained to lead with their heads, not their hearts. They’re conditioned to put business before benevolence. Is there place for a new breed of compassionate leader? And what does it take to become one?
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Compassionate Leaders – a new breed?
Most leaders are still trained to lead with their heads, not their hearts. They’re conditioned to put business before benevolence. The public profile of a good leader espoused in the press, for instance, routinely includes attributes like tough, decisive, hard-nosed, quick-to-judge, ultra-rational and results-driven. 

Yet this is changing. Organisations are now showing interest in a more compassionate style – in leading with feelings. 

Let’s face it, there hasn’t been a lot of room for compassion in most workplaces – and the shift to a more emotionally intelligent, empathetic and caring style of leadership invokes questions like: “What is compassion? What does it mean to be a compassionate leader? How can I inspire others to create a more caring culture? Will being more compassionate mean going soft, diluting hard decisions and watering down a solid focus on outcomes?”
There’s no simple definition of compassion and ‘task-first’ leaders used to concentrating on systems, structures, facts and figures can feel ill-equipped journeying into this relatively unknown territory. 
Here’s some ideas on how to spot a compassionate leader. How many have you seen around your workplace?

· Compassionate leaders are ‘in-tune’ feeling-wise. What they say and do resonates – and they always have the time to engage in connective conversations with others.
· Compassionate leaders manage their moods. They know feelings are catchy and they use positive emotions to inspire, not infect others with negative, de-motivating feelings. 

· Compassionate leaders put people before procedures. They’re willing to set aside or change outmoded or emotionally dissonant rules and regulations for the greater good.

· Compassionate leaders show sincere, heartfelt consideration. They genuinely care for the well-being of others and have a humane side that puts other’s needs before theirs.
· Compassionate leaders are mindful. They’re awake to their own feelings, aware of the impact they have on others and attentive and sympathetic to the needs of others.
· Compassionate leaders are hopeful. They move others passionately and purposefully with a shared vision that plays on the positive, energising and renewing power of hope. 

· Compassionate leaders have the courage to say what they feel. They convey feelings, fears, even doubts, authentically, which builds trust and makes them approachable.
· Compassionate leaders engage others in frank, open dialogue. They speak candidly with truth, humility, respect and conviction – and make it safe for others to do so too.
· Compassionate leaders are connective and receptive. They read what other people are thinking and feeling. This empathetic connection keeps them in touch and in tune.

· Compassionate leaders take positive and affirming action. They act out compassion. They don't just pay lip service to a cause, they make a promise, act on it and keep it. 

Of course we’re conditioned to think that if we show compassion in business, people will think we’re vulnerable, have no backbone and exploit our ‘weaknesses’. We’ve spent decades becoming more businesslike. In the process, many have encased themselves in some pretty impenetrable, compassion-proof armour. Is it time to climb out and make workplaces more humane? (The more effective ones have always been like that anyway!).
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Is there a place for a new breed of compassionate leader?

While we’ll no doubt never rid ourselves of the hard-hearted, bottom line exec, we may find those who exhibit the characteristics of a compassionate leader may just fare better in handling crises, inspiring people to committed action and communicating more effectively in the more challenging economic, ecological and social climate this new millennium brings.

	Compassionate Leadership 
coming to:
· Brisbane
June 3
· Sydney
July 9
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The Compassionate Leader – “Making space for compassion in leadership, life and work”
In 2009 we’ll be offering a new 1-day leadership clinic for leaders who are ready to take the next step in raising their level of emotional intelligence, mindfulness and connective leadership practices. 
A supplement to our current 2-day Personal Mastery: Leading with Emotional Intelligence program, this clinic introduces deep self-reflection and self-awareness techniques to show you how to mindfully cultivate empathy, compassion and connectivity in your leadership life and resonate with others around you. They’re critical emotional and intellectual faculties for creating vibrant and expansive teams and may be the most telling factor in relieving leadership stress, maintaining emotional balance, building resilience and combating the effects of toxic emotions and volatility in yourself and others. 

	Here’s a little mental exercise to do to raise your compassion…

It’s especially good when you catch yourself turning judgemental or disapproving!
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Exercising Compassion – try this…

You can do this mental exercise anywhere (airports, shopping-centres, waiting rooms etc). It can be done with anyone you observe, though with ‘strangers’ your sensors are not filtered by history. And of course, it’s silent and unobtrusive.  It’s particularly good if you see someone do something that troubles or upsets you and you catch yourself turning judgemental or disapproving. It can also be done by couples, family members or by reflecting back on old antagonists that still inhabit your mind. 

