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The Design and Operating sections of this chapter focus on the facts of the case study, 

and a review of an extensive amount of material, placing it in sequential order. Whist it 

presents the facts, it nevertheless offers occasional references to my emerging insights. 

Chapters 4 and 5 focus on observing, interpreting, reflecting and forming generalizations. 











 



 



As seen in figure 4.1, whilst the level of engaged employees had increased by 2%, the 

level of disengaged employees had risen by 3%. Also, a 19% engagement score was the 

lowest in the global business; the highest was 33% and the score of 27% disengaged 

(along with one other region with 28%). 
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 group now constituted the Steering 

Committee, which also included me, and the BDE.  



It is important to stress that Feedsmoore is a global organisation where employees are 

financially well looked after. In return, they work long hours and make themselves 

available to move around the globe. They are usually paid at the high end of the market 

and usually 10% to 15% more than staff in competitor businesses. This was further 

exacerbated as most worked in regional centres in Australia and around the globe, where 

income is generally lower than the cities. The long hours (over 55 hours per week for 

many in the LDP group and over 65 for some) and total commitment was part of the 

package and trade off.  
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(Buckingham 2004).
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• 

• Exploration and celebration of each of their strengths 

• Offering and acceptance by the Chief of their allegiance to the tribe

• Endorsement of the program

• Acknowledgment and endorsement by the chief of my role.



The outcomes were positive. Alex challenged them to take the risk and to be part of the 

journey. I had also cemented a better working relationship with the President and through 

my PD colleague, now had another advocate for AR and other deeper based interventions. 

 



These articles are 

included in Appendix B 6.1 and B 6.2.
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(Leigh 2003) comments that: 

 

I became aware of Heron's (1999) model during LTP 1, which recommends that a 

facilitator applies three modes of decision making to each of the six dimensions of 

facilitator activity: planning, meaning, confronting, feeling, structuring, and valuing. The 

three modes are summarised from Heron: 
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This became an extensive list as each group contributed to it. I was concerned about 

meeting all of the expectations listed; however found in practice that I focused on 

different aspects of the list depending on the nature of groups’ needs and their issues at 

the time. In retrospect what mattered more, was the discussion I had with each group 

which endorsed my role. 

Figure 6 3 outlines the application of the DOOR cycle within the AR sets and their 

respective functional teams.  

 

 

 









teacher

moral education
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.  At this stage I was busy juggling my time to ensure that Program 1 ended on a 

positive note and I was energised for the long journey ahead with Program 2.  
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Given that Feedsmoore had tried various other approaches with little to no change in 

behaviour, there was an average capability increase of between .32 for Integrity and trust 

to .72 for Caring about direct reports, which was significant for the business.  



 

 

 

The data is also represented as a percentage with Caring for direct reports achieving an 

overall increase in capability of 17.30% and Integrity and trust, which was already high, 

achieving an increase of 7%. This chart was another way to represent the data and 

provides a good visual representation about the perceived increase in capability for each 

of the competencies. 



 

 

 



 his 

or her preferences for style and material. Overall it was clear that all of the learning styles 

were targeted and catered for.  







I also received an email from the Training Manager on the afternoon of the last day of 

Program 2 following the presentations. To say that I had a big grin on my face is an 

understatement. See his comments in Figure 6.15 



 

  



To: e.fernandez@ 

Subject: Thank you 
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I discovered that autoethnography could affirm my own voice and help me lay claim to 

the authoring of my own acts. Maguire (2006) and Foley (2002) state that 

autoethnographers are openly subjective and in writing my dissertation I assert my choice 

not to speak in a rational, value free, objective, omnipresent? Voice, but rather one that 

accepts that I am a living, contradictory, vulnerable, evolving multiple self, who speaks in 

a partial, subjective, culture bound voice. 

Writing my journals and reviewing them to write this dissertation was at times frustrating 

and anxiety provoking. As I was reliving those stressful processes, I discovered that the 

act of writing was part of the process of healing and illustrated the autoethnographic emic 

and etic method as discussed in Chapter 2. It offered me an opportunity to shift my 

‘stance from the ethnographic emic gaze of the participant observer to an etic gaze of my 

own subjectivity’ Boufoy-Bastick (2004, p.4). Learning associated with these emic 

perspectives provided the opportunity to examine my beliefs and worldviews.  
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• Schein (1999) commented that most process consultants focus on the ‘How 

things are done’ rather than ‘What is done’. I became more adept at getting the 

participants to focus on the ‘How’, thus setting up a useful practice-based 

framework to focus on Mezirow’s (1999) third frame of reflection—‘Premise-

based reflection’. The three-pronged approach of focusing on assessing the 

content, process, and premise enabled the reflection element within the DOOR 

framework to address deeper and more generative issues regarding personal, team 

and organisational leadership.  
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Frame Two–Technical rationality, Case studies are cloaked in an old world 

scientific paradigm, venerating the expert outsider and the scientific evidence-

based model at the expense of practitioners working in situ.   

Whilst the Case Study is far removed from the hypthetico reductionist model, in practice 

it is the participant/researcher either standing as a distant observer doing it to others 

(participant observation) or in the background collecting the evidence (non participant 

observation), in this way it emulates an old science model. The researcher as a 

dispassionate unconnected entity has been challenged in lieu of a more dynamic model 

that looks at the interconnectivity of it all. Learning from the new physics informs us of 

the nature of observation where the researcher influences and becomes part of the 

experiment, this has implications for the reporting of observed phenomena and for the 

creation and dissemination of knowledge. Action research and in particular critical, 

emancipatory AR is more in tune with this approach. In the case study approach the 

researcher is viewed in isolation rather than part of a community of learners or in AR 

parlance ‘the learning set’ The researcher is also viewed within the scientific 

deterministic prism of ‘doing it to others’.  

Walker in Cohen (2000) addresses a number of points on ‘The case study and problems 

of selection’. Point ten asks, “At what points do you show your subjects what you are 

doing?” This typifies the difference with Action research –This question cannot arise, for 

AR is a collaborative process of enquiry, the question could be reframed as – What is the 

question that we need to enquire about? How do we go about co-creating the question for 

the purpose of conducting our enquiry? What is the central question that we need to 

explore as a group?  

The open and collaborative processes outlined where congruent with Feedsmoore’s intent 

to improve their employee engagement and participatory leadership practice. Point eleven 

in Cohen asks- ‘at what points do we give them control over who sees what?’ An AR 

frame would ask the question before it arises, i.e. who needs to see what? How do we go 

about sharing our understandings along the way? What is the nature of the AR Set and 

how do we collaborate to enable a shift and growth in understanding and learning? Once 



again I stressed to the steering committee the congruence of an open process to 

Feedsmoore’s values and business drivers. 

Point twelve asks - who sees the report first? In AR the question is- who is going to 

contribute to what part of the report? And what is the best way for us to structure this to 

broadcast our insights and learning’s to the wider community? 

A key insight for me was that a case study promotes the notion of the researcher as “I” 

standing removed from the action and AR promotes the notion of “We” standing within 

the action. This fundamental difference strikes at the core of how we engage with the 

research question. So there is much more of a notion of being part of the community of 

learners in co-creating the journey. 

Sanberg (1985) sees the relationship between researchers and the organisational 

participants in AR as dialogical, and Kemmis (2001) sees this as “bringing people 

together around shared topical concerns, problems and issues”… to achieve mutual 

understanding and consensus.  

In some ways action research incorporates some of the notions of case studies in that 

there is an account of the action and an account of the researchers interpretation of the 

action, however a case study can only provide a snapshot of the action at any given time, 

it discounts the evolving nature of enquiry and by its very nature is voyeuristic, static and 

context bound- commenting on the action as opposed to co-creating and being immersed 

in the real action which Action Research focuses on. Case studies also lack critical AR’s 

advocacy role in changing the conditions of the system for the betterment of people. 

Whilst I write this here, I was mindful of the terms I used with my academic colleagues 

who advocated the case study methodology- I did not use the word Voyeuristic. After 

trying many times to hold a discussion, I was either ignored or as earlier expressed, 

treated as one of those serfs clamoring for their attention. After all who was I to have the 

temerity to critique the well-respected ‘Case Study’, a method deified by Harvard, a 

school they all aspired to work in.  



