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CCO Practitioner Theory Paper
Introduction

I came to study at LIOS in part because of the opportunity to write this paper.  I wanted to know my theory of practice and be able to articulate it to others with clarity and confidence.  Mostly, I wanted that knowing for myself, as it contributes to meaning of who I am in the world.  
I am deliberate about the choice of using “practitioner” as the meaning, “one who practices a profession, an authorized healer, is closer to my intentions than the definition of consultant:  one who gives advice.  I want to be known as a healer, rather than a fixer or advice-giver.
I realize that the paper is just one step on my practitioner journey .  This step is wobbly and fuzzy in spots.  I know that I will gain clarity, strength and confidence as I grow my practitioner self.  I have the LIOS community to acknowledge and thank for all I have learned from being in and of the community.  Thanks and blessings to all.
My continuing passion is to part a curtain, 

that invisible shadow that falls between people,

the veil of indifference to each other's presence, 

each other's wonder,

each other's human plight.    

Eudora Welty (Wheatley 1999)
Discussion
The metaphor for my practice is that I am an Organizational Naturopath.  I have adapted the Principles of Naturopathic Medicine from Bastyr University (Bastyr)and the National College of Naturopathic Medicine in Portland,(NCNM 2002) and will weave them into my discussion of Health, Wellness, Change and Family of Origin.  [NB: Throughout the discussion “individual” can be substituted for “organization” and vice versa.]
Pam’s Principles of Naturopathic Organization Development 
1. Healing power of nature –Naturopathic Organization Development (OD) recognizes an inherent ability in the individual and/or organization which is ordered and intelligent and contains the ability to heal itself.  Naturopathic OD practitioners act to facilitate and augment this change and healing activity.

2. Identify and treat the cause- Addressing causes of dysfunction or problem formation, not only the symptoms, results in long-term health.  The Naturopathic OD practitioner seeks to identify and remove the underlying causes of dis-ease rather than to eliminate or merely suppress the symptoms.

3. First, do no harm – consider all the effects of an intervention.  Start with the most gentle to stimulate the healing power of nature.  Naturopathic OD follows 3 principles to avoid harming the patient:  1) utilize methods which minimize the risk of harmful side effects by going faster than the organization is able; 2) avoid, when possible, harmful suppression of symptoms; 3) acknowledge and respect the individual’s healing process by beginning with them wherever they are ready to begin.
4. Treat the whole person and whole organization.  Disease involves the entire organization, body, mind and spirit.  Naturopathic OD practitioners treat the whole system and each individual by taking into account physical, mental, emotional, cultural, environmental and social factors.  Since wellness also includes spiritual health, Naturopathic OD practitioners encourage individuals to pursue their personal spiritual path.  

5. The practitioner as teacher –learner-partner.  The practitioner’s role is to teach healthy choices but, the organization or individual does the healing.  Naturopathic OD practitioners educates and works with the client so the client is stronger and less dependent on the practitioner .  The Naturopathic OD practitioner learns from their clients and acknowledges the mutual benefit from the  practitioner-client relationship.  Work is done in partnership with client and practitioner as equals who co-create a solution.
6. Stewardship and Sustainability.  Naturopathic OD strives to create a healthy world in which humanity may thrive and creates organizations that can last and that use only the resources that are needed. 
7. Wellness – Wellness follow the establishment and maintenance of optimum health and balance.  Wellness is a state of being healthy, characterized by positive emotion, energy, thought and action.  Wellness is inherent to everyone and all organizations, no matter what dis-ease(s) is/are being experienced.  If wellness is really felt and experienced, the organization will more quickly heal a given dis-ease than by telling or demanding change alone.  Dis-ease is a necessary and natural polarity to health and part of the natural cycle. 
What is my view of health and wellness?  
For me there are six core elements that represent health and wellness for individuals, groups, organizations and communities.  These elements are:  Contact, Communication, Learning, Systems, Leadership/Courage and Spiritual.  When these are not present, their lack contributes to formation of problems, dis-ease or dysfunction, or at the least, of the organization not being as successful in meeting it’s goals as it could be.  These elements of health are the ones that I intend to focus on in my practice. 
	Key Element
	Health
	Dysfunction 