Try to do all five steps on the person you’re noticing…
1. Thinking compassionately about this person, repeat to yourself: 'Just like me, this person is seeking some happiness in their life.'
2: Still thinking compassionately, repeat to yourself: 'Just like me, this person is trying to protect themselves and avoid suffering in their life.'
3. Increasing your compassionate openness, repeat to yourself: 'Just like me, this person has known sadness, joy, loneliness and despair.'
4: Opening up your compassion further, repeat to yourself: 'Just like me, this person is seeking to handle their fears, insecurities and fulfil their needs.' 

5: Now calming yourself with compassion, repeat to yourself: 'Just like me, this person is struggling to learning how to live a good life.'

	Personal Mastery: Leading with Emotional Intelligence ​– far and away our most popular program 
Next Dates for Personal Mastery – Leading with EI:
· Brisbane
Feb 19-20
· Sydney
Apr 2-3

· Darwin
May 5-6
· Townsville
Feb 24-25
· Rockhampton
Feb 26-27
· Gold Coast
Mar 26-27
· Caloundra 
Mar 30-31
Leading with Feelings – the benefits of EI…
	Leading with Feelings – the benefits of EI…
Personal Mastery: Leading with Emotional Intelligence, is going into its sixth year soon, and has been far and away our most popular program for the past couple of years. What do leaders who come along seem to get from the course? We thought we’d let them tell you about the benefits!
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Self-awareness is the first thing many people name – gaining insights into ourselves, as Scott Dingwall from State Development attests: “An excellent program that provided me with useful insight into people’s emotions and a better understanding of myself and others.” For Mark Savill from Queensland Health, it was a “thought-provoking course, very challenging on a personal level, prompting self-reflection, self-honesty and raising some questions, and giving insight into dealing with some difficult circumstances.”

Dealing with difficulties. Thanks Mark. That’s the second thing many comment on. How understanding our emotional patterns can help in those troublesome moments as Robyn Yared from Greater Brisbane Region Gifted Education Network shared with us: “Thank you for an inspiring workshop. I’ve grown in understanding and had opportunity to use my new knowledge and skills on the first day of returning to work. I was able to handle a difficult situation with grace and felt very proud of my controlled behaviour.” Jacinta Warland from Dept of Communities also felt the program gave her “a few more tools for dealing with situations where there are difficult staff and issues to confront.  I was surprised how simple the method of naming the primal response, then going deeper, works in the real world... “
(
Handling your hijacks: Speaking of primal responses, that’s another benefit people claim for the program – coming to grips with their own emotional hijacks and defensive routines. Graham Stark, again from Queensland Health, told us: “Leading with EI is the most interesting and relevant training I’ve ever attended – and I’d have no hesitation recommending this program.  Every topic covered was entirely relevant to my work as a manager and my everyday work practice – particularly emotional hijacking and how it influences our everyday interactions.” Sentiments that’d resonate with Alison Rewald from Corrective Services, who said she “learned valuable information about real feelings behind the ‘primal’ ones and also recognized that being ‘silent’ was a manner of losing it – as destructive in relationships as verbally or physically losing it.”  
Empathy and compassion: Another thing people find engaging is empathetic practice – connecting with others, as Sue Codi-King from the Australian Institute of Marine Science observes: “The course really made me understand that compassion in this day and age is very important and helps you to look at life situations from a very different perspective.” Sharon Froome from Dept of Local Government and Planning “enjoyed learning about 2nd position, which has helped me deal with situations at work – a positive tool” while Alison Rewald, who we’ve already met said: “I’ve always been reasonably good at empathy, but to think about it as people’s stories gave it a different perspective for me.”

Self-Coaching Guides: So many people comment on the quality and usefulness of our self-coaching guides so we suppose that’s a plus for the program too. “I expect the course material supplied to be a much used tool by me in the future on my quest to become as good a leader as I am able to envisage” says TAFE’s Christina Macdonald. Jenny Archer, Principal at Gracemere State School agrees: “The handbook is a great resource and allows me the opportunity to peruse and select instruments that suit my needs personally and professionally”. “An excellent mixture of content, tools and practise and a great guide for provoking thought and reflection.” added Jenny Flynn from Disability Services Queensland.