The Steering committee if not swayed by some of the arguments, must have at least felt 

assured that they offered a point of difference to what they had previously experienced. 

The participants were more fortunate in that they had the experience of living the AR 

journey as the insights evolved, as did their understanding. 



My colleague’s observations are in italic and my thoughts are in normal text: 



1

I was very clear from the start that they owned their own learning, including making 

decisions about the composition of the project team, as long as, it met the condition of 

maximizing diversity in all its forms.  Each team member needed to negotiate with each 

other.  In the case of LTP 1, the participants selected a project from a bank of projects 

Edutainer role - A derogatory term coined by a faction of the PD community who were interested 

in deeper interventions and that applied to trainers and consultants who entertained people at the 

expense of learning. 



that I had spent some time with the Executive in selecting. For LTP 2, the theme was 

narrower and revolved around innovation within Feedsmoore.   







1

The BarOnEQ-i remains by far the most extensively validated and researched measure of 

emotional intelligence and is the only instrument consistently reviewed by the scientific 

communities ‘gold standard,’ the Buros Mental - Measurement Year Book. 











• 

• 

• 



 











• 

• 

• 

• 



• 

• 





(Fernandez 2005),
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This proposal provided the executive and SBU members another means to practice 

fundamental skills involved with the LTP. The BDE and I were not content for the 

executive to just sit through a condensed version of the modules, this would only 

reinforce frame 1 & 2, which they were familiar with. I wanted them to experience some 

of it through applying it within the Strategic Business Unit. We submitted the proposal in 

September and suggested November as the start date. 











A fairly consistent view was expressed that relevant “business owners” should decide if/ 

what from the AR projects should be implemented and then to resource the process 

appropriately. This is a consistent theme in all organisations that I have been involved in 

implementing AR/AL or Business improvement projects, people want the project to have 

relevance, they also want the time and effort they expend on the project to make a 

difference to the business. My experience suggests that AR based project participants go 

a step further by challenging and acting on messages that are not congruent. This is 

because the program inherently challenges established norms and sacred cows.  

Reg Revans theme of ‘Comrades in Adversity’ comes through loud and clear with their 

comments. The strong belief in the value of the program and the depth of change and 

commitment also comes through. There was also affirmation for my belief and conviction 

in the AR process and that the LTP 2 participants would persevere and come through. 

The review affirmed that the program was achieving significant outcomes. It highlighted 

key areas that needed to be refocused including: the need for better marketing and selling; 

more line manager and sponsor involvement and to continue to stick to frame 4 by 

focusing on the framework and process.  

I also took away the need to contain the program to a 12-month timeframe, which was our 

original intent and the need to get more involved in the internal marketing of the program. 

The report unfortunately did not address the fundamental issue of resourcing the program 

internally given the changes that were happening at Feedsmoore. I had a debriefing 

session with the Consultant and the Training Manager and heard nothing more about the 

report. 

Interestingly, there was little discussion within EEBS about the findings. My GM was 

now caught up in applying for the Dean’s position and the GM of Business Development 

had gone overseas to recruit a candidate for that position. I took a deep breadth and 



focused on ensuring that the program continued to lift from the dip by supporting and 

encouraging people at my last AR set meeting. I also commenced making plans for 

program 3. By now unknown to the participants the LTP and the job was exacting a 

heavy toll on me. 
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Introduction
We are now as some would label it in the ‘Systems Age’, which challenges the old 
world scientific paradigm of a machine like universe. We arrived here following the 
pathways of many revolutions . 

The agrarian revolution increased our 
access to food thus  freeing us from the toil 
of the hunter gatherer. 

The spiritual revolution that spawned major 
moments and life styles embodied on the 
principles and practices of Hinduism, 
Taoism, Buddhism, Judaism, Christianity, 
and the Muslim faith. 

The scientific revolution increased our 
understanding and knowledge of the world.

The industrial revolution multiplied our productive capacity and 

The technological revolution which increased our inter connectivity and intelligence. 

The ‘Systems Age’ draws on the themes of post-modernism, existentialism and 
complexity. It has confronted us with our limitations and has propelled us to look at 
the complex process of life and the universe and how we impact on the world and 
the world impacts on us. We are discovering that life and the universe are imbued 
with human meaning. 

As leaders we need to lift ourselves from a myopic narrow perspective to a more 
holistic and emergent one. We need to enable organisations and our social systems 
to deal with complexity, change and the long view, our very existence now depends 
on it . 

The ‘Systems Age’ is then an enabler to the 'Wisdom Age', we are at a nexus and 
will need to undergo a 'metanoia' a change of mind, which will assist us to recover 
our ancient wisdom, the perennial philosophy on which human nature actually 
depends.
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“When you 
understand all about 
the sun and all about 
the atmosphere and 
all about the rotation 
of the earth, you may 
still miss the radiance 
of the sunset.”          
Whitehead 



Let us now explore some of the factors that both limit and propel us towards the 
'Wisdom Age'

Positivism and Philosophy
Leaders can miss the big qualitative picture or the deep structure when they place a 
heavy emphasis on numbers and rationale processes.  Rationality  is a deeply 
embedded paradigm in organisations. However a large part of our existence lies 
beyond rational understanding, such as anger, joy, fear etc., they need to be lived 
and experienced to understand them. Leaders need to accommodate more 
qualitative, experiential, intuitive and philosophical processes to help them deal with 
their understanding the world.

Organisations and leaders have focused narrowly on  the idea that the best way to 
understand things is to take it apart. Francis Bacon in 1620 wrote- “Without 
dissecting and anatomizing the world most diligently, we cannot found a real model 
of the world in the understanding”. 

Positivism- This old science approach to observing reality is deeply embedded 
within the psyche of individuals  and the frameworks of organisations. Although 
diminishing it has held sway for over three centuries. 

In the first half of the nineteenth century, Auguste Comte first expressed the three 
principal doctrines of Positivism: 

The conviction that science was the only source of positive knowledge of the world. 
To eradicate mysticism, superstition, and any forms of pseudo-scientific knowledge. 
To extend scientific knowledge and technical control to human society, to make  
technology no longer exclusively geometrical, mechanical or chemical, but also and 
primarily political and moral. 

The Role of Philosophy

The role and definition of philosophy 
is rather narrow within the context of 
the definition. It sits uncomfortably 
within the paradigm of science, and 
its role is relegated to analysis and 
summary, as opposed to 
Whitehead’s definition, (see next 
page) which is far more dynamic, 
philosophy is the “critic of 
cosmologies”.  
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“Positivism- A theory of the nature, 
omnicompetence and unity of science.  
Its most extreme form stipulates (a) the 
only valid kind of (non-analytic) 
knowledge is scientific; (b) such 
knowledge consists in the description 
of the invariant patterns in space and 
time of observable phenomena: (c) 
philosophy’s task is the analysis and 
s u m m a r y o f s u c h s c i e n t i f i c 
knowledge.”
Oxford Dictionary



The author Koso, provides the metaphor that positivism demands evidence factual 
or mathematical evidence as a security guard demands positive ID,  not just on your 
say-so. He suggests  that positivism works out well for scientists and 
mathematicians since it allows only them to speak. 

The distinguished English philosopher Ayer, writes that “Philosophy aims at yielding 
knowledge; or, if this be thought to go too far, at least it comprises propositions 
which their authors wish us to accept as true”. He goes on to add that “Philosophy 
has not one but many objects of study - metaphysics investigates the structure of 
reality, ethics the rules of human conduct and logic the canons of valid reasoning”

So, Philosophy asks leaders to take a metaview of the whole process, to play, 
dabble, construct, deconstruct and to go beyond the current operating norms and 
ways of knowing.

Effective leaders co-design the 
organisational architecture that 
houses the human spirit, they work 
with the whole person, they 
engender trust and welcome 
dialogue and free thinking.
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“What is 
Philosophy?”. 