	Contact – connection with the heart and what’s alive
	· Practitioner & client contact; co-creating and in partnership
· Contact between sponsor and targets 
· Being real, and in the here and now
· Involving people in solutions they help to create
· Focusing on the appreciative

· Whole system participation
· Diversity – connection with individual and group differences; full selves can come out
· Client contact with that which has heart and meaning for them 
	· Focusing on problems dis-spirits an organization

· Client is not in touch with their capacity to solve the problem

· Forcing something that the client/system is not ready to do
· Judging the problem as ‘bad’ vs. a necessary part of life


	Communication
	· Dialogue and conversation about what is alive and real

· Balanced Inquiry/Advocacy

· Pinches are worked in service of the relationship
· Commitment to straight talk 

· Going “direct” in service of the collective

· Make intention and impact known (interpersonal gap)  

· Feedback  to individuals
· Conflict is welcomed and explored

· Encouragement/acknowledgment
· Commitment to speak the truth and discuss the undiscussable

	· Advocacy without inquiry.  Superficial communication.  Communicating from one part of the being, not holistic (head or heart only)
· Blaming and judging result in shutting down and not bringing the full self forward
· Triangling  and undiscussables result in misunderstanding, loss of trust and energy
· Lack of feedback – big blind spots
· Too much conflict or different points of view not allowed

	Learning
	· Learning as a way of being
· Failure or mistakes are opportunities to learn
· Experiential learning

· Adult learning principles
· Self-directed learning is the natural state of human being.
· Learning vs. training

· Learning vs. performance evaluation
· Practitioner and client are learner-teacher-partner

	· Institutional learning is disempowering  
· Training used as a system for indoctrination and control 

· Telling people what they need to know instead of letting them experience it.  

	Systems
	· Waterline Model - Problems are addressed at the right level-individual, interpersonal or group. 
· Clear mission and purpose or commitment to searching for the vision; Strong shared values; clear group processes

· Individuals interact with or contribute to the mission, vision, values, goals 
· Organizational congruence –systems and behavior are aligned

· Feedback and information flows to and within the system

· Interconnectedness/interrelating between system levels – open, permeable boundaries

· There is a place for dissent and conflict
· Polarities are acknowledged, accepted and managed
· Clarity of roles – but fluidity for sharing work
· Whole system participation is powerful
	· Not taking time for maintenance.  

· Unclear goals, roles,  group process resulting in wasted time, energy and lack of progress
· Individuals focus on their task only, which may not support the greater goal

· Polarities are divisive


	Leadership/
courage
	· Leaderly learning as a foundation for leadership
· Valuing the contribution of all people and organizations
· Transparent and congruent leadership 
· Resilience
· It takes “couer-age” (a brave heart) to lead

	· Leaders not resilient or able to succeed in white water.  

· The dangers of leading are real
· Blame and judgment cause the system  and individuals to gradually shut down and constrict

	Spiritual/
mystery/’one’/
community
	· Be Curious, open to the mystery that will emerge and not attached to outcome
· System allows each person to be unique

· Practitioner is in service to the client, not ‘fixing’ or ‘helping’
· Believe there is a miracle possible in all situations
· Healing power of nature:  every system and every person is healthy, no matter what  the current state
· Stewardship and sustainability– clean up the messes we create and build organizations that can last.

· A spirit of grace and forgiveness in the community


	· The client or practitioner does not believe in the capacity of the person/org to solve the problem.  

· Practitioner need to rescue, be superior or to “tell”