Cultivating emotional intelligence is an essential asset and an indispensable tool for all forward-thinking leaders. More emotionally responsive leaders inspire, energise and motivate. Is it time to work on your EI and relational skills or take them to the next level? 
In 2009, we’ll be running this popular series again throughout Queensland and interstate – Sydney, Darwin, Hobart and Adelaide first on our interstate line-up.  Maybe we’ll see you or some of your colleagues at one of our forums? And even if you can’t make it along yourself – why not pass information on the program along to others in your various networks – there may be someone else interested to know about this really beneficial learning opportunity.

	Leigh Bennett is now partnering with us to help deliver our learning programs – and getting great feedback… Leigh has a relaxed and practical facilitation approach that fits in well with our ethos here at The Change Forum.  
To contact 
Leigh:  Email: leigh@ thechangeforum.com
Mob:  0438-712738 or visit Leigh’s website: http://www.enterpriseinnovations.com.au
	Leigh Bennett – new addition to our consulting arm

Leigh Bennett is a welcome addition to our consulting arm – he’s partnering with us to assist with delivery of some of our learning programs like our popular Personal Mastery: Leading with Emotional Intelligence clinic. Feedback from participants who have come along to the clinics Leigh ran for us in Rockhampton and Toowoomba has been great.  

 “A very thought provoking, confronting workshop challenging me to examine myself honestly”, was how Q-Health’s Lyn Maher summed it up. “I still ‘feel’ the power of some of the learning and ‘weight’ of some of the lessons for me personally. I look forward to doing another course with you – thank you Leigh.” Central Queensland University’s Bronwyn Jones expressed similar sentiments: “A great way to remember what’s really important about maintaining a happy, enthusiastic committed workforce. Leigh, your down to earth approach to the realities of a workplace backed-up by reference to real-life experience was a valuable addition to the topic.”  

As a facilitator, Leigh has a relaxed and practical approach that fits in well with our ethos here at The Change Forum. He works comfortably with people at all levels – senior executives, operational managers, staff, politicians, small business and the community. “I’m really passionate about promoting greater insight into the challenges of leadership”, says Leigh, who believes “good leadership takes courage and increased self awareness” – and he has an impressive track record as a corporate leader, HR consultant and educator to back it up. Before setting up his own consultancy – Enterprise Innovations – in 2006, he was CEO of Hervey Bay City Council, also holding previous positions in the same council as Director of Economic Development and HR Manager. Earlier, Leigh has been HR Manager for CSIRO, a State Government OD consultant and senior teacher, vice-principal and education consultant in Tasmania. 

	The stories we make up about people have a big impact on how we feel about them. When we’re high on contempt or acrimony – we’re low on compassion, respect and understanding.  If you want to be more compassionate, control your stories!


	Compassion – understanding someone else’s story…
In our conversational coaching clinics, we characterise conversations as an exchange of stories. Dialogue for example, is a pooling of stories; argument, a case of clashing stories. 

[image: image17.wmf]One thing’s for sure: the stories we make up about people have a big impact on how we feel about them, how we interpret their motives and how we decide to treat them. And this gives us an insight into compassion in conversations – especially those difficult ones. 

· When someone does or says something that upsets us, we assume we know why they said or did this. We invent intentions and attribute bad motives to them. 

· We make up a story about them – and it’s usually ugly.  All stories have feelings attached. The uglier the story, the more negative our feelings. 

· We don’t like having bad feelings – it’s painful. So we blame the other person. We can do this easily, because we already have a self-confirming ugly story about them.

· Our feelings then take over, and we act on them. Believing our own ugly stories, we then feel justified Threatening, Accusing, Criticising or Insulting the other person (we call it TACI communication). We then listen only judgementally to confirm our story. 

When we’re high on blame, contempt or acrimony – we’re low on compassion, respect and understanding. One way to act more compassionately, especially in difficult conversations, is to change the story we’re telling ourselves about the other person. 

· Instead of a ‘difficult’ story, what about telling yourself a story about this person’s fears or insecurities – what are they trying to protect, preserve or avoid?
· Instead of a judgement or criticism story, what about a curiosity one. What made them act that way? What were they trying to do? 