The word derives 
from the Greek 

‘lover of wisdom'.

philosophy n. 1. The study or 
science of the truths or principles 
underlying all knowledge and being 
(or reality).  2. any one of the three 
branches (natural philosophy, moral  
philosophy and metaphysical 
philosophy) accepted as 
composing this science. 

Philosophy builds cathedrals 
before the workmen have moved 
a stone, and it destroys them 
before the elements have worn 
down their arches.  It is the 
architect of the building of the 
spirit, and it is also their 
solvent: and the spiritual 
precedes the material. 

Whitehead



Dualism
Dualistic thinking has caused some of the 
deepest divisions in this world. Examples that 
stand out are the polarised arguments of 
quality versus quantity, short term versus long 
term, organisational growth or decline, leader 
or manager, people either good or bad, and 
people either for you or against you.

Dualism has its roots in Aristotle’s binary logic: 

A OR not A. Either this or not this. The sky is blue or not blue. It cannot be A  AND 
not A.  The Buddha lived in India almost two centuries before Aristotle. The first step 
in his belief system was to break through the bivalent veil and see the world as it is, 
see it filled with “contradictions”.

Leaders and managers deal with complex processes and reality, dualistic thinking 
offers simplistic insights and strategies that address the symptoms of an issue. To 
address issues that deal with the core cause, leaders and managers need to 
become more comfortable working with the grey, and to build processes to work 
through complexity. 

A key skill is to ask two questions folded into one e.g.. How  can we increase the 
number of widgets by X and at the same time maintain quality Y, how can we 
achieve business growth whilst at the same time doing it sustainably around people 
and resources, and what is the best way to increase the efficiency of the team and 

improve morale.
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So far as the laws 
of mathematics 
refer to reality, they 
are not certain. so 
far as they are 
certain, they do not 
refer to reality.  

Einstein  

“Into every tidy scheme for 

arranging the pattern of 

human life, it is necessary to inject 

a certain dose of anarchism.”

Bertrand Russell



Deductive Reasoning

Called the top-down approach, it works from the general to the specific. Essentially 
it moves from theory to formulating a hypothesis, then gathering the evidence 
though observation to test the hypothesis, thereby confirming the theory. Deductive 
reasoning is a useful skill, however it tends to be narrow in focus as opposed to 
Inductive Reasoning which is more open-ended and exploratory. 

Many leaders and managers dismiss any concepts that are unobservable like 
intuition, gut and feel because they lie beyond our observable senses. Many who 
hold this view argue that meaning can only be derived from our observations of the 
world or from deductive systems such as quantitative data or mathematics. There is 
an often held phrase that If it can't be measured then it can’t be real. This position is 
known as “empiricism,” because it treats the facts of experience as the foundation 
for all we can know.

Leaders and managers like some scientists hold on to an old science view of the 
world, their reasoning is driven by a ‘hypothetico-deductive’ system. This model has 
allowed us to reap the benefits of science which has made life for humans an 
attractive proposition. It has succeeded in analysing matter to its minutest particles, 
in exploring the far reaches of space and time, in unifying the human world and 
improving the standard of living. All this at the cost of polluting the land, water and 
air, destroying large numbers of species and animals and using up the resources of 
the earth on which life depends.  

As the philosopher of science Popper has told us, all scientific theories cannot claim 
to be certainly true; all that they can legitimately claim is that they are consistent 
with existing observations.  In other words scientific theories can never be proved to 
be certainly true, until they are  proved to be certainly untrue; they are working 
hypotheses. 

Because of the limitations posed by deductive systems, according to Davies 
scientists work backward to construct hypotheses consistent with their discovery, 
and then go on to deduce other consequences of those hypotheses that can in turn 
be experimentally tested.  If any one of these predictions turns out to be false, the 
theory has to be modified or abandoned.  

As problems become more complex in the world, Leaders need to understand the 
limitations imposed by deductive and reductionist reasoning and learn to embrace 
Inductive reasoning along with the deductive.
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Determinism
Another school of thought that has influenced scientific reasoning is determinism: 
‘God is reduced to a mere archivist turning the pages of a cosmic history book 
already written’ (Davies)

Determinism is based on the assumption that events are entirely determined by 
other earlier events.  It carries the implication that the  state of the world at one 
moment suffices to fix its state at a later moment.  The conclusion is drawn that 
everything which will happen in the future of the universe is completely determined 
by its present state. There are millions of people in the world who will not step 
outside their door without consulting their star sign, which presupposes that most 
events are preordained.

Sadly there are a number of leaders and managers who follow processes and 
strategy with a blind faith and resolve that because it worked in the past it will 
continue to do so. Many organisational processes are also disconnected from the 
reasoning and thinking that set them up in the first place.

There are a plethora of psychometric instruments and methodologies that are used 
to box and type cast people in organisations. Effective Leaders understand the 
benefit of using this information as a starting point to understanding what drives 
people. Good Leaders also challenge the premise of these rudimentary frames, 
knowing that people are far more complex, dynamic and a bundle of contradictions.
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If the world is strictly deterministic, then 
all events are locked in a matrix of cause 
and effect.  
The past and future are contained in the 
present, in the sense that the information 
needed to construct the past and future 
states of the world are folded into its 
present state.‘                                                                   
Davies



Specialisation
Whitehead argues that because of the complexity 
in our world, people are trained in specialisations 
of particular regions of thought  ‘thereby 
progressively add to the sum of knowledge within 
their respective limitations of subject’.  He goes on 
to argue that effective knowledge is 
professionalised knowledge, supported by a 
limited acquaintance with useful subjects 
subservient to it.  

Professionalised knowledge ‘produces minds in a groove. Each profession makes 
progress, but it is progress in its own groove’. 

To work in the groove of a Doctor, Lawyer, Chemist, Educator is to work in 
contemplating a given set of abstractions.  The groove prevents us from seeing 
other world views, it locks us within the paradigm of the profession.

Davies argues that the key to major scientific advances often rests with 
‘free-ranging imaginative leaps or inspiration’; which must include spanning 
the grooves.

Up to our current day there has been 
an overriding drive for formulas 
prescriptive step-by-step processes 
that inform people about how to live 
and act.  Formulae are as if inscribed 
in biblical commandment stone, 
edicts of expert authorities, and are 
often blindly followed without 
question. 

Business is increasingly valuing 
generalisation, and so there is an increased need and drive to span the grooves. A 
term often quoted is “we are interested in transfer” i.e., what can we apply from 
another profession, system or field within our own. There is an increased 
awareness to find out about individual and professional paradigms and the matrix of 
thought and behaviour that locks people in.

Leaders and managers are required to span the grooves to move from the playing 
field of an old LP with deep entrenched grooves to that of a DVD - like its 
functionality to be able to jump and span the grooves when required. 
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Science is founded on 
the hope that 
the world is rational in 
all its observable 
aspects. 
Davies

There is no groove of abstractions 
which is adequate for the 
comprehension of human life. 
The directive force of reason is 
weakened. 
The leading intellects lack balance. 
They see this set of circumstances, 
or that set: but not both sets 
together.  
Whitehead



Paradigm Shifts

The old scientific structures have started to demonstrate limitations: by 
the end of the nineteenth century it seemed like there were only a few 
more areas to explore, the whole world had been itemised.

Briggs observed that as they probed these remaining areas: 

The puzzle-solving map-makers of normal science began to experience disturbing 
difficulties. They saw light behaving like both waves and particles and electrons 
jumping from one orbit to another instantaneously. The appearance of ‘anomalies’ 
which could not be fitted into the classical Newtonian picture of the world was 
bringing on what Thomas Kuhn calls a ‘crisis’ in the paradigm. 

Kuhn noticed that 
during times of crisis 
new theories arise to 
explain anomalies, 
which are debated and 
questioned at length, 
before becoming the 
new paradigm. 

Prigogine & Stengers 
argue that different 
points of view, cultural 
differences and philosophical convictions play a decisive role in the discovery of a 
paradigm. Rival paradigms are put to the test until one wins out.  

Time takes over. With the appearance of a new generation of scientists, silence and 
unanimity take over again. New textbooks are written, and once again things go 
without saying.