Contact- Connection with the heart and what’s alive :  This element is listed first because I believe it to be the foundation for all the rest and is the most important to me.  Contact means to me connecting with more than the intellect and engaging the heart and emotion, the whole being.  Contact doesn’t always come first, but is a requirement for health and wellness.  Contact is also the foundation for leading with the self, immediacy and being courageous to face one’s one own anxieties.  We hold people differently after having made contact.  [Module 4, First year]  For example, I hold Sarah P. differently because I worked a pinch with her.  Contact heightens awareness.  Therefore, the greater the awareness is, the greater the possibility for results.  For me, true contact is the human connection, not just talking.  It is the connection  between clients that will sustain the health of the system when I leave.  (Mod 4, Year 1)  The heart connection is why I want to do this work.
An example of contact is in Action Research where the sponsor is brought in ‘contact’ with the targets, which brings the data alive.  Appreciative Inquiry, another example, brings the whole system in contact with what is alive and positive about the organization.   
In my thinking about this, I am influenced by:  Peter Vaill (Vaill 1996), Peter Block (Block 1999), Angeles Arrien (Arrien 1992), Carl Rogers (Rogers 1995), ArnieMindell (Mindell 1995), Rachel Remen (Remen 1996), BeverlyTatum (Tatum 1999), Bob Crosby (Crosby 1998) and Denis Walsh (LIOS Faculty 2002.  
Communication:  There is an overlap between Contact and Communication.  For me, the difference between the two is that Contact talks about the level of the communication and getting the heart of the issue.  Communication refers more to the commitments and the skills.  It means the commitment to work issues with each other and the skills to work them.   Contact involves communication, so there is synergy between these elements.  Part of my human mission is to help people communicate and make contact, so creating dialogue is very important to my practice.  I’m particularly influenced here by:  Arnie Mindell (Mindell 1995), Denis Walsh, Sherod and Phyllis Miller (Miller and Miller 1997), William Isaacs (Isaacs 1999), Meg Wheatley and Peter Vaill.  
Learning:  Learning, Communication and Contact are the three core stances for me as a practitioner.  When I take a stance of learning, I become a learner-teacher with my clients.  I look at every situation as an opportunity to learn and therefore I can more easily let go of outcomes; believe that the client is the source of the health and has the capacity to solve the problem.  This is important because in the current intensity and frenzy of business “there is a ‘process frontier’ and leaders have to find a new way to do something they have never done before and there is little precedent or ‘best practice’ to guide them (Vaill 1996) p. 135   I am greatly influenced by:  Peter Vaill,  William Bridges (Bridges 2001), Mary Beth O’Neill (O'Neill 2000),  Meg Wheatley, and Darryl Conner (Conner 1992).
Systemic/mission/vision:  I believe that everything in the world is connected and that systems are layered and connected with other systems.  With the view that everything is connected, it is important for me to scan and consider the systemic relationships and impact in all change processes.  A belief that is important to me is that people will support that which they understand and take part in creating.  I do not believe that everyone has to participate in every decision or that everyone has to participate at the same level.  I do believe that people have to “interact with” and have some contact with key organizational fundamentals such as the mission, vision, values,  goals and change imperatives for them to be most able to contribute to results.  This is strongly supported by Lewin in (Weisbord 1990), Wheatley, Vaill,  and Senge(Senge, Kleiner et al. 1994).  It also is a foundation of my feminine way of knowing and commitment to a partnership moving toward androgynous model.  “Participation, seriously done, is a way out from the uncertainties and ghostly qualities of this nonobjective world we live in.  We need a constantly expanding array of data, views, and interpretations if we are to make wise sense of the world.  We need to include more and more eyes.  We need to be constantly asking:  "Who else should be here?  Who else should be looking at this?  Let me develop a quantum interpretation as to why participation is such an effective organizational strategy.   (Wheatley 1999) P. 67  This belief in participation was at odds with my former employer and part of what contributed to losing my job.  At that time, I was unable to confidently and clearly state why I thought it was so important.  In my practice, I realize it will not always be appropriate for the client to have involvement or participation, but I now will be able to more clearly and confidently present my beliefs.