· Replace a retribution story with a forgiveness or understanding story; a useless or incompetent story with a story about something positive this person contributes

What ugly stories do you tell yourself about people? Do you see how they’re contributing to making you feel detached from them and devoid of compassion? If you want to be more compassionate, control your stories! See how they subtly control the way you talk to or feel about the other person... and what they’re doing too! If we believe our own ugly stories we’ve made up about the other person, compassion – and maybe a resolution too – will constantly elude you…

	Compassion in conversations starts with curiosity. Mutual understanding is a milestone in resolving a difficult discussion – and a drop or two of compassion can often help…
	Compassion – it starts with Curiosity…
Compassion in conversations starts with curiosity – taking the time to really want to know how another person thinks, feels and experiences things. And nowhere is this needed more than when you’re dealing with those so-called ‘difficult’ people.
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Many difficult discussions go nowhere because we cast aside understanding. We focus all our energies instead on disapproving – on demonstrating how right we are and how wrong they are (in our Difficult Discussions clinic we call this the ‘Am so – am not’ argument). When we play judge, smugly comparing the other’s person’s ‘wrong’ behaviour to our own ‘right’ behaviour, we’re seeking a conviction, not searching for compassion.

Trying to get a ‘difficult’ person to admit your perception of their behaviour is right, is not normally the way out of a difficult discussion and often leads you into a thicker tangle. You won’t get far resolving a difficult discussion or understanding what’s going on in it if you keep thinking this way – but you’ll probably succeed in making things much more difficult.

Mutual understanding is a milestone in resolving a difficult discussion – and a drop or two of compassion can often help. Compassion can increase our emotional comprehension and calm our need to correct, criticise, chastise – and it starts by replacing judgement with what we call ‘the curiosity stance’.  
Does it work? Well, one participant emailed us recently after a Difficult Discussions clinic and confirmed it did: “The best tip of the whole clinic?  Curiosity. I tried it this week – and it worked like a charm! It altered my ugly story.”

	Compassion and curiosity means giving up our ‘rightness’ addiction. It’s hard to be curious about someone else’s story and stay out of judgement mode if you still think that only one story or one way of behaving can be right (that’d be yours of course)…
“Certainty locks us out of their story; curiosity lets us in”  Stone, Patton & Heen Difficult Conversations p. 37

	Being Curious in Conversations – some tips to try 
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Compassion and curiosity means giving up our ‘rightness’ addiction – those self-righteousness feelings and ‘holier-than-thou certainties’ that creep into our conversations. This doesn’t mean having to see yourself as wrong, though opening up to the possibility now and again might add a touch of humility to the way you handle situations.

Even with ‘difficult’ people. They want something – and if you can control your own urge to get judgemental, indignant or disapproving, make it your job to find out what it is.  Instead of thinking how wrong their actions or behaviours are, start asking yourself questions like: 

· I wonder what they think/feel that I don’t?  What do they know about themselves or the situation that I don’t?

· How do they make sense of this? How do they see the world so their actions, behaviours or decisions make sense to them? 

‘But what if I am really right?’ you ask? ‘What if they really are ‘difficult’?’ The tendency to think this can be overwhelming. It’s hard to be curious about someone else’s story and stay out of judgement mode if you still think that only one story or one way of behaving can be right (that’d be yours of course).  And even if you are, being right doesn’t always get you very far. You can feel very right and still be very wrong. You can win the argument – and lose the relationship.

Here’s some ways to incorporate curiosity and compassion into your next difficult conversation:
· Think kind thoughts. Instead of taking an ugly, inflammatory story into your difficult discussion, fix firmly in your mind something you appreciate about the other person.

· When you feel your self-righteousness on the rise during a difficult discussion, think to yourself: ‘When have I acted this way before in my life? Can I really blame them?’ 
· Give up the idea you can ‘argue’ someone else into seeing the error of their ways. Telling someone to stop behaving badly makes it less, not more likely, that they will.
· Listen openly. In difficult discussions, if we bother to even listen at all, we mostly listen to prove the other person ‘wrong’. Stop listening for how their story is different to yours – of course it is. Start listening for differences – and be curious to find out more about these. Challenge yourself: ‘I wonder if I can see this the way this person does?’ 
· Think ‘different’, not same: Remind yourself everyone thinks, acts and feels differently. The likelihood of someone thinking, feeling or acting exactly the same as you do about anything is about as likely as you meeting an alien face-to-face. 
· Mind what you say – it betrays how you’re listening. (Eg. not ‘How could you think that!’ or ‘I don’t know what you were thinking’ try: ‘What were you trying to do?’)