Joel Barker in his famous video ‘The Business of Paradigms’, argues that most 
paradigms are written at the edge, and are usually discovered by people who had 
no investment in the old way of doing things and who generally were not part of the 
paradigm community.

The old prescriptive, reductionist model of Science has been challenged, the very 
foundations, premises and assumptions are questioned. Quantum Mechanics 
demonstrated the subtle way in which observer and observed are interwoven.  
Chaos theory revealed that the relationship between permanence and change was 
far from simple.

Science, Philosophy and Leadership - © Eugene Fernandez 9

At each turn it is not the echo of a demise, a 
bell tolling for a passing away that is heard, 
but the voice of rebirth and beginning, ever 
afresh, of mankind and materiality, fixed for an 
instant in their ephemeral permanence.  

That is why the great discoveries are not 
revealed on a deathbed like that of 
Copernicus, but offered like Kepler’s on the 
road of dreams and passion.
Prigogine and Stengers



It is clear from this brief review of the development of the scientific approach over 
recent centuries that what we are experiencing now is equivalent to a backlash to 
the purely objective, reductionist, rationalist approach of the recent past. 
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The new tinge of modern 
minds is a vehement and 
passionate interest in the 
relation of general principles to 
irreducible and stubborn facts.  
All the world over and at times 
there have been practical men, 
absorbed in “irreducible and 
stubborn facts”; all the world 
over and at all times there have 
been men of philosophic 
temperament who have been 
absorbed in the weaving of 
general principles.  It is this 
union of passionate interest in 
the detailed facts with equal 
devotion to abstract 
generalisation which forms the 
novelty in our present society. 
Whitehead

There is now a growing 
realisation that science, 
as such, does not require 
a mechanistic world view.  
The reigning wisdom is 
under attack.Much 
evidence, especially from 
the new physics, 
suggests a less 
deterministic, more 
organic and subjective 
interpretation of nature.  
There is a ‘within’ of 
things which is what 
things are in themselves 
and to themselves.  The 
stuff of the world is 
‘feelings’ or relations 
clothed in ‘emotion’.  
Subjectivity is 
everywhere in nature. 
Birch

The new consciousness cuts across 
dualisms.  It sees every dualistic concept as 
a gross abstraction from reality.  The 
emphasis is on internal relations which 
constitute the inner aspect of all individual 
entities. 
It is an experiential view of reality, as 
contrasted with the image of reality 
consisting of objects only.  It finds the world 
a much more feeling place.
Birch



In Conclusion
We no longer find all our answers by dissecting, reducing and atomising things. 
Instead, we are beginning to witness the interrelatedness of things, knowing that the 
more we explore, the more  complexity and richness we find and the more we  
isolate a given phenomena the more we see that it  forms part of a complex 
interrelated web, filled with energy. 

Our role here is not to get overwhelmed by this complexity but to look at the 
patterns and themes that are there. Look for the simplicity that emerges from 
complexity.  There is an inherent pattern here of moving from simplicity to 
complexity to simplicity.  Our very lives replicate this pattern from the simple but 
important needs of birth and early childhood to the complexity of our middle years 
with the fulfillment of complex needs and desires and finally to old age where there 
is a move towards rationalisation and simplification.

A further example illustrates this point. The Japanese tea ceremony or 'Wabachua' 
at first glance is a simple and stylised form of  drinking tea. However hidden behind 
this surface level observation, is a rich and complex tapestry of cultural meaning 
and significance with complex rules that apply to the design of the Raku pot and 
cup and the method and timing of the ceremony. 

Finally after immersing ourselves in this complexity, we come back to the elegant 
simplicity of the ceremony, this simplicity though is different it has been immersed 
through complexity it is a richer crystallised and more informed 'simplicity'- it is 
simplicity at the meta level. 

As Leaders, we need to challenge our assumptions and operant paradigms, we 
need to move from a linear myopic, cause and effect view to  a more holistic and 
cyclical view that extends to a longer time horizon. We also need to engage with a 
philosophical view of the world as much as we do the pragmatic. 

We can utilise our creation, science to work with the tidal flow of human nature, we 
can  achieve both, an understanding about the sun, the earth and the cosmos whilst  
enjoying the radiance of the sunset  and the essence of humanity.
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Eugene Fernandez and Maurizio Floris' article on 
innovation featured in Business Review Weekly, Apr 2007.

Establishing a culture of innovation is not only about 
doing things differently. It also requires a change to 
the way we observe and make sense of the world.

When it comes to innovation a deceptively simple 
and useful device to help such change is to think of 
innovation as a DOOR.*

The ‘‘D' in DOOR stands for Design. An innovative 
design needs to offer something different and of real 
value to be meaningful. Critically, the 'D' also refers 
to the intentional design of an environment that 
allows innovation to emerge. 

A good place to start is the office environment itself. 
Design collaborative spaces and spaces for 
reflection. Replace the bland and the drab with 
settings that promote the spirit and spark interest. 
Also, design variety and change in jobs. Design time 
for creativity. Above all design out convention and 
mediocrity from all aspects of the environment.

Thee ‘O' stands for Operate. An innovative 
organisation must be good at both design and translating the design into its operations. Find a way to stop 
doing what the organisation cannot be good at. If it is poor in design then buy it from somewhere else. Build 
the organisation's identity around its strengths and weave these strengths into the fabric of its operations. 
That means aligning organisational structure, processes, behaviour, systems, and performance indicators 
with this identity.

Together the letters ‘DO' in DOOR represent ‘doing' and many people and businesses are overdosed on 
‘doing'. An overdose of ‘doing' can keep us on a treadmill and hinder innovation.

To break away from the treadmill, try to Observe (the secondd ‘O’ in DOOR) some of the current practices 
in your business with fresh eyes. As Marcel Proust says ‘The real act of discovery consists not in finding the 
new lands, but in seeing with new eyes'. For example, to look at your country with new eyes, take a foreigner 
on a tour and see it through their eyes. Likewise, regularly take an 'outsider' on a tour of your business and 
take note of their observations.

The e ‘R' in DOOR stands for Reflection, usually the most neglected and vital ingredient. Reflection 
incubates and illuminates new ideas. Deep reflection challenges the current mental models and can change 
the game altogether. It is uncomfortable, but without it innovation is likely to offer no more than trivial change.

Reflection needs to happen at an individual and group level. At the individual level it requires going for a 
walk, a jog or taking a bath like Archimedes. Anything that breaks the conscious routine will do. Also, allow 
time for unstructured exploration for creativity to flourish. At the group level practise dialogue skills so that 
the best idea and not the strongest advocate wins.

The ‘OR' in DOOR is a useful counterbalance to ‘DO'. It encourages to ask ‘OR else' questions, a simple 
but key ingredient to open up our thinking. If your good intentions include the establishment of a more 
innovative culture, make sure you leave no door unopened.

Eugene Fernandez is Program Director, Leadership and Maurizio Floris, Program Director, Strategy at 
Melbourne Business School's Mt Eliza Center for Executive Education. 

*DOOR is an evolving cycle developed by Eugene Fernandez. This cycle has been applied by innovation 
teams within a number of businesses. Eugene can be contacted via email: eugene.metanoa@bigpond.com
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 Introduction

This article outlines some of the 
principles of learning that will be 
used in Leadership In Action 
through Coaching Program. You 
will be required to understand this 
process. Please read through this 
workbook and write down any 
questions or issues you need to 
clarify or explore.  It is not the intent 
or expectation that you understand 
all that you read here as we will be 
covering it in more detail during 
the workshop.  

One of the key ways we learn is by 
taking action in the world. The 
term Action learning (AL) is used 
to illustrate this more holistic way 
of learning.  

Action Learning

AL will help you to look at your 
work and to critically review and 
re ect on what you do. This review 
will allow you to apply new ways 
of doing things that you can use on 
the job the next time around. 

AL is a very practical way to learn 
as it enables you to work on real 
issues of concern and to share your 
insights and learnings with a group 
of other participants. Through 
action learning you 
will learn with and 
from each other by 
working on real 
p r o b l e m s a n d 
re ecting on your 
own experiences.  The 
process helps you to 
take a proactive 
stance towards life 
and helps to 
o v e r c o m e t h e 
tendency to think, feel 
and be passive towards the 
pressures of life.