 Involving the whole system supports my key beliefs of contact, communication systems, learning and spirit.  It is due to this combination of my core beliefs that I am so strongly supportive of Whole System work.  “The truly miraculous organizational events I have participated in over the past several years are change efforts where the whole system is involved.”  Wheatley   I am greatly influenced here by:  Meg Wheatley; Roger Harrison (Waterline) (LIOS Handout 2002); Albans and Bunker (Bunker and Alban 1997); William Bridges and Peter Senge.  
Spiritual/mystery/’one’/community:  I hold a spiritual belief that there is a greater power than humans that influences what happens in the world and has our best and highest interest in mind.  How this happens is a mystery to me and something that I know in my bones and want to trust.   This is important to me because of the connection with all of my six the core elements of health.  “When we see the 'spirit' in people and things--we see them holistically. When we see something whole, we see beauty and goodness and spirit”. (Vaill 1996) p. 184    It is that beauty, goodness and spirit that I seek in myself and others and that is often very hard to see. 
This quote from Meg Wheatley also states beautifully what I aspire to in this work.  “What does it mean to remain inspired in the midst of the difficulties of permanent white water?  I want to experience such security that the concept of "allowing"--trusting that the appropriate forms will emerge--ceases to be scary.  I want to surrender my fear of the universe and join with everyone I know in an organization that opens willingly to its environment, participating gracefully in the unfolding dance of order.”  (Wheatley 1999) p, 25 
I believe that Naturopathic OD work creates community and whether individuals are able to articulate it or not, that we hunger for community in the workplace and are a great deal more positively productive, therefore healthier,  when we find it. (Weisbord 1990) p. xv.  I am influenced here by:  Peter Vaill , Meg Wheatley and Rachel Remen (Remen 1996).   

Leadership/courage:  An element of Leadership is included because I think my work will be more with designated leaders than with others in the organization.  Although I believe leadership can and needs to come forward from everywhere within the organization, the role of leader has more opportunity to influence the organization and its direction.  I believe that my job as a practitioner is to help the leader contact their leadership experience and to cool down the pace so contact can take place.  They can then be aware of and learn from their whole experience, even in the midst of rapid change.   The rest of leadership is to help them create the environment where the other elements of health can thrive.  
2. What is my theory of problem formation?  How and why does dysfunction occur in individuals, groups, organizations, and communities?

My theory of problem formation is that it is the polar opposite of the elements which contribute to health.  Organizations cycle between wellness, average health and dysfunction.  Neither dysfunction nor health is static and both are inevitable, necessary and part of the natural cycle.  .  There are, however, things that take energy or life away from individuals and the system are listed in the table and discussed here.
Contact-Connection with the Heart and what’s alive.  When contact is absent between people or between groups, the system becomes deadened, energy is constricted and it is less healthy.  It is less alive.
Communication.  When communication is not direct, the system is less healthy.  
Learning  When training is substituted for learning, the system is less healthy.  
I used to think of myself as a “trainer”.  As we studied conditions that were optimal for adult learning, I realized that I contributed to dysfunction and a lack of wellness by “telling” and not creating an environment that allowed people to experience and truly learn.  I intend to approach training as a teacher-learner and creating experience for participants.  
System/Mission/Vision:   When a systems view is not taken, the end result is wasted time and energy and lack of progress.
Spiritual/mystery/’one’/community  When the system denies the human need for meaning, does not share information and treats people as stereotypes or without value, the individuals are disconnected and without a sense of community.  Health and the individual’s performance is impacted, which impacts organization results.    I am influenced here by Stephen Covey,  Peter Vaill, and Parker Palmer.
Leadership/courage

