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…so the researcher, in directing attention exclusively to the phenomenon, is in fact surrendering to the phenomenon, making a space for it to appear as itself.

Bortoft (1996 p.242) 

Sad is Eros, builder of cities
     				 W.H. Auden[footnoteRef:2] [2:  This line is from a poem called ‘In Memory of Sigmund Freud’, by Auden (1907–1973), Anglo-American poet and essayist.
] 


In his eulogy to Freud, Auden commiserates with Freud in his contemplation of how modern cities have lost their ‘Eros’, their soulful aspects. This is their connection to the emotions, the relationships, feeling aspects that give them character and their particular flavour. In contrast cities are becoming more minimalist, utilitarian and functional. I believe his complaints with regard to cities apply equally to report writing where it appears that all their emotional impact has been washed out. Reports use minimalist language such that the emotion, the evocativeness and an immediacy of engagement with the reader is disavowed. Qualitative research was intended to be a reaction to the dispassionate nature of quantitative research, yet whilst the topics are often fascinating, the writings are dull. This is because qualitative research carries its meaning in the reading and in order to create vital texts, the writing has to be attended to as a method of inquiry (Richardson 1997). 

The intention for this article is to describe the creation and writing of an organisational research report that extended the lived experience of the researching. The subjective experience of writer and participant is integrated towards achieving transparency at crucial points of the inquiry. Meaning is continuously shaped through the combination of the human factor and the discourse. Thus a poststructuralist perspective gives rise to the creation of new knowledge (Richardson 1997).
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Background to the research 
A medium-sized manufacturing plant in Western Australia had recently undergone a major restructuring and the managers were engaged in a psychologically demanding leadership training program. The CEO decided to evaluate and monitor the leadership over a two year period. The evaluation was arranged as a research project to assess the change in the leadership capacity of the managers as well as the improved leadership skills of those throughout the organisation.  I was part of the small team conducting that research. It was considered that, as leadership is a human attribute, it is best known through personal experience or the experience of another.  The data collected would therefore be limited to the direct reports of a cross section of the organisation, 25 managers and 25 staff.

The Research design 
The research design was constructed using phenomenological guidelines to elicit leadership as a living attribute. Independent measurements would not be used to analyse the assessment. The research was not an interpretative exercise according to particular cultural or social meanings but rather a living and enlivening reinterpretation where the meaning of leadership as it is experienced in that place can emerge. The research would not be commanded from a distance, nor was it aiming towards an objectivity of results; rather it would be conducted (meanings flow through) in a process that was designed to be both participatory and facilitatory.

[bookmark: _Toc88820786]Leadership – as experience 
What is the nature of the leadership sought that requires such an evaluation to identify its presence? Three main areas are useful to examine:
1. In the last two decades, leadership is frequently described in relation to a way of being or a way of becoming. In order to make an impact on the world, one has to begin with the quality of the individual consciousness. Havel (1990), ex-president of Czechoslovakia, said ‘…without a global revolution in the sphere of human consciousness, nothing will change for the better’.  The defining quality is that this leadership is personally based. This is a shift away from a leadership that is position- or skills- dependant.

2. In The Fifth Discipline, Senge (1990) defines leadership as recognisable when a person tells their story. He refers to the idea of gifted leadership in relation to the largeness of the story and the extent to which one’s own story is linked with an organisational story. In telling the personal leadership story, the extent of their comprehension of the organisational story will also emerge. ‘They were relating the story - the overarching explanation of why they do what they do, how their organisation needs to evolve’ (Senge 1999, p.346). 

3. An assumption was made that for a fully functioning organisation, leadership manifests itself through each person’s actions irrespective of position or status held. Its presence can be sought in all corners of the organisation.  

Therefore, the nature of personal leadership was sought within the quality that people bring in their engagement with the workplace. The research sought to uncover what holds people back and what enables their full expression to emerge. 