	Incorporating compassion in your conversations can be a corner-turning moment. Bringing others into our space of understanding and tolerance may just make a momentous difference to that person.
Compassion in Conversations – it’s corner-turning…
	Compassion in Conversations – it’s corner-turning… 
What are some of the signs of compassionate conversations and how can I take a more compassionate approach in my conversations – especially those difficult ones?
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Several practices contribute to compassionate conversations. Most important is listening – really listening without criticism, with our judgement filters switched off and with the urge to leap in to say what we want to say firmly curtailed. Here’s some others:
· Care: Starts by just ‘being present’ for people in conversations you have. Making time to spend with them and having enough genuine interest to add that extra question or comment that shows you care (eg. “Tell me more. I’ve got the time”, “I really want to hear”, “Is there a way I can help?” or “I was concerned you might feel like that…”)
(
· See Value: Appreciating someone else’s efforts; saying what you value in them, their contribution or the relationship; recognising someone’s potential instead of limitations. This especially applies to so-called ‘difficult’ people. Finding their value, the switch that turns them on, is half the battle and a worthwhile challenge.

· Respect: Maybe someone’s ‘troublesome’, ‘disrespectful’ or is making ‘bad’ choices – but labelling, insulting or judging helps no-one. Catch yourself labelling. Tell yourself these people are real human beings and there’s much more to them than my label! Ask yourself: ‘Can I really say I’d never really act (or have never acted) like that?’
· Connect: Take that extra few seconds to empathise, to acknowledge something the other person is thinking or feeling (eg. ‘Seems like you feel/think that…’) If you find judgement creeps in ask yourself: ‘What if that were me? How would I feel?’). Focus on how the other person feels or thinks – try to understand their needs.
· Contribution: Instead of stand-back-and-blame, a little bit of admission and humility will boost your compassion – seeing how I may have contributed to whatever’s going on.  Ask yourself: ‘What have I done/not done to help create this situation?’ Then say it: ‘You know, I’ve probably contributed to this situation too by…..’ 

· Gratitude: Learn to express gratitude in a way that inspires cooperation, honesty and trust and motivates people to do better (eg. ‘I really liked how you did that and what could make this even better is…’ or ‘I really appreciated it when you…’)
· Consideration: If you feel offended, what about exercising tolerance and patience for the frailties of others? Forgive harsh or unthinking words – they’re hijacked by strong emotions. Connect with their concern. Ask yourself: ‘If someone I respected did that, how would I act?’
· Joint solution-search: Don’t impose your solutions – that’s control. Help others talk through their predicaments and search with them to find solutions.
· Sincerity: Be genuine in what you say too. Don’t ignore your feelings and thoughts – be courageous enough to share them. But do so in a way that doesn’t blame or offend the other person. When others feel we’re speaking our truth, from the heart, this can increase trust and openness between you.

Compassion in conversations can be contagious. Bringing others into our space of understanding and tolerance may just make a momentous difference to that person. It’s also especially valuable when dealing with those so-called ‘difficult’ people who inhabit our conversational landscape. Of course, the label itself doesn’t help. What makes them stand out from the reasonable rest of us, who are only difficult occasionally? How come we never see ourselves as ‘difficult’? Can you be so sure you’re not?

	We review an interesting book by Lorne Ladner who sets out to rescue compassion from the marginalised view of being seen as a distant, altruistic ideal. He offers 10 reflective practices to open up to this special emotional state.

Compassion – reviving ‘a lost art’?
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The Lost Art of Compassion: Discovering the Practice of Happiness in the Meeting of Buddhism and Psychology

Lorne Ladner, 2004
HarperCollins NY
	Compassion – reviving ‘a lost art’?

Compassion is often seen as a distant, altruistic ideal cultivated by Christian Saints and Buddhist monks or as an unrealistic response of the naively sentimental or kind-hearted. 