Essentially you follow a cycle with 
four stages. You Design, Operate, 

Observe and Re ect. A convenient 
way to remember the cycle is to use 
the image of a DOOR. This is 
covered in detail in the next section.

Action Learning has a simple 
equation underlying the framework 

L = P + Q

          R (1)

Generally L = learning which is the 
accumulation of knowledge, P = 
programmed knowledge, Q = 
knowledge gained by questioning 
self or others in conditions of risk, 
and in the absence of a de nitive 
answer and R our own resistance to 
try something new or different.

‘P’ or programmed knowledge, 
has often been peddled for its own 
sake—it is written up in text books, 
it is in the heads of experts, it is in 
university/college programs, its in 
manuals and procedures at work 
etc. However, by itself, it does not 
necessarily equate to learning. Just 
by reading a manual does not mean 
that you understand or can apply 
what is there. Also, using 
established theory or another’s 
insights as a basis for continued 

learning can be a powerful starting 
point, however there is inherent 
danger in taking on ‘P’ at face value 
and not testing its relevance to your 
own situation at an appropriate 

time. 

 ‘P’ may have been valued because 
it ts neatly within a rational 
paradigm—it tends to be 
quanti able and available, and is 
determinate and output–focused. It 
also comfortably moves learning 
incrementally within the same 
paradigm. It survives because it 
fosters single loop learning i.e. 
learning that does not get you to 
challenge the underlying 
principles. Learning more about a 
technical area and increasing your 
knowledge could be classi ed as 
single loop learning. 

Single loop learning is usually safe.  
It is generally not until ‘Q’ is 
incorporated into the equation that 
learning becomes double-loop.

‘Q’ is questioning insight, a vital 
commodity in these times of rapid 
change. Nonetheless, individuals 
and organisations, mainly due to 
pressure to produce, be busy, and 
the focus on immediate tasks in the 
short term, all too frequently 
overlook it. 

The time and ‘safe space’ to be 
open, non-defensive, take risks, and 
challenge views or actions, is 
usually just not there. ‘Q’ allows 
you to achieve deeper learning, 
which we call ‘Double Loop 
learning’ – This is learning that asks 
you to explore the deeper patterns 
and the ways and means in which 
you look at the world and engage 
in it. ‘Q’ will also enable the 
analysis and surfacing of deeper 
patterns and ‘ways of doing things’ 
that are unchallenged at work.

 ‘R’ is Resistance and we all 

exhibit a bit of resistance to try 
something new or different, it is 
generally more comfortable to try 
to do things the same way we have 
always done before. 
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This is why it is so hard when we 
are trying to change our behaviour 
or response to a particular 
situation. 

‘R’ is also inherent in teams, 
institutions and organizations. ‘R’ 
could also stand for blindly 
following rules and not questioning 
their relevance and or purpose. 

‘R’ asks us to look at our own 
resistance as an obstacle to change.

The DOOR Cycle and AL

You will be applying this cycle over 
the course of the program. 

You will apply the DOOR cycle to 
each of the learning objectives you 
identi ed. We will explain how to 
do this effectively in the program.

The DOOR cycle is a simple way to 
enable Action Learning. Like real 
doors we can open them and 
wander in and check out what lies 
within. 

DOOR elegantly describes the 
cyclical process of design-operate-
observe-re ect. These are the 4 
stages in the DOOR cycle, when all 
4 stages are covered you have 
completed one cycle, this then 
informs the next cycle.

The ‘D’ in DOOR stands for 
Design it draws on the wisdom and 
insights generated by re ection.

Design needs to offer something 
different and of real value to be

meaningful.Design also includes 
thinking creatively, innovatively 
and unfolding this into a 
meaningful plan.

The ‘O’ stands for Operate. This 
is about translating the design and 
the plan into its operations. This is 
the action part that most of us are 
so good at. It brings to life what we 
have designed.
Together the letters ‘DO’ in DOOR 
represent ‘doing’ and many people 
and businesses are overdosed on 
‘doing’. An overdose of ‘doing’ can 
keep us on a treadmill and hinder 
new insights or different ways of 
relating with people. 

The ‘DO’ is about us doing 
something, most ‘doing’ actions are 
usually focused on the external 
world (as opposed to our inner 
world). Much of what we do over a 
period of time becomes 
unconscious and we unconsciously 

do it, like driving a car. 

Likewise much of our 
‘doing’ behaviours or how 
we relate to others have 
been learnt in the past and 
critically, we may be 
unaware of the impact of 
this behaviour on others.

To break away from the 
doing treadmill, try to Observe (the 

second “O” in DOOR) some of 
what we do and our current 
practices. In order to learn from 
what has occurred, we must rst 
know what has occurred. i.e. we 
must make observations about the 
action.

 

As Marcel Proust (2) says ‘The real 
act of discovery consists not in 

nding the new lands, but in seeing 
with new eyes’. Regularly ask 
others how they see the situation, 
how they respond to you and what 
they suggest you do to achieve the 
desired outcome. Also observe the 
impact you have on others at work 
or in life. 

The “R’ in DOOR stands for 
Re ection, usually the most 
neglected ingredient. Re ection is 
the vital ingredient that incubates 
and illuminates new ideas. Deep 
re ection challenges your current 
mental models or world-views and 
can change the game altogether. It 
is uncomfortable, but without it we 
are likely to achieve no more than 
trivial change. 

Re ection needs to happen at an 
individual and group level. At the 
individual level it requires going 
for a walk, a jog or taking a bath 
like Archimedes. Anything that 
breaks the conscious routine will 
do. Also, allow time for 
unstructured exploration for 
creativity to ourish. At the group 
level practice dialogue skills so that 
the best idea and not the strongest 
advocate wins.

The ‘OR’ in DOOR is a useful 
counterbalance to ‘DO’. It 
encourages asking ‘OR else' 
questions, a simple but key 
ingredient to open up our thinking.

To summarise. Action Learning is 
not about just ‘knowing things’ the 
‘P’, it’s about learning from ‘doing 
things’ and its about challenging 
ourselves to go beyond what we 
already know and do.

The P+Q over R and the DOOR model are part of Eugene’s research and is copyright to him and Metanoa.  The framework can be used 
freely for the purpose of self study.  Permission and license fees apply if the frameworks are to be used for training, coaching, published as 
part of a package  and other development activities. Email: Metanoa@bigpond.com
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Questions for Review

What do I fundamentally need to Question and Challenge ‘Q’?

What are my own patterns of resistance ‘R’ ? 

What are the consequences to me of ‘DOing’ at the expense of ‘OR’ else thinking?

How Can I better enable and balance ‘DOing with OR else thinking? 

(1) Reg Revans was one of the founding practitioners of Action Learning and his formula is P+ Q = L. 
I have added R to the equation as my work and research highlights that working with resistance lies at the heart  of personal and 
systemic learning and change.
(2) Marcel Proust was a French novelist, critic, and essayist best known for his monumental In Search of Lost Time.

the founding practitioners of Action Learning and his formula is P+ Q = L. 
h h
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Deep in the sea are riches beyond compare.  
But if you seek safety, it is on the shore.

Saadi of Shiraz in Shah
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Abstract

This brief paper draws  from my current Doctoral research which aims to address the question - 

How can I as a leader shift my focus from  action to deep re ection?  The research journey is 

crystalising a framework called the DOOR  which integrates action and re ection and through 

iterative cycles progressively deepen the learning of the self and our understanding of the world at 

large.

Introduction 
The benefits of reflective practice, and the 
nexus between doing and reflection, are widely 
explored in academic literature with a strong 
community of  educational researchers and 
scholars addressing various aspects of the 
benefits and difficulties of such practice.  

Learning from my Masters thesis provided me 
with a focus for over a decade on designing 
and facilitating programs that helped Leaders 
to reflect on their practice. My current Doctoral 
research focuses on how  I embody reflection 
within myself- in short do I practice what I 
preach and by emulating it for myself can I 
better enable it for others. 