Inquiry by interview
The areas of inquiry were built around five fundamental categories of life and work experience: sense of self, quality of relationships, openness to change, sense of personal capacity or responsibility to take action, enjoyment of work (Cairnes(1992, p.27)). These five categories were considered broad enough as themes to encompass the spectrum within which the phenomenon of leadership could find expression.  
The interviews invited people to tell their stories – the psychological (how they see themselves and their capacities), the sociological (how they view the quality of their relationships) and their relationships with their work roles (enjoyment of work, readiness to change, responsibility to take action). 
First person methodology
The relational nature between the first person and the researcher achieves particular significance in the recalling of the first person’s experience. Varela (1999) observed that what is yielded in first person methods is continuously open to intersubjective validation because of the prominence given to the position of the second person. This role, often marginalized in research perspectives, is the mediator that enables the first person to locate their subjective experience accurately and profoundly.  They provide a ‘curious intermediate position’ (Varela1999, p.8) and their role directly affects the nature of the information given. Heidegger (1962) considered thoughtfulness to mean in caring attunement with the other and Van Manen (1990) believes this quality to characterise phenomenology. The efforts of the researchers went especially into the establishment of the conversation itself as more significant than the details of the actual words spoken. This quality characterised the entire study, including the reporting.

Leadership - the individual and the group 
The researchers sought to capture a sense of the leadership of the whole organisation and yet ensure that the complexity and the breadth of each individual expression would remain present. Leadership by its nature is an individualistic enterprise and yet it implies a followership and the presence of a collective. In considering the nature of the leadership within the group, it is necessary to peer through the lens of each individual within that group, for each person reflects the quality of the leadership of the whole.  At the same time the attempt to capture the leadership of the group is perplexing because of the complexity of the relationship of each individual with the group. The significant question now becomes: How is it possible to analyse and synthesise data such that individual expression is not lost in a melting pot with the most commonly held views? 

Like a hermeneutic circle, the meaning that one finds in the individual narrative will have some indication of what appears in the whole or collective. Can refer here to Scharmer and theory U. Similarly, in capturing the whole, individual voices should be evident. Bortoft (1996, p.13) refers to each part as being a special ‘presencing’ of the whole. Each individual in a collective represents a point of reference. The whole imparts itself through each one of these individuals; this occurs not because the total is the sum of the parts, but rather because each individual reflects an aspect of the whole. If the whole is present in each individual, how does one recognise this presence? And how does one use these manifestations to reflect a sense of the whole group? This quandary forms the basis of Scharmer’s U theory. In this study, composite narratives were used to allow a group story to form without losing the sound of the individual voices. 

Composite narratives as original 
The details involved in the construction of a composite narrative are outside the scope of this paper. Partial theoretical explanation and personal reflective narratives will allude to them. The particular creation of a composite narrative as a reflection of a number of narratives (voices) is original and was created for this study. The overall intention is that a new and coherent voice captures the sum and breadth of the individuals of which it is composed, through their language usage and expressions. Its creation is a higher order emergence that eschews simplification. Its particular value is to generate a story that characterises what has eventuated in that organisation over a particular period of time. The generating of the composite narrative begins with the individual report. 

Voices and Tongues
The interviews had sought definite and original expressions of each individual’s experience. This is a complex notion and yet central to a phenomenological investigation. The work of Ursula Le Guin (1992, pp147-160) on different tongues clearly differentiates between three common modes of expression or what she calls tongues. The first is the Father tongue. This is language where success and achievement are very important; with a mode of expression more like lecturing than simply speaking. Father tongue has authority and is usually distancing although this can be unintentional. It manifests in academic writing and most conventional reports. It was evident in the speech of management at the industrial plant when men spoke of their knowledge of the plant and what they believed; when they seemed to know what other staff groups thought and what they wanted. 

The father tongue is condescending of the second tongue, the mother tongue. This is the language of the other, the interior. It is primitive, repetitive, ordinary and conversational. Experience is offered as truth. Mother tongue is intuitive and feels its way towards things rather than claiming something. It was spoken by the men at the manufacturing plant when they complained about their victim status; when they wished that things would get better; when they could not understand how they were possibly treated in particular ways; when they complained about the ‘other’ group simply not understanding what is needed. 