When we see it this way, says Lorne Ladner in The Lost Art of Compassion, we “lose out on experiencing the transformative potential of one of our most neglected inner resources” – and his self-proclaimed mission in this book is to rescue compassion from this marginalised view. 

[image: image22.png]


Clinical psychologist and long-time Tibetan Buddhism practitioner, Ladner has a foot in both camps so to speak. For we in the west, groomed on fast-fixes to put ‘me-first-and-second’, to be impatient,  frenetic, restless, intolerant, egocentric, competitive, insatiably dissatisfied and graspingly materialistic (no – not just a description of your teenagers) – Ladner’s book is a wake-up call – a spiritual whack in the side of the head! Ladner recalls how he’s never forgotten hearing someone in Los Angeles once ask the Dalai Lama "What was the 'quickest and easiest' way to enlightenment?" The Dalai Lama bowed his head and cried.

Ladner deftly reminds us that genuine happiness won't come from our misdirected striving and craving. He covers some clear, effective practices for cultivating compassion in daily living and shows how its practical application in our life can be a powerful force in achieving happiness. “I set out to write The Lost Art of Compassion”, says Ladner, “in order to provide methods ordinary Westerners can use outside of the Buddhist context. From a psychological perspective, what's important is to become aware of the great value of compassion for our own and others happiness and then to apply practical methods in our daily lives for actually increasing our feelings of love and compassion. 
(
If we spend time actively cultivating such feelings, then we will quickly begin seeing how they lead to happiness for ourselves… When we develop feelings of love or compassion, we may not always be able to actually benefit others in a direct way, but we ourselves do always benefit from such feelings. They serve as causes for our own happiness. And, as we give more and more time to developing such feelings, then we will naturally begin benefiting others as well. My experience as a psychotherapist has shown me that the expression of simple human compassion is healing in-and-of-itself. By developing deep, powerful feelings of compassionate connection with others, we can learn to live meaningful and joyful lives. Such feelings of joyful compassion teach us how taking care of others is actually a supreme method for taking care of ourselves.” 
Ladner draws widely from Buddhist methods of mind-training to cultivate positive emotions such as affection, loving-kindness, even-mindedness, empathy, gratitude and particularly of course, compassion – as well as contemporary research to make the case for reviving it. Choose any two pages from his book and you’ll find some useful wisdom there.

While the “The Lost Art” could almost be a primer to Buddhism, its real value is as a ‘how-to’ guide. Not a fast-fix, but Ladner offers 10 reflective practices to open up to compassion – emphasising that "you cannot give others what you do not have yourself." His method gradually builds outward from establishing a secure self to caring for others. And he does this without making us feel like we need to reach nirvana next week. 

	Empathy’s not just a sentimental fiction  ‑ it’s a real brain function. Our limbic system acts like an emotional radar, constantly scanning the emotional terrain around us. In many ways, it’s a badge of our basic humanity…
Unpacking Empathy – ‘the connective state’

	Unpacking Empathy – ‘the connective state’
Compassionate conversations are connective – and it’s empathy that makes being able to connect with people possible. So let’s unpack some of the things that make it up.
· [image: image23.png]


For a start, empathy’s not just a sentimental fiction. It’s a real brain function. Spindle cells and mirror neurons, for instance, are designed to detect subtle emotional signals others emit. They’re part of what’s called the Limbic System. 
· The limbic system acts as an emotional radar – constantly scanning the human terrain around us, picking up emotional ‘blips’ that help us tune in to others and get on the same emotional wavelength. Neuroscientists call this process ‘limbic resonance’.
· Limbic resonance explains how we can feel sad or glad when someone else does – how we can get a sense in a good conversation of really being on the same wave-length with each other. In a real-brain sense, literally we are! 
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When we’re empathetic, we’re more receptive to other people’s feelings as well as to our own. The more attentive we can make ourselves in the moment, the more attuned our limbic radar becomes. Flipping the coin, emotional states like self-absorption, anger, contempt and harsh disapproval dull our radar and dissipate empathy. When we’re hyper-critical or too judgemental of someone else, we also close ourselves off to what they’re feeling. 
Of course we don’t generally walk around muttering neuro-anatomical terms to ourselves about empathy – we just do it. In more everyday human interaction terms, empathy is:
· Reading other’s emotions without them having to tell you what they’re feeling. Sensing what others feel without their saying so is the essence of empathy.  