This present research is a continuation of  my 
personal application of reflective practice 
personified by the frameworks of (Argyris et 
al., 1985) and (Schon, 1987). This continued 
thread allows me to now  focus on the concept 
and practice of ‘deep’ reflection, the notion of 
‘deep’ is my umbrella term that attempts to 
cover various other frameworks around Critical 
reflection (Fook and Gardner, 2007) including 
reflexivity (Steier, 1991), postmodernism and 
deconstruction particularly in relation to power 
within organisations (Brookfield, 2001) and 

Cr i t ica l Soc ia l Theory (Mezi row  and 
Associates, 2000). 

Also reflection as viewed from other traditions 
such as Neuroscience (Pockett et al., 2006), 
(Siegel, 2007), Inner spirituality (Krishnamurti, 
1995), (Sinclair, 2007), (Lama, 2006) and  
Integration Theorists (Wilber, 2007).

My research methodology is primarily Auto-
ethnography and Action research supported by 
relevant literature and interspersed with a 
genre that I have created and titled, called 
‘Pictoems’, which are pictures combined with 
poems that capture moments in time. They 
offer an opportunity to reflect metaphorically 
and symbolically on the issues explored within 
the central Question and upon life's' essence. 

The DOOR Framework
The research also expands on a model I have 
created and titled ‘DOOR’. This is used as a 
mnemonic, and also metaphorically and 
literally as a means to ‘open’ doorways to 
understanding. The ‘D’ in DOOR stands for 
‘Design’, The First ‘O’ stands for ‘Operate’,  
The second ‘O” stands for ‘Observe’ and  the 
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‘R” stands for “Reflect”. This then forms the 
first iterative cycle. 

At its elementary level the ‘DO’ stands for 
‘doing’ and like most Leaders I am immersed 
well in truly in the Doing paradigm, and for me 
‘doing’ at its most  robotically unconscious 
level. The ‘OR’ stands for ‘or else’ which 
includes divergent thinking, creativity, play, 
Questioning, challenging, meta reflection and 
being present in the moment. 

Both ‘Doing’ and ‘Or else’ thinking can be 
linked to a cyclic cosmology, including the 
ancient yin-yang symbol. The diagram of the 
‘Supreme Ultimate’ consists of the Yin and 
Yang.  Yin is the name given to the force which 
produces expansion, and is considered the 
feminine principle (Black in diagram) which I 
correspond to ‘OR’ . Yang is the name given 

to the force which tends to make things 
contract, and is the masculine element. (White 
in Diagram) Which I correspond to ‘DO’. 

‘The yin yang principle is simple. These two 
forces are always opposite and antagonistic, 
and yet at the same time they are 

complementary, for they are forever combining 
and co-operating. The  principle is one of 
“dualistic monism”. This is quite different from 
dualism in the western context, which 
describes opposites without an integrating 
harmony.

My research documents my own learning 
gained from designing and facilitating (Action 
Research based) Leadership Development 
programs (that utilise the iterative application 
of the DOOR) with senior managers within a 
number of organisations, including a global 
food business, a global mining company, One 
of Australia’s largest retail hardware chain and 
a mid-tier insurance and financial services 
business. 

The research includes a comparative analysis 
of the DOOR f ramework (ut i l is ing a 
circumplex) with key theoretical frameworks in 
the field including (Revans, 1980), (Kolb, 
1984), Boud & Walker, 1998) and (Mezirow, 
2000). This analysis highlighted a gap in what I 
have titled the Zones of Deep Reflection and 
Design as it corresponds to the DOOR model.

See Appendix  for a diagram of the circumplex.

This short paper does not allow  me the scope 
to elaborate on the circumplex or the gaps 
apart from commenting that both deep 
reflection and design are integral steps 
towards the unfoldment of practice. 

Organisational and leadership practices pay 
scant attention to reflection. Review  is 
compensated for reflection and even this is 
done in a cursory fashion. Also, review  like the 
post Implementation review  in project 
management framework fits comfortably within 
established business practices, it rarely 
challenges the status quo or the deeper
underlying issues. It survives because it 
upholds the current paradigm. Learning in this 
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context is single loop, incremental and 
fragmented from the context. 

Reflection on the other hand is the vital 
ingredient that incubates and illuminates new 
ideas. Deep reflection challenges current 
mental models or world-views and can change 
the game altogether. It
is uncomfortable, but without it we are likely to 
achieve no more than trivial change. 

Design plays a key part in transforming our 
lives. Leaders who spend time designing and 
planning the future, intentionally create better 
outcomes. Recent research on the brain also 
highlight the critical need to engage the 
forebrain in designing and creating the future 
and to do this collectively, if  we don’t, this part 
atrophies and we get locked into the daily 
grind. 

Observation and reflection are linked to our 
world views and the meta models we hold in 
our head. Leaders with myopic self  centered 
world views who are unaware and non-
reflexive impact disproportionately on the lives 
of individuals. 

The current global financial crisis highlights 
how  blatant disregard for proper corporate 
governance and leaders fixated with greed and 
maximising profits created the crisis with dire 
consequences for people with the least ability 
to deal with it. More importantly, the impact of 
a myopic, self-centred approach to the 
consumption of resources is having an impact 
on our future survival as a species.

Deep re f l ec t i on does no t occu r by 
happenstance, given the pace and demands of 
life it needs to be designed, fostered and 
embedded systemically in organisations. I 
have found that The DOOR framework 
encased in Action Research Leadership 
programs provides the fabric for deep learning 
and generative change.

Autoethnography

I n t h i s s e g m e n t I d i s c u s s h o w 
Autoethnography and other situated processes 
have helped me in my journey to ‘Deep 
learning’ and better understanding of the self. 

 ‘Auto-ethnography is a genre of writing and 
research that connects the personal to the 
cultural, placing the self  within a social context 
(Reed- Danahay, 1997), These texts are 
usually written in the first person and feature 
dialogue, emotion and self-consciousness as 
relational and institutional stories affected by 
history, social culture and culture (Ellis & 
Bochner, 2000).  Reed-Danahay explained 
that auto-ethnographers may vary in their 
emphasis of  graphy (i.e., the research 
process), ethnos (i.e., culture), or auto (i.e., 
self). Whatever the specific focus, authors use 
their own experiences in a culture reflexively to 
look more deeply at self-other interactions’ 
Holt (2003, p2)

Autoethnography promotes the notion of  the 
researcher as “I” standing immersed within the 
action and action research promotes the 
notion of “We” standing within the action. This 
fundamental difference strikes at the core of 
how  we engage with the research question. In 
my case there is both, the notion of the 
unfoldment of  my understanding and being 
part of a community of learners in co-creating 
the journey. 
Ellis sees important interconnections between 
auto-ethnography and social practice. She 
states that, “Increased self-understanding may 
provide a quicker and more successful route to 
social change than changing laws or other 

macro-political structures”. Ellis (2002, p.402). 
This is an important statement as it deals 
effectively with one of  the paradoxes of 
leadership, in Hegel’s terms the notion of 
‘dialogical logic’ i.e. my latent evolving 
understanding about my practice influences 
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whilst at the same time is being influenced by 
the system in which I operate in, likewise, my 
contradictions are also inherent in the 
contradictions and conflicting ideas within the 
macro- political structures and systems in 
organizations and in society at large. 

Self  and society are intertwined. Auto-
ethnography validates a more intuitive, 
experiential way of knowing and challenges 
the rational positivistic interpretation of  events. 
Auto-ethnography relies more on the literary 
language of metaphor, irony and meaning. 
Foley states that, “Using a much more robust, 
embodied, situated language allows auto-
ethnographic interpreters to engage more fully 
the intractability of  life. It allows them to evoke 
the richness and complexity of  everyday life 
through complex symbolic language and 
dramatic, personal stories. As various auto-
ethnographers have explained, the act of 
writing itself becomes a way of being and 
knowing”. (Foley, 2002).  Also, we come to 
know  ourselves through Introspection and 
reflection.