The third language LeGuin refers to as native tongue. This is the unlearned language that marries public discourse and private experience; that is learned as an art form directly expressing experience. It is the wedding of the father and the mother tongues and represents the conjoining of alienated consciousness and undifferentiated engagement. I quote Le Guin (1992, p.159)’s demonstration of native tongue:
Now this is what I want: I want to hear your judgments... I want to hear you speaking all the languages, offering your experience as your truth, as human truth, talking about working, about making, about unmaking, ... about feeling, about thinking; about what women do; about what men do...

Native tongue expression is the quality of language sought in the analysis of the transcripts. Emotions and feelings are not denied. Individuality is expressed. The expression is directed from experience. 

It is noteworthy that most of the interviewees were male. Most were highly educated and extremely articulate. This meant that the barriers to expressing themselves directly from experience were cultivated in their education. They were taught to hide behind the masks of socialization and cover over natural or spontaneous expressions. They also had great concern for peer opinion. The father tongue was the one that came forth most naturally in the conversation. It required particular effort on the part of the interviewers to appeal to other modes of expression. 

The interview transcripts
The following examples are not definitive but serve as illustrations of what was tracked as expressive language within the native tongue category:
· ‘It’s a good place to work’
· ‘We hear rumours… it makes me feel uncomfortable’
· ‘I think … my disappointment is that  ….’

Personal reflection 1 – the individual story
In positioning themselves to working with transcript data, Denzin (1998) refers to an unfolding that may occur whilst Goodfellow (1998, p.105) refers to an empathic attunement to the situation being exposed. 
The following is an extract of personal reflections: 
As I begin to read, I try and simply listen to get a feeling for what is being expressed. I receive the stories and I look for what might be below the surface; what is trying to be said; what is perhaps not being said. I locate those phrases or sentences that carry an energetic quality; an emotion; an expressive metaphor; a point of confusion. Sometimes I notice a struggle with language; a trying to say something; a repetition.  I highlight the phrases that have energy. They seem to have a direction; to be ‘going somewhere’, although I am not always sure where that may be. 

Kurt Lewin (1952 cited Marrow 1969), in his field theory, suggests that the power of underlying forces and needs determine behaviour in any field of interaction, like an organisation. He spoke of these forces as being vectors in a field of action. Individuals participate in a space that is constructed under the influence of vectors; energetic forces with direction. Individual behaviours and group interdependence are often manifestations of the needs and drives of the whole group. These vectors, or energetic phrases that seemed to have a direction, were noted through all the transcripts.

Using the vectors
Narrative analysis sits comfortably within the qualitative research paradigm. As a linguistic form, it is particularly suited to the expression of human experience as it is lived. Its value is that of drawing together diverse threads of events and happenings and integrating them into a temporally organised whole. At the same time, ‘it preserves the complexity of human action with its interrelationship of temporal sequence, human motivation, chance happenings and changing interpersonal and environmental contexts’ Polkinghorne (1995 p.23). It thereby maintains the specifics and what underlies that, as opposed to reducing events to rules and generalities.

The purpose of narrative analysis is to produce stories as the outcome of the research. These stories carry explanatory power and the reader is provided with an understanding of the particular situations or time periods. The result of a narrative analysis is an emplotted narrative. This provides a retrospective explanation that through the linking together of past events or ideas, accounts for how the outcome has evolved. The steps in creating the individual narrative are delineated by Polkinghorne (1988, 1995). In this study, the analysis has been adapted towards creating composite narratives by combining many voices into new narratives. These were each organised as a developmental, coherent and unified account that could contain different or contradictory voices. 
The next steps involve engaging with the expressive phrases and linking them. I first describe the journey of the researcher and then the details of the procedure.
Personal reflection 2:  from one into many – plot, themes and characters
At the end of reading all the texts, I have before me a long list (on average about ten to twenty extracts from each transcript) of vectors and I begin to group and link the lists of phrases. I seek what belongs together and what ideas  are contradictory to others? 
A patterning of the phrases begins to emerge. I am reaching towards a plot that runs like a vein through all these narratives. I try one and test it against the phrases that I have listed. Can they all survive within this plot? Is the plot broad enough to encompass them? What is the particular emotion, expectation or quality of work life being expressed that is common? The central tension that can contain this broad range of responses becomes the plot. I work similarly towards the denouement, finding the protagonist and the themes. 