· Being able to get out of my skin and imagining what it feels like to be in your skin, walking in your shoes and seeing the world through your eyes. 
· A keen awareness of other people’s needs – being able to see reality the way they see it and sense how they’re reacting. It’s about being able to pick up on where someone else is coming from feelings-wise (even if I don’t agree with it).

By taking in facial expressions, body language, chemical emissions or tone of voice, we get an immediate and automatic sense of what other people are feeling. Why exercise to fine-tune our limbic radars? Well it isn’t just human kindness (but what’s wrong with that?). When it comes to conversations, empathy serves us well in practical ways:
· Understanding what people feel – getting insights into what makes them tick – is essential for working out how to best deal with them and their particular situation.
 (
· With empathy, we can say and do what’s appropriate to match the feelings and moods of others around us. Empathy enables us to handle feelings in relationships with skill, sensitivity, harmony and humour. Those lacking empathy (or rather, choosing not to tune in to their radar), often act in ways that antagonise, upset and grate with people

· If we can read how people feel accurately, we can predict how they might react. This enables us to modify our message or behaviour so we can ‘get through’ to them better. It’s also important if you want to get your own way too. To influence someone, I have to create a connection with them first so they’ll open up to what I have to say.
· Reading where people are coming from feeling-wise is also at the bottom of good team relationships, getting along well with others, building friendships and supporting.
Being able to read what others feel is also part of our own emotional guidance system. We take our emotional cues and make up our emotional minds based on how others feel. With empathy, we can engage others with unconditional positive regard – be compassionate yet not allow ourselves to be hijacked by other’s emotional routines. It’s not about ‘taking care of’ (though we often do) – it’s about connection! In many ways, empathy is, above all, a badge of our basic humanity.

	Empathy – it’s not the same as sympathy though we often confuse them and they are connected brain-wise…

	Tuned in or tuned out – how’s your MP-THE Player?
In our emotional intelligence clinics, some people say they’re wary of compassion and empathy. They imagine being overwhelmed by someone else’s strong feelings ‑ giving in to tears, catching a disabling mood, being flooded by another’s panic, fear or distress. 

· When we catch another person’s feelings like this, it’s called ‘entrainment’ and it can make us vulnerable, manipulated or immobilise us from taking decisive action. 
· On the other hand, it can also lead us to act in more compassionate ways too, which isn’t a bad thing! For example, in times of grief and loss. 
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We tend to forget other critical times too, when we catch an emotion that inspires us, makes us feel determined, gives us a sense of hope, leads us to pull together or gets us out of the doldrums. But that’s empathy at work as well! 

Sometimes confusion arises because we mix up empathy with sympathy. Sympathy is feeling so sorry for someone that we’re overcome too. We take on the same emotion as the other person (eg. If they’re feeling sad, we start to feel sad too). Empathy is not the same as sympathy, though they are connected brain-wise. To empathise, we do have to catch a little of the emotion, but not a large dose as we do with sympathy. And some people would say that a mix of both is needed for compassion!
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Apathy, on the other hand, is the attitude of "I don't care how you feel." This sounds cool, calm, controlled – but it often masks a serious, dysfunctional state of dislocation, alienation and inability to get along or identify with others. In the extreme, it’s associated with psychopathic sorts of behaviour that are anti-social and harming to others. 

So how’s your MP-THY player (terrible pun!). Is it tuned in to sympathy, empathy or tuned out on apathy?

	Conversational 

Tool Feature…

Highlighting a tool from our Coaching Clinics for improving your conversations…


	Handling Hostility – a more compassionate way…
Compassion for others is easy when you’re connected and they’re respected. It’s tougher when confronted by troublesome or disturbing behaviour. Feeling compassion for people who may act very differently (or is that deviantly?) from us can be difficult. 

· In a difficult discussion when someone’s blasting away at us, the last thing we may feel like being is compassionate – trying to empathise and connect. Yet that’s exactly what you may need to do to break through and resolve your differences!