Be the Change

As Gandhi has expressed “be the Change you 
want to see in the world”.
We teach what we most need to learn has a lot 
of resonance for me. The hardest journey is to 
practice what you preach and more so when 
you have been fortunate enough to have 
access to all that knowledge. I along with most 
within my profession sit at the top of the 
pyramid relative to the rest of humanity. I have 
access to the knowledge and the wealth of 

kings. If I take into account the whole of 
human existence, my way of life in terms of 
Quality of existence and utilisation of 
resources surpasses over 95% of  all those 
before me. 1 

My opportunity stems from a decision by my 
parents to migrate to Australia. Their whole 
life’s savings going on airfares and a vague 
offer of a job at the other end. If this was a 
game of poker then I was dealt a royal flush. 
 
The opportunity was there for me to study both 
the external and internal landscape. The Latin 
origin of the word reflection is; flect, that is 
‘fold’ and reflect is to re-fold, when refolded the 
surface faces itself, likewise my research has 
an external face wherein I am assisting others 
to improve their capacity for reflection on their 
practice and it has an inner face, where I am 
reflecting and turning my attention to the 
activities of my own mind.  

To take this metaphor further, in seeking to 
work on both sides of the fold, I need to probe 
beyond this dualism and look at the 
conversation between myself as a participant 
and as an observer and at a Meta level to 
observe the conversation and interaction 
between the participant, the observer and the 
whole environment.

Deep reflection and Learning challenges many 
notions in organisations, including power, 
authoritarianism, the notion of economic 
growth and the economic engine that drives it. 
It also concerns itself  with inequality in all its 
guises and it peers behind the mask and peels 
away the layers to surface core issues.  

To illustrate this with an example from my 
journal- Working with a group of  senior 
managers on an action research program, 
comprised of  four action research sets. This 
was a meeting half way through the program.

___________________________
1 Based On earning a salary  of  over 50 thousand 
Australian Dollars per year.
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Caress gently
Lightbuds of awareness

Reclaim the cycle
Of awakening

I noted and commented to the group about ‘ 
The thoughtful and insightful manner in which
the group were able to surface uncomfortable 
issues about diversity in the workplace and the 
effective process of dialogue they adopted in 
problem solving the issue. 

The insight for me included the affirmation, 
that by letting go of control (managing my fear 
of derailment) and letting the group manage 
the process of  disagreement, allowed 
individuals and the group to reflexively look at 
their behaviour and manage their state. This 
was a visible demonstration of an emancipated 
and empowered learning set and a sign that 
the group had moved to living the values that 
they previously only espoused.  It was also a 
continued demonstration to me to have faith in 
the group processes and to validate my now 
unconscious and tacit way of working with 
groups. 

So the idea here of deep reflection has a 
criticality to it, it challenges some of the 
operating norms and sacred cows and peels 
away surface layers to reveal some of  the core 
issues or operant paradigms. It is an activity 
not done in isolation but gestates and 
blossoms within a community of learners. 

Reflexivity plays a key role in deep reflection. 
Being reflexive is linked to how  aware we are 
of the source and types of knowledge we use 
and how  we go about creating our knowledge 
and world views.

Pictoems

Stories, metaphors narratives, poems and 
writing are embodied in Auto-ethnography and 
are important means to enable deep reflection. 

For e.g. I append the following dialogue to this 
pictoem.

At a recent workshop I asked  people for their 
interpretations of the pictoem above. One of 
the participants  stated that- “ It kind of says to 
me about awareness and its fragility at its early 
stages of  growth before it becomes robust. I 
can relate to awareness at that early stage and 
how  it can easily be snubbed out in my own 
self. It is about bringing awareness to your 
awareness and allowing it to grow a bit” 

I was particularly thrilled by this explanation
and in particular the notion of bringing
awareness to your awareness. I thanked the
audience and added to the comments, which
included stating that to me it was about a
reawakening and a reclamation of conscious
awareness. 

I like many leaders are locked in an
unconscious mode of operation and it is the
notion of awakening ourselves to the moment.
The awakening of the self fits into the broader
context of the sociological self. It is  the
individualised ‘I’ and the socialised ‘me’ sitting
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with others the ‘we’, embarking on the sharing
of meaning and the unfolding of our practice.
There is emergence and interconnectivity
reflected in living in the present moment. 

This Pictoem also demonstrates that there is
no specific gene that transmutes awareness
and consciousness from us to our offspring,
there is no genetic download of our insights
and learnings.

There is however the hard
yards, as part of the socialisation process,
through the development and enhancement of
the environment for individuals to grow into
their awareness. 

See appendix for a pictoem on the DOOR.
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 Observation- What did you notice? What did you pay attention to?

 Re ection- What connection do you make between what you notice and what 
you feel?

 Design- What would you like to do?

Operate- What are your action steps?

Eugene Fernandez - DOOR to Deep Learning 7
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DOOR Pictoem
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Trainers, facilitators and OD practitioners are critical agents in helping to challenge people’s 
view of the world by encouraging deeper thinking and reflective processes within the 
organisation. The DOOR framework emerged as a result of helping managers and leaders 
to think and reflect on what they do, and can lead to deep learning and generative change 
when utlised with Action Learning.

DOOR is used as a mnemonic, and also 
metaphorically and literally as a means to 
‘open’ doorways to understanding. This 
article was written while on a family holiday 
in Fiji. It was an opportunity to use my 
holiday journey as a metaphor to illustrate 
and elaborate on the framework.

The ‘D’ in DOOR stands for ‘Design’, the 
first ‘O’ stands for ‘Operate’,  the second 
‘O’ stands for ‘Observe’ and  the ‘R’ stands 
for ‘Reflect’. This then forms the first 
iterative cycle. 

Figure DOOR Cycle

At its elementary level the ‘DO’ stands 
for ‘doing’. Like most organsational 
development and training practitioners, I 
am immersed well in truly in the Doing 
paradigm. For me ‘doing’ is at a most 
robotic and unconscious level. The ‘OR’ 
stands for ‘or else’ and includes divergent 
thinking, creativity, play, questioning, 
challenging, meta reflection and being 
present in the moment. 

The open Door of the 737 aircraft was an 
invitation to leave behind the treadmill 
of Doing. Stepping inside I was met with 
a sun-blessed cheery face and a warm 
‘bula’ (hello) which I followed with 
‘vinaka’ which means thank you. Those 
of you that have been to Fiji know that 
this is an invitation to slow down and to 
take on board what the Fijians call ‘Fiji 
Time’—essentially chill out and go with 
the flow. A Fijian bitter (beer) eased 
me as I settled back into the seat and 
reflected on the year that was.

Observe
I have found that ‘Observation’ is usually a 
good place to start with the DOOR cycle. 
We are so busy bombarded with action 
that we rarely get the time to stand back 
and observe. As a trainer and facilitator of 
Leadership programs, I design processes to 
help busy executives understand more about 
themselves. I’m also a conduit in enabling 
deeper more reflective processes to emerge, 
thereby helping to transform the lives of 
many leaders. I did this for over a decade 
(Fernandez 1997) though found that while I 
enabled this for others, I rarely engaged with 
these processes myself. My Doctoral journey 
changed this through addressing the question 
—how can I as a leader (add facilitator and 
consultant to this) shift my focus from 
Action to Deep Reflection?

The lens that was externally focused was 
now firmly focused on me and the internal 
frame. Interestingly the old adage, “We 
teach what we most need to learn”, was true 

in my case. It helped me to see that what I 
encouraged in others, I needed to embody 
and emulate for myself.  

As Trainers and Facilitators we influence 
people and processes at different levels.  Our 
whole persona is integrally linked to the 
processes that we enable. We are influenced 
by every interaction and in many ways 
our role becomes one of co-enabling and 
co-creating processes with people. The old 
science model of the distant disconnected 
observer and expert plying their trade to 
others has had its day in the sun (Hawking & 
Mlodinow 2010; Kaku 2009; Laszlo 2008). 
If I was to enable deep change for others 
then I needed to observe and recognise 
my own mental models and filters that 
constructed my view of reality. I needed to 
work at growing and developing further as a 
person. Pragmatically speaking—as a Trainer/
Facilitator—through self-observation I needed 
to understand what my own mental models 
and filters of the world are. How do these 
models and filters reinforce my view of the 
world? What is the breadth and depth of my 
worldview? What are the deeper metaphors 
and stories that inform my world-view? How 
accommodative of others’ world-views am 
I? Observation is essential as it provides the 
data for reflection.