Leaders not able to succeed in white water.  The danger of leading gets them down.  I think it takes a very brave heart to lead change and I intend to work with leaders in a way that connects them to their heart as well as their mind and to en-couer-age [Coeur = French for heart] them to face the special challenges they face as leaders.  I am influenced here by RonaldHeifitz  (Heifitz and Linsky 2002) and Peter Vaill; 
3. What is my theory of change?  What are the basic principles of my practitioner orientation, the essential ingredients of change in the conversation between practitioner and client(s)?  Be specific and include examples.
The first part of the conversations  I have with clients about change is why they want to or think they have to change.  I’m learning from my MTP experience that when the desire to change is not urgent or the result of intense pain – the platform crisis (jump or die), there isn’t time, energy or the will to do what is necessary to make the change.  I will ask:  why do you want to change?  What do you think will happen if the situation does not change?  What about that is important to you now?  Further in the conversation, I want to learn who the stakeholders are for the change.  Who is included in “the whole system”?  My belief about change builds on my theories about health and dysfunction and the importance of including all the stakeholders, the Whole System, in the change. The second set of questions is about the Sponsor-Agent-Target-Advocate model and how it applies in the particular situation.  Because change is hard and people naturally resist for a zillion reasons, the SATA model has to be aligned or the change effort will get stuck.  I am learning the importance of this alignment– through my MTP.  I learned that the model changes as the goals change and that it becomes a strong foundation for implementing a change effort when people are clear about their role in the change process.  
Key to our participation in transformation is first in the ways we find to aid individuals and groups to face and speak the truth and face it.  2)  In our ability to foster forgiveness and release negativity.  3)  In our talents for facilitation, the creation of new visions and helping clients focus will and intention in support of practical implementation.  The roles we are invited to re-enact are not large and mighty or central to the change.  We are not called to be agents of change, but midwives.  [Roger Harrison, The Practitioner’s Journey; Mod 5, First year]
4. How has your experience in your family of origin and the changes you have made in those relationships influenced our clinical theory?  How has your changing relationship with your cultural context influenced you?  
There have been two big changes for me as a result of my FOO work.  The biggest change has been in my relationships with my youngest brother.  As a result of having made contact and letting go of beliefs from childhood, I think my relationships with men who remind me of my brother have the possibility of being greatly improved.  This is huge for me because so many businessmen resemble my brother. The other change is a greater clarity about my own wants, needs and beliefs and greater confidence to express them.  Overcoming generations of anxiety and low self-esteem and replacing it with centered calmness is how I intend for my clients to experience me as a practitioner.  
The change in my relation with my cultural context is more subtle.  I used to focus on what I should do, think, be and that I needed to change to be good enough.  Now, I believe that it’s most important for me to accept all of me; to take a stand on what I believe and to act according to those principles.  
Conclusion

I have traveled my own journey toward radiant health by following naturopathic principles- eating organically, exercise, rest, time for spiritual practice and listening to my body for the source of greater health.  I have lifted my head up to focus on how I contribute to the greater good and larger system by living by sustainable practices, using only what I need and by bringing peace to my interactions.  It is this same practice that I intend to bring to my work as a Naturopathic OD Practitioner.  
References

Arrien, A. (1992). The Four-Fold Way.

Bastyr Principles of Naturopathic Medicine. 2003.

Block, P. (1999). Flawless Consulting. San Francisco, Jossey-Bass.

Bridges, W. (2001). The Way of Transition. Cambridge, Massachusetts, Perseus.

Bunker, B. B. and B. T. Alban (1997). Large Group Interventions. San Francisco, Jossey-Bass.

Conner, D. R. (1992). Managing at the Speed of Change. New York, Villard.

Crosby, R. (1998). The Authentic Leader. Seattle, WA, Skaya Publishing.

Heifitz, R. A. and M. Linsky (2002). Leadership on the Line. Boston, Massachusetts, Harvard Business School Press.

Isaacs, W. (1999). Dialogue and the Art of Thinking Together.

Miller, S. and P. A. Miller (1997). Core Communication. Evergreen, Colorado, Interpersonal Communication Programs.

Mindell, A. (1995). Sitting in the Fire. Portland, Oregon, LaoTse Press.

NCNM (2002). Principles of Naturopathic Medicine. NCNM. Fall.

O'Neill, M. B. (2000). Executive Coaching with Backbone and Heart. San Francisco, Jossey-Bass.

Remen, R. N. (1996). Kitchen Table Wisdom. New York, Riverhead Books.

Rogers, C. (1995). On Becoming a Person. Boston, Houghton-Mifflin.

Senge, P., M. Kleiner, et al. (1994). The Fifth Discipline Fieldbook; New York, Currency/Doubleday.

Tatum, B. (1999). Why are all the Black Kids Sitting Together in the Cafeteria; New York; Basic Books.

Vaill, P. B. (1996). Learning as a Way of Being:  Strategies for survival in a world of permanent white water. San Francisco, Jossey-Bass.

Weisbord, M. R. (1990). Productive Workplaces. San Francisco, Jossey-Bass.

Wheatley, M. J. (1999). Leadership and the New Science. San Francisco, Berrett-Koehler.



[image: image1.png]


[image: image2.png]






















2