· When others are hijacked into being blaming, provocative or hostile – if we don’t connect with them, we’re likely to get hijacked by their attack and react defensively ourselves. After all, this person’s accusing me. Doesn’t that warrant a counter-attack? That’s what our amygdala tells us! 
 (

	Handling Hostility – a more compassionate way…
· If you’d like a full copy of this tool… contact us at The Change Forum
Dealing with Difficult Discussions 
coming next to:
· Brisbane
Mar 24-25
· Sydney
May 26-27
· Darwin
May 7-8
· Toowoomba 
Feb 17-18
· Townsville   
Apr 28-29
	· You need to break this cycle. Otherwise you’ll find yourself getting emotionally hijacked by someone else’s accusation or blame. Then you’ll end up doing more TACI talk that will just escalate bad feelings further – and resolve nothing!

By showing compassion and being empathetic, we can often head off and calm emotional outbursts from others and say and do what’s appropriate. When we empathise – even if the other person is being hostile or unreasonable toward us – it seems to provide a re-balancing moment, where both of us can re-assess and cool-off.

Here’s a 5-step formula to handle hostility. It involves being able to control your impulse to fight-back, step around this impulse and connect compassionately with the other person:
1. Register your initial thoughts & feelings: Being mindful of the impulse to counter-attack is a way to control this. Now, you can choose not to respond this way. 

2. Sidestep accusation: Let their accusation float past you. Instead, concentrate with compassion on the feeling behind the blame or accusation. Get curious.

3. Now move to empathy: Connect with their feelings. Change your thought – eg. “They must be feeling really hurt, pressured, panicked to say that, etc.”
4. Connect with their feelings using 2nd position: A 2nd position statement (eg. “Sounds like you feel…” or “Seems as if you feel…”) will only work if you can get at a deep feeling.  If you only state the shallow and obvious (upset, angry, frustrated) – they think you’re ‘stating the bloody obvious’, and will probably get more agitated. 

5. Enquire then invite joint problem-solving: If you sense a connection, venture to ask a question (eg. Can you tell me what I did to disappoint you?) – then follow up with an invitation to joint problem-solve.

	Conversational Coaching:

Leading through Conversations coming next to:

· Brisbane
May 14-15
· Sydney
July 7-8
· Gold Cst
Apr30-May 1
· Rockham’n
May 19-20

	Feedback from the field – safe learning… 
One of the hallmarks of our coaching clinics is that we try to create a ‘safe’ learning environment where people can practise new approaches and tools without feeling threatened, uncomfortable or foolish. It seems to be something many participants appreciate judging by some of the feedback we get. 
“I’d recommend Conversational Coaching to others,” says Queensland Health’s Nicole Bellet, “You involved us from the start in a non-threatening way and allowed us to gradually become trusting of each other.” Roz Golden from the former Department of Education, Science & Training had a similar experience when she came along to Leading with Emotional Intelligence: “I felt the entire 2 days were a positive experience. I find Bill’s style of delivery relaxed and he creates a safe environment.” Melodie Lowe, a psychologist with Disability Services Queensland (DSQ) agrees: “Thanks for a safe but challenging environment that facilitated my learning.” While John Alcorn, Mackay Regional Consultative Committee, adds: “Leading with EI was personally worthwhile, thought provoking, relevant and useful – activities were simple yet encouraged full participation in a non-threatening way.” …And thank you all for the personal confirmations too!

	Tailored in-house learning events and personalised coaching… Powerful learning support that's also cost-effective!
· Download our Leadership Coaching Prospectus here
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We can Come to You…
The Change Forum’s Learning-Centred Leadership Modules, Conversational Coaching and EI Clinics and Change Leadership Forums offer excellent teambuilding advantages for workgroups or management teams of 12+ when run in-house for your organisation – enhancing shared understanding of tools and techniques, strengthening relationships and increasing ‘real-time’, back-at-work application of learning in your workgroup or management team.  Our Working Better Together programs are tailored to focus on your priority improvement areas or key learning needs and we provide personalised, by-the-hour coaching services for individual managers or teams keen to fast-track their leadership and conversational capabilities.

	More Information?

To register or find out more about how The Change Forum can help you contact…
	The Change Forum

Team Technologies Forum Pty Ltd  ABN 52 074 816 470

	
	BILL Cropper

Coaching & Consulting Services
	CECILY Cropper

Administration/Coordination

	
	Tel:  07–4068 7591 
	Mob:  0429-687 513
	Fax:  07-4068 7555

	
	E-Mail:
LCLeadership@thechangeforum.com
Web:
http://www.thechangeforum.com
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