Reflect

Breathing with excitement I snorkeled 
at the edge of a reef en-route to 
stepping ashore for a barbecue lunch 
at a secluded Sandy Cay. I reflected 
momentarily on a Sufi quote I often use 

DOOR to Reflection
Eugene Fernandez
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in my programs. “Deep in the Sea are 
riches beyond compare but if you seek 
safety it is on the shore”. By Shiraz. The 
person’s name not the wine, though I did 

indulge in a glass at the Cay! 

To keep the metaphor going, there are 
many species of reflection. Some allow you 
to explore the shore, close to the surface 
and others enable the exploration of the 
depths. Like the coral reef, there are layers 
of interrelated, symbiotic connections: 
rich, colorful and imbued with meaning 
and purpose. 

Time for ‘Reflection’ is scant in our busy 
lives. Even when we do reflect, our primary 
means is to reflect in the middle of action 
or briefly on action. This surface level 
process reflects back the world that you 
know - much like the shallow pool of water 
at the Cay that reflected my face and the 
blue sky in the background.  In business, 
‘Review’ is compensated for Reflection and 
even this is done in a cursory fashion. Also, 
review—like the ‘post implementation review’ 
within project management frameworks—sits 
comfortably within established business 
practices. It rarely challenges the status quo 
or the deeper underlying issues. In this 
context review and surface level reflection 
are single loop, incremental and fragmented 
from the context. Deep reflection on the 
other hand is the vital ingredient that 
incubates and illuminates new ideas. Deep 
reflection challenges current mental models 
or world-views and can change the game 
altogether. It is uncomfortable, creates 
dissonance and without it we are likely 
to achieve no more than trivial change 
(Fernandez 2008; Fernandez 2009).

Deep reflection does not occur by 
happenstance. Given the pace and demands 
of life, it needs to be designed, fostered and 
embedded systemically in organisations. Deep 
reflection involves the individual as both 
the subject and object of reflection. Also, 
group/team reflection sessions are a powerful 
enabler of high performance. Critical skills 
in dialogue, inquiry, advocacy and empathic 
listening help in developing openness, trust 
and camaraderie (Issacs 1999).

Observation and reflection are linked to our 
worldviews and the Meta models we hold in 
our head. Leaders with myopic self centered 
worldviews who are non-reflexive impact 
disproportionately on the lives of individuals. 

Design
Our Observations and Reflections provide 
the data and critical thinking that helps us in 
designing something new. Design incorporates 
a creative forward-looking process. It can 
be, intentional and unintentional, planned 
and emergent. Design plays a key part in 
transforming our lives and in developing 
solutions that go beyond what we currently do 
and know. Leaders, who spend time designing 
and planning for the future, intentionally 
create better outcomes. Recent research on 
the brain (Carr 2010; Fine 2007; Levine 2002; 
Siegel 2007) also highlights the critical need to 
engage the forebrain in designing and creating 
the future. If we don’t, this part atrophies and 
we get locked into the daily grind. 

Some time ago, I facilitated a leadership 
program for the Ratus (chiefs of Fiji). There 
were significant insights and learnings for me 
and I valued the cross-cultural immersion.  

For my children, this was a holiday 
where I wanted them to have a similarly 
immersive cultural experience apart from the 
orchestrated one at our resort.

While waiting in the foyer, the valet 
David enquired about our trip. I briefly 
provided the highlights and commented 
that I was also hiring a car so my 
children could see the real Fiji. He 
open-heartedly invited us to his house 
for dinner in a village amongst small 
sugar cane plantations. We took up the 
offer, exchanged phone numbers and 
agreed to meet at the car park of a local 
supermarket in town and then follow 
him in our car.  

We decided to bring a bottle of Australian 
wine along with an envelope containing 
money as our gift. With David in tow we 
also bought some nibbles and chocolates 
for his son plus a couple of bottles of 
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Fiji bitter. David had two bags of ice, 
apologising that they had no light or 
fridge due to a recent cyclone. He asked 
us to follow him. I was glad that I had 
hired a large all terrain vehicle with 
plenty of clearance at the bottom as we 
had to take a longer route through boggy 
tracks due to the bridge being damaged 
by the cyclone.

We left the highway and entered a dirt 
road. After some time David left his car 
at a friends place and hopped in our 
car. He did this so that he could come 
back with us for the more dangerous 
part of the ride.  It started to rain, the 
terrain was boggy and hilly, we forded 
two bridges, and one made of timber 
had my hair on edge. My rather limited 
driving in boggy terrain skills were also 
tested. A little later the rain had cleared 
and we entered lush green countryside. 
Farmers waved at us as we passed. David 
commented that due to the hilly terrain 
and the high cost of fuel most work 
was done by ox and spade. The mixed 
community (Fijian and Indian) helped 
each other out during the cutting season 
and for other communal activities.

We arrived at a small house tucked 
away amongst giant Neem, Mango 
and Tamarind trees. There were herbs, 
vegetables and flowers around it, and 
chickens and goats in separate pens. 
The house was clean and tidy; food 
was cooked in an annex kitchen that 
was fired with timber and charcoal. 
Water was drawn from a boar, though 
the pump was not working due to the 
electrical wires coming down. Dinner was 
served in the courtyard, as the house 
was too hot. We had a feast of crab and 
fish that David and his extended family 
had caught the day previously on his day 
off from work. He stated that we were 
lucky as the full moon meant fleshier 
and plump crabs.  

We explored a range of environmental 
issues including global warming and its 
impact on his community. He commented 
that he was paid $3.90 per hour, as was 
most of the service staff at the resort. 
He said that this was not sustainable 
and equitable given the amount the 
resort charged their guests. His income 
was supplemented by what they grew. 
For example, he bartered some herbs 
for the lettuce in our salad. David and 
his wife saved $20 a fortnight for the 

education of their son. We discussed the 
traits and strengths that their son was 
already demonstrating and we talked 
about their aspirations. David and his 
wife had hope for a better future for 
their son. They were realistic, optimistic 
and intentionally and purposefully made 
plans for a brighter future.

My children were privy to all that was said 
and done during this time. We had a great 
conversation on the trip back about our 
experiences, about the deeper pervading 
issues in society, about the future and its 
potentiality. I also had an opportunity to 
look up at the night sky; it appeared like 
every star was visible and twinkled.

The story captures many aspects of the 
design and planning process. My intention 
for a deeper cultural experience met the 
warmhearted opportunity offered by David. 
We are all designers of our life, making choices 
along the way that create and bring to life 
a future drawn from many other possible 
futures (Inayatullah 2008). Awareness of this 
is critical for if we are not willing to actively 
engage in this design, then we may be 
unconscious of the influences around us and 
have a future imposed on us. 

Operate
‘Operate’ is the final frame of DOOR and 
many of us are very good at this. In fact our 
whole life is engineered for this to occur; 
our very cortical architecture primes us for 
pattern and predictability. Neuroscience 
recognises that this pattern making 
approximates 96% of what we do and this 
is mainly unconscious. The 4% is working 
memory and our window to consciousness 
(Langer 1989; Rock 2009). The DOOR’s 
iterative process enables us to meaningfully 
and intentionally work with the 4% and 
to understand the patterns and processes 
that drive us. The beauty is that when you 
deeply think and reflect, your ‘Doing’ also 
becomes more present. I was present and 
enjoyed my time with David and was alive 
to the journey. I had trust in the future that 
was unfolding around us.

We are constantly experiencing something 
through our senses. It is when we place this 
‘DOing’ through the filter of Observation 
and Reflection that we add meaning to it. 
Meaning which is individualised, constructed 
and context bound, gains significance 

and power through a process of Dialogue 
with others. Trainers, Facilitators and OD 
practitioners who are reflexive practitioners 
can, with their whole being, ‘Be the Change 
they want to see in the World’.  
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