Evolution of the new text
The method employed in this study has not evolved through a rigid faithfulness to phenomenological methods but rather faithfulness to a fundamental aspect of the phenomenological method; the reflective and engaged experience of the researcher at each step of the way. It has also built the understanding of the phenomenon (of leadership) to meet the needs of the subjects in the organisation itself.  This method is therefore an interpretive, intersubjective, receptive phenomenology.  

Towards a new drama – the whole and the parts
The author of the evolving new narrative is interpreting meaning and capturing the complexities and subtleties of the events and personalities. The author lives into the particular role and through the act of creating the narrative, creates the self as the protagonist. This is less a projection than a display of leadership on the part of the researcher. Authorial competence arises through the   fullness of engagement with the creative process. The boundaries of research expectations are transgressed as a new drama unfolds. The composite narrative develops an imaginative thread that carries a sense of the whole. This is not an intellectual sense of the whole but one that emerges through the receptivity of the researcher to an essential meaning that is underlying the narrative. It is like the whole organism reveals itself and the researcher is the receptacle and writer of that story.  The penetration of the whole to include a sense of the underlying subtext is where the effectiveness of the narrative creation is located. This process thus maintains faithfulness to the lived experience through the researcher bringing the totality of the self as a vessel for the narrative creation. The phenomenology of leadership continues to be explored as lived experience in each part of the research process.

[bookmark: _Toc25050058]Personal reflections 3: From many into one narrative 
It is time to carve the narrative for my new protagonist. I am now to become a semi-novelist as I put all the individual characters aside. Armed with the plot and the denouement, I begin to shape my sentences. I use the exact phrases I have collected to form the bones. I now have to supply the connecting tissues and place those bones in position such that they make sense functionally. Phrases like, ‘on the other hand’, bring in the rich variety of different and contradictory sentiments expressed. 

I seek the interfering factors: those enriching moments that are like subtle turning points that almost confound the story but in the process enrich it by obscurity. I feel myself almost filling up with life and a sense of direction; what I stand for and what I feel indignant about. I develop courage and conviction. I can now trust stepping out as I have immersed myself so deeply in the engagement with each individual. I see now that I have become more than the sum of their parts and have transformed into a leader in my own right. I know this text will be provocative.
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The following is an abbreviation of the first composite narrative created following the process described above. This is the voice of the non-management or staff group.
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The first composite narrative  
The irony is that I almost did not get a voice here today – again. It was felt that one narrative constituted largely of the voices of the management group with a smattering of the ‘them’ would be enough. But in my longing for things to be better and in my longing for greater trust, I have decided to step out of my usually silent way. I just felt I had to take advantage of this opportunity to tell you –like it is.

Thinking about communication is a source of some pain for me. It’s continuously spoken of and we keep on instituting new communication structures – but actually we do already have them. I’ve always said that it doesn’t need communication meetings to communicate. I often guess that if people aren’t talking to me, I must be doing my job all right and that keeps me going. But then I know that’s not going to work all the time. Maybe its habit and laziness that gets in the way. Then I notice that within our different technology teams, we don’t communicate all that well either. Within our immediate team, our little group, we tend to share information really well. 
You know, I’ve been here a long time and I’ve seen it all. Nothing ever changes and I continue to be a ‘black hat wearer’. And yet, on the other hand, although these new structures are something of a long shot, I am prepared to see how it works. As long as people do the things they talk about, it should be all right.

That’s the thing that really irritates me. I just find management so wishy-washy. They always seem to have one foot out the door and I mean that literally and figuratively. They come up one day and ask, ‘What do you think of the changes we’ve made?’ and I think to myself, ‘Well, ask the question before you make them’ – as in ‘What sort of changes would you like?’ 

And come to think of it over and above these major structural changes, every year people get moved about. Recently it’s been a real bun fight – people get very emotional. I just hope they take the time to talk to people about what their interests are and about where they want to be.

I often feel that my skills are not being properly used. The attitude of the managers is to just let things ride for the year until the performance reviews – and then, ‘Well, we’ll organise some training for you next year’. I’ve always been looking for a commitment from XXX and this would be a path of some sort. It often seems to me that XXX home-growns - you know- those picked from school, put through university degree; those real XXX clones; even have a XXX  tattoo on their rear end; well, they seem to see a huge commitment from XXX and they will say, ‘XXX is a great employer’. 

I suppose I am a bit dissatisfied and also cynical. All these closed-door meetings are destructive to morale. The ship is on a course but the course is not communicated. There are so many away days - see my boss is away for three weeks – he just seems to come and then goes again. I do my fair share, I’m fairly well paid, and that’s not the issue. You have to recognize people – you can’t just give a pay rise. And then the major bugbear is the company’s belief in an incentive scheme for innovations. Well no one has ever witnessed it. It’s like they rely on me and yet there is no acknowledgement and actually – they don’t really want to hear my problems.

I guess, more than anything else, I would like to feel more trust. People say one thing and do other things. Even in the bad old days, there were some good things and some of those were just basic routines. Communication was no better, but people did what they had to do. Somehow you knew where you stood. It’s all a bit uncomfortable and confusing at the moment. I don’t have much confidence in management. Hopefully when things have settled down a bit, I’ll be more in control and know exactly what I’m going to be doing and what are the boundaries of my job. I’ll talk to you again in six months – if I’m still here.

The final research report after three sets of in depth interviews with 45 people was constituted almost entirely by the narratives. The texture is the native tongue of Le Guin; the detailed and direct speech of human experience. Copies of the report were circulated to all research participants. As a result of some of the senior managers’ positive responses to the report, the researchers[footnoteRef:3] were invited to formally present and be part of a discussion with the entire group of research participants (managers and staff), including the CEO. A full day was allocated. Consistent with the paradigm of the entire research, the researchers decided to stay faithful to lived-experience and offer a dramatic rendition of the report. [3:  Drs David Russell and Claire Jankelson] 


The phenomenologist makes a profound effort to capture, describe and understand experience just as it is. 
Van Dusen (1972, p.8)


Personal reflections 4: Description of the drama
About 50 people are seated in a circle in a large room. People introduce themselves to the large group and briefly express their reaction to the report. Every person present had read the whole report. Many people say they could not put it down and describe how they continued sitting up in bed, instead of going to sleep, surprised by their interest in a report. Others express either more or less identification with the details; some, including the manager of HR, express great enthusiasm using words like ‘brilliant’. The head of the union gives a nod of approval. There is an air of readiness for and anticipation of the day’s proceedings. 

The facilitator is well coached in positive facilitation skills. He invites personal expression and speaks of the need to avoid reactions that involve either blaming or shaming of the other. 

The two researchers present the narratives as firstly a paragraph of composite narrative from the management followed by a similar paragraph of the general staff group, and so forth alternately. At the end of the readings there is a long silence of digestion. The atmosphere feels charged with the sensitivity of what has been said and there is a sense of uncertainty in the air. 

An in-depth conversation follows which remembers and develops and emphasises some of the issues raised. The quality is charged. Emotions surface and truths are told. It appears that things that before could not be said, can now be tolerated; many of these truths had been said at times before today but in this atmosphere, they are audible. The other, the 'they’, (the staff group in relation to the management and vice versa), who had been kept apart and held in a narrow band of opinion, could now have those bands broken and cease being the ‘they’. Most of those present had known one another for years. This is not personal knowledge but like reported knowledge. It is the knowledge of working alongside someone, knowing that destiny had placed them there and they just have to get on with it.

The recommendations which had all arisen from the interviews, are read out and considered. Each point is couched in an appreciative way, first emphasising what is positive before leading into what needs to be changed. Every recommendation is accepted and embraced, seen as essentially reflecting the needs of the group. By this stage, new levels of agreement are reflected in a consensual atmosphere of moving forward together. 

[bookmark: _Toc88820796]General reflections 
When the participants used superlatives to describe their experience of reading the report, it was clear that the narratives effectively represented peoples’ experience and this long phase of research had been well spent.

The mask and the mirror
The narrative telling provided something more akin to a mirror than a statement of findings. A great deal of energy was evident and flared up in emotions such as anger, conflict, frustration, sadness and enthusiasm. It surfaced in responses of silence and the words spoken. Many of those present clearly recognised themselves in the narratives and showed their resonance through the definiteness of their responses. The narratives seemed to open the way for things that had previously not been divulged which now were being heard and understood. Although the narratives referred to events of the past, in the exposition of these events through the narrative, time was extinguished and the emotions of the events were remembered as if in the present moment. It was as if the text and the readers also disappeared into the illumination of those points of time. The attentive remembering sparked a series of new conversations which apparently could not previously be had. 

It was clear that in the organisation the ‘we’ and the ‘they’ had been masked from one another. During the presentations each group appeared to be stilled into silence, hearing the experience of the other as though for the first time. Indications of empathy for the other’s plight included the acknowledgement of the difficulties faced by the other and a preparedness to work collaboratively with resolution and intention. 

Towards understanding - the narrative as transformative
Through the specificity of the actual words and phrases of individuals, there seemed to be a possibility for participants to step out from behind the solitariness of their masks into becoming mirrors for one another. The philosopher, Richard Rorty, in Contingency, Irony and Solidarity, offers substantial validation for the use of narrative forms of expression as a way of stimulating solidarity and therefore cohesion between people. He suggests that change in attitudes and relationships seldom come simply through ideas or intellectual activity. Narrative provides immediacy for the experience of the other and this opens up the possibility for compassion and understanding to develop in workplace relationships. 

Understanding a phenomenon is a way of grasping it as a whole. Wittgenstein (in Bortoft 1996, p.304) describes understanding as the seeing of the connections intrinsic to the phenomenon. He appreciates this kind of seeing as an imaginative capacity which operates beyond the senses. Composite narratives offer imaginative redescriptions of experience. 

The narratives had achieved several goals beyond a simple evaluation. Each person was able to identify themselves in the narratives and also see the position of the collective. Perhaps the report mirrored the collective in a way that was audible and accessible. The composites had shifted the emphasis away from theory building, as evaluation reports tend to do. 

Clearly, for the managers and staff, this work had mattered. Whilst the study was simple in its methodology, it was profound in its consequences for the organisation. The participants were deeply engaged in the process and felt that their participation made a difference. A level of trust across the board was enabled and this was manifest in the preparedness of managers and staff to take the next steps together. That communications improved was verbally acknowledged. The final validation of this work to the organisation was the invitation to the researchers to return and conduct an identical study to evaluate another more extensive leadership program for the team leaders. This process had prepared the way for consensual and emergent change.  

In conclusion
Comprehension does not take the form of a theory abstracted from the phenomena 
but rather the form of a seeing embedded in the fullness of phenomena.
Bortoft (1996, p.228)

In this paper, I have tried to offer a way of seeing where the nature of the object is not separate from the subject or the experiencer and also is not separable from the method. My method has been to open myself, as a receptive vessel to the phenomenon under scrutiny and find what it offers. I would like to believe that I have achieved even a glimmer of what Goethe, through Bortoft (1996) alludes to by the word ‘surrender’. It implies a letting go of what is held or what one is usually attached to, towards embracing what the phenomenon offers; a knowing that emerges based on ongoing dynamic and imaginative acts of observation and reflection. This is a way of seeing that brings insight and understanding; a way of offering a report that naturally furthers the inquiry and the research.